
If your company is like 89 percent of companies, your IT budget will likely stay the same 
or increase over the next year as you seek to update or replace aging infrastructure, 
address ongoing cybersecurity concerns and support digital transformation initiatives.1

While that’s good news for IT organizations, IT leaders are facing increasingly stringent 
budget scrutiny as companies demand greater return on investment and value for their 
dollars.

And, as company executives increasingly view their technology footprint as a 
competitive advantage and a strategic driver to their long-term business success, 
decisions about technology investments increasingly involve more stakeholders. 

The key is to involve stakeholders early and often:  early in the process when purchase 
decisions are being made and often throughout until the project is completed. 

Stakeholders need to be part of purchase decisions 
Gartner points out that the “typical buying group for a complex B2B solution involves 
six to 10 decision makers‚ each armed with four or five pieces of information they’ve 
gathered independently.”2  Their point is evidenced by a recent survey showing that 
“75% of customers agree or strongly agree that their purchase involved people from a 
wide variety of roles, teams and locations.”3  

All these influencers and approvers come with their own often conflicting goals, 
opinions, suggestions and expectations—data which must be thoughtfully weighed 
and “de-conflicted.” Plus, every organization has its own internal “politics” that must be 
considered. 

Add to this quagmire the number of options to consider, which seem to grow 
exponentially as new technologies, solutions, suppliers and services emerge every day. 

 

The process can be overwhelming at best. But you’re not alone. Seventy-seven percent 
of B2B buyers surveyed described their technology purchase as very complex or 
difficult.4

Without effectively managing the entire process—beginning with the purchase 
decision—and, more specifically, stakeholders, the result can be dismal. Stakeholders 
rush to their respective corners, taking morale with them. The process drags on, taking 
time from your core business. Decisions get derailed or put off, wasting time and 
resources. The phrase “herding cats” comes to mind.
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What our customers say:

They’ve always 
been very helpful at 
helping us find the 
right vendors, make 

recommendations, and 
help us understand the 
technical side of things.  

 
— Dr. John Eberle, 

Chief Information Officer  
Trevecca Nazarene University

 “

 ”



6

How to Build (and Maintain) 
Stakeholder Consensus for Your
 Technology Project

W H I T E  PA P E R

So how do you align the competing interests of stakeholders with your organizational 
goals to ensure success throughout the project?

Stakeholder buy-in is critical to project success 
Stakeholders can make or break a project. As one expert says:

Identifying the right project stakeholders and understanding their expectations can 
greatly reduce the risk of making a bad purchase decision (or not making a decision at 
all) and project failure. Here are three ways to ensure stakeholder buy-in:

1. Get an executive sponsor.  First, identify an executive sponsor who knows 
all the players, inherently understands corporate goals and knows what you’re 
trying to accomplish with the technology. An actively engaged executive sponsor 
can help bridge the communications gap between stakeholders to significantly 
increase collaboration and support, boost project success rates and reduce risk. 
In fact, 26 percent of organizations point to inadequate sponsor support as the 
primary cause of failed projects.6 
 
If you’re the CIO, CTO or are otherwise responsible for the technology strategy at 
your organization, you may well be the executive sponsor. Because the executive 
sponsor makes the final decision and plans for the technology purchase and 
implementation, he or she can help advocate for a solution, get stakeholders on 
board and move obstacles throughout the project.

2. Identify your stakeholders/roles. The Project Management Institute 
(PMI), the certifying body for professional project managers, defines project 
stakeholders as: “People, groups, or organizations that could impact or be 
impacted by the project.”7 
 
Technology solutions impact multiple business units with different, sometimes 
competing, objectives and priorities. It’s important to consider the needs of each 
business unit, while keeping the larger organizational goals in mind. 
The IT team, for example, will likely influence the decision about a new security 
solution because they will be the ones who will deploy, integrate and manage 
it. But other business units—such as Finance, HR and others with compliance 
requirements, depending on your business—will be impacted by a new security 
solution because of their own reporting requirements. And sales and marketing 
might perceive that new security features will slow them down or make their jobs 
harder. All business units that are impacted by a technology project will want to 
ensure that any new solution will meet their own needs.  
 
 

“…buy-in is dynamic, just as the project is progressively elaborated, and 
that stakeholder support and commitment may recede to the extent of 
negatively affecting the project. The savvy project manager should be 
capable of monitoring such fluctuations, ensuring that adversity is avoided 
and commitment, buy-in, and support are sustained, even when the project 
looks like—or is—a total failure.”5

To deliver the right 
business solutions 

and a stellar customer 
experience, Logicalis 
works closely with 

customers to develop 
success plans outlining 

their business goals 
and strategic direction. 
Then we continually 
assess, document and 
analyze our customers’ 
progress toward those 

goals, employ best 
practices to meet them  

and ensure their 
solutions are 
optimized for 

maximum value. 
 

— Paul Smith 
Chief Information Officer  

Desert Radiology
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These players should be identified at the outset, prior to the solution being 
scoped. There are also minor players that, though they have roles on the 
periphery of the project, can wreak havoc on a project if their concerns are not 
considered.   

3. Understand stakeholders’ expectations. All stakeholders have certain 
expectations that may not be top of mind for the IT department. Some will have 
gathered their own information and opinions. 
 
