
Implementing a new initiative — whether it is a new cus-
tomer relationship management (CRM) system, an updated 
workflow process, or a new governance approach — means 
change. You cannot introduce something new without 
making changes to whatever was in place before. Project 
management and change management — two separate and 
specialized business functions — should work together to 
achieve success. Unfortunately, this partnership frequently 
does not occur as it should because many do not appreciate 
the unique value that each role brings.

Far too often, inexperienced leaders combine both 
functions into a single role and fill it with someone lacking 
the requisite skill sets. Other times, organizations launch 
major initiatives but focus on only one area — either project 
or change management — to the exclusion of the other. 
Consider these two opposing case studies:
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Case Study #1: 
All Project Management, No Focus on Change

A large, multinational client brought in a strong project 
Management Office (PMO) team to implement a new order 
entry system. To develop high-level requirements regarding 
the data elements to capture, they engaged only a limited 
number of stakeholders from each region and neglected to 
consider how the new system would change the stakehold-
ers’ day-to-day jobs or help them be successful. The PMO 
drove the vendor to deliver the build on time and under 
budget, but rather than implement user acceptance testing, 
they pushed primarily for system and integration testing.  
As a result, users strongly resisted the system. Not only did 
it require them to document additional data points for which 
they couldn’t see the value, but the amount of time it took 
also significantly reduced the number of sales they could 
make per shift. 

In the end, a new order entry system designed to drive 
sales decreased them. Worse, it resulted in a highly dis-
gruntled workforce. Sure, the system was delivered on time 
and under budget, and met the technical requirements, but 
without proper user buy-in, its full benefits were  
never realized.

Case Study #2: 
All Change Management, Limited Project Management 

Another client took the opposite approach and established 
a strong change management (CM) team to design training 
for a major system implementation. The CM team worked 
with the project management and IT groups to learn the 
system, co-created scenarios with identified “super users” 

to develop relevant training examples and validated those 
scenarios with employees across all levels and functions of 
the organization. 

Not only were those training validation sessions for the 
developed material, but the sessions were also used as a 
change management tool to raise awareness and under-
standing of the new system and its associated benefits — for 
both the company and individual employees. The result was 
a training program highly specific to the organization and 
employees who were excited about using the new system. 
They understood the benefits of the updated technology and 
how the system would save data entry and process time and 
reduce errors. 

Unfortunately, the project ran out of money shortly 
after the first round of pilot training was conducted — the 
technology development was more expensive than antici-
pated — and the entire program was canceled. As a result, 
discouraged employees were left knowing that there was a 
better way to do the job, but it was out of their reach. Now 
lacking trust in management, they are more likely to be 
hesitant about the company’s next big push to implement 
substantial change.

What can we learn from these case studies? 
Both case studies highlight an important but often-
overlooked point: Leaders should recognize that while PM 
and CM are separate functions, they must work in alignment 
to achieve project success and sustained adoption. It simply 
costs too much not to have both the project and change 
managers’ perspectives and skills. What good is a system if 
no one is using it correctly or to its fullest extent? 

In addition to examining these differences across five 
major areas, including soft skills, deliverables, and metrics, 
we will outline three important ways to integrate project 
managers and change managers so that your projects will be 
delivered on time, within budget, and with changes readily 
adopted for sustained value. 

Three ways to integrate project managers 
and change managers so that new initiatives 
are delivered on time and under budget.
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To understand why organizations can’t simply use just 
project or change management, it helps to understand how 
each role takes a different approach to the same project. 
Fundamentally, the two roles maintain disparate skill sets 
and are driven by different measures of success. And while 
both are necessary, rarely does one person boast all the tools 
needed to implement the initiative. However, if you do find 
that elusive unicorn who is skilled at both project manage-
ment and change management, it’s important to consider if 
they have the capacity or bandwidth to be successful.

If they possess the skills, one person can conceivably 
assume both roles for smaller projects. For larger projects, 
however, the lift for both the project manager and change 
manager is usually too heavy for one full-time employee. 
And for enterprise-wide transformations, consider adding 
multiple people with project management and change man-
agement skill sets. When hiring a project or change manager, 
consider these differences across five important areas.

Five Key Differences Between Project and Change Managers

1. Soft Skills
Both project and change managers need to influ-
ence others without having formal authority, but 
change managers require a deeper background 
into understanding how people tick. 

2. Deliverables
Project and change managers develop 
complementary but separate deliverables. Even 
in cases where they create a deliverable by the 
same name, such as a ‘Communication Plan,’ the 
product often serves different purposes.

3. Stakeholders
To achieve their respective goals, project and 
change managers serve different primary 
stakeholders.

4. Quality
As an initiative moves through the life cycle, all 
managers must monitor quality and metrics. Project 
and change managers, however, maintain different 
focus areas and different measures of success. 