The challenge is to find common ground and overcome points of disagreement. 
That may require additional education or information. The goal is to understand 
stakeholders’ needs within the context of organizational goals, and help 
stakeholders move toward consensus. 
 

4. Communicate, communicate, communicate. To get stakeholders on 
the same page—and keep them invested for the long haul—the PMI suggests a 
formalized plan for stakeholder engagement. Why? Most non-IT departments are 
not familiar with consistent project management and, according to one expert, 
“if you don’t prepare people for what to expect, you’ll have a lot of problems with 
stakeholders during execution.”8    
 
The stakeholder engagement plan not only includes stakeholders’ concerns, it 
provides an analysis of those concerns and their relevance to the overall project 
goals. This is a critical piece to consensus building because it makes stakeholders 
feel valued and that their professional expertise matters. 
 
The plan should also address stakeholders’ technical knowledge (or lack of it). 
Taking the focus off the technology and focusing on what your organization wants 
to accomplish helps to increase stakeholder understanding.  
 
The goal is to get agreement from stakeholders on their concerns, how they’ll be 
addressed, how changes will be managed, etc. to ensure the most successful 
outcome. Change management for new technology rollouts is a particularly 
challenging situation because it requires consistent and constant communication 
with stakeholders throughout for the greatest project success. 
 
If yours is a software project, a solid communications plan executed well before 
implementation will help to spur user adoption. Many organizations now have 
customer success or adoption managers to ensure that users and stakeholders 
adopt the software and get the intended value from it. 
 
Once the stakeholder engagement plan has been developed and agreed upon, 
it must be managed and monitored throughout the project to ensure that 
stakeholders’ needs are being met and to assess the effectiveness of the plan. 
The key to building stakeholder consensus involves extensive communication 
throughout the project to keep everyone on the same page. 

Developing key 
project management 

deliverables and 
effective stakeholder 
communication is 

integral to successful 
implementation of 

an enterprise  
imaging strategy.     

 
— Michael Riley 

Vice President/Healthcare 
Logicalis U.S.
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How project management practices help secure and maintain 
stakeholder buy-In
According to PMI, good project management practices—including the active 
engagement and participation of stakeholders—enables maximum buy-in by9: 

1. Making team members feel valued and that their professional and expert opinions
count.

2. Establishing trust among all members of the team, as they witness and vouch for
each other’s contributions, and understand and perceive any interdependencies
between their contributions or efforts, as well as have the opportunity to openly
discuss and debate project elements.

3. Developing a sense of ownership and belonging to the project, especially if such
a contribution is manually delivered and not only spoken (i.e., a stakeholder writes
an issue or estimate on a card and hangs it on the wall as opposed to saying it
verbally or sending it in an email. That way it becomes their own plan rather than a
dictated one.

4. Shows transparency and the absence of politics in the processes of planning and
decision making.

5. Bridges gaps between stakeholder groups (e.g., the project team and the
customer, or the project team and the environmental stakeholder where relevant)
by spreading the sentiment that the work has been performed collectively or
through close collaboration and with everyone’s consent.

Value of project management
There’s no doubt that building stakeholder consensus—as part of good project 
management practices overall—will help keep organizations from spending money on 
projects that don’t materialize or projects that fail. PMI reports that “organizations that 
undervalue project management as a strategic competency for driving change report 
an average of 50% more of their projects failing outright.”10 

In sheer dollar terms, 9.9 percent of every dollar is wasted due to poor project 
performance which adds up to $99 million for every $1 billion invested.11 

According to the PMI, money wasted on poor project performance is often due to lack 
of understanding of good project management practices, including the importance 
of identifying stakeholders, understanding their expectations and building consensus 
among them, and how it can help drive successful strategic initiatives.

How do you ensure good project management practices—and a 
successful project—when it’s not part of your core business? 
Logicalis: Expert at securing and ensuring stakeholder buy-in
Logicalis, an award-winning managed services provider, is not only expert at delivering 
industry-leading technology solutions around the world, our certified, professional 
project managers are expert at helping our customers manage complex technology 
projects from end-to-end.

To deliver the right 
business solutions 

and a stellar customer 
experience, Logicalis 
works closely with 

customers to develop 
success plans outlining 
their business goals and 
strategic direction. Then 

we continually assess, 
document and analyze 
our customers’ progress 

toward those goals, 
employ best practices to 
meet them and ensure 

their solutions are 
optimized for 

maximum value. 
 

— Jeremy Blanton 
Vice President/Services 

Logicalis U.S. 
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For example, Logicalis subject matter experts expedite the buy-in process by 
facilitating workshops that help to build stakeholder consensus and provide a clear 
path forward.

Logicalis also uses a proven customer success methodology that allows us to become 
experts on your environment—both to help you drive solution adoption and to show 
the value that can be generated from your technology investments. After all, your 
success is our success.

See how Logicalis can help you get your technology project off the ground and 
get your stakeholders on board, so you can continue to provide true value to your 
business. 

Visit www.us.logicalis.com/workshop to schedule your workshop.

At the end of the 
day, our goal is to 

show clients how to 
best position their IT 

organization to support 
critical digital business 
initiatives and deliver 

real value to their 
organizations. 

— Paul Smith 
Chief Information Officer 

Desert Radiology
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