5. Metrics
Success is measured more quantitatively by 
project managers than by change managers,  
who usually focus on more qualitative measures.

•  Ability to identify and mitigate risks BEFORE they 
become issues

• Influence executive sponsors
• Influence without authority
•  Negotiate compromises with conflicting 

stakeholder organizations

•  Helpful to have a psychology or similar people-
minded background

•  Needs to understand behavior and employee 
engagement

•  Needs to have enough project management skills 
to manage the change program

•   Influence without authority
•  Adult learning

Project Manager Change Manager

• Project plan
• RAID log
• Status reports
• Steering Committee presentations
•  Communications plan: Geared to project team  

and sponsors; focused on project updates, status,  
and progress

• Change Management approach and plan
• Change Impact Assessment
• Training materials/content
• Adoption/engagement activities and plan
•  Communications plan: Geared to stakeholders; 

focused on the change itself, impact, and new 
way(s) of working

• Project team
• Project sponsor
• Developers (if relevant)

• Employees with direct impact
• Employees with indirect impact
• Leadership
• Board of Directors and/or investors
• Customers
• External community

• Deliverable reviews
• System testing
• Integration testing
• User Acceptance Test

•  Observation of stakeholders through the change 
curve

•  Observation of stakeholders in the new 
environment

• Schedule variance
• Cost variance
• Resource burn rate

• Readiness
• Adoption
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Despite the Differences, There Are Three Steps to 
Successfully Integrate Project and Change Management 
The project management — change management 
partnership is not limited to deliverables. The roles must 
communicate and talk to each other — all the time. Project 
and change managers must understand each other’s 
perspectives, goals, and metrics. Change managers and 
project managers bring different but complementary skills 
and perspectives to the table and must be able to bridge and 
balance the two disciplines on projects. For an initiative to be 
successful, both must assume an active role. 

To get started, here are three effective ways to leverage 
the synergy of both project and change management on your 
next new initiative: 

#1: Start the Partnership From the Beginning 
The project management — change management part-
nership needs to begin by aligning change and project 
management metrics in the project charter document. For 
example, the need for business requirements to be completed 
on time is a great example of where that alignment is 
important: project managers must relay the importance of 
that milestone to change managers, who will use the future-
state requirements to identify the impacts to stakeholders 
and create the plan to minimize that impact. 

#2: Ensure That the Critical Path Includes Change Activities 
The critical path to deployment needs to include change 
activities. Throughout project execution, managers must 
collaborate on the RAID log to talk about how scheduling 

gaps may impact the user/employee experience and vice 
versa. Change management needs to be an agenda item 
in project meetings on a regular, ongoing basis. Likewise, 
status reports need to include progress against readiness 
and adoption goals. This is second nature for schedule and 
budget, but it should be for change management as well. 

#3: Continue Change Support After the Project Ends
The partnership should continue even after deployment. 
Project managers will likely focus on post go-live support to 
address any system issues and negotiate warranty coverage 
with the vendor, while the change managers support the 
employees’ (or external stakeholders’, like customers’) 
perspective of adoption and support. All system issues are 
not created equal, and this is an opportunity for the roles to 
be complementary as they work together to prioritize the 
resolution of technical issues that are most impactful on 
system adoption. ••
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Not all changes that 
result from initiatives 
are technology changes 
(and not all technology 
changes are aligned to 
the system development 
life cycle), but it is 
important to understand 
how the change and 
system development 
phases overlap at a high 
level. This understanding 
can be applied to Agile 
technology changes 
and non-technology 
initiatives.

Plan Requirements and Design Build and Test Deploy

Define the Change Manage the Change Support the Change

Development 
Phases

Project 
Management 
Activities

Change 
Management 
Activities

Change 
Phases

Create Project 
Charter

Develop High-Level Business 
Requirements

Vision and Case  
for Change

Manage Communication and Marketing Change Adoption ActivitiesManage Communication and Marketing Change Adoption Activities

Manage Lead and Motivate Change Adoption ActivitiesManage Lead and Motivate Change Adoption Activities

Manage Stakeholder Involvement Change Adoption ActivitiesManage Stakeholder Involvement Change Adoption Activities

Manage Human Capital Infrastructure Change Adoption ActivitiesManage Human Capital Infrastructure Change Adoption Activities

Manage Training and Enablement Change Adoption ActivitiesManage Training and Enablement Change Adoption Activities

Manage/Improve Change Management PlanManage/Improve Change Management Plan

Develop Technical 
Requirements and Design

Stakeholder Impact 
Assessment

Define Change 
Content
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