Communication Plan Guidelines & Lessons Learned

Purpose:
This tool assists with the creation of a Communication Plan, one of the critical elements of effective change management.

Directions:
Review guidelines and lessons learned and incorporate into your Communication Plan.

Outcome:
Understanding of the key components of an effective Communications Plan. These guidelines will also help in assessment of an existing Communication Plan and provide guidelines to strengthen gaps.

Communication Plan Guidelines

	Action
	Guidelines

	Identify Key Constituencies and Their Characteristics
	· Identify constituencies impacted, both directly and indirectly, by the change

· For each identified constituency, determine the following individuals and groups:

· Those sanctioning the change for a given constituency

· Key informal "thought" leaders within each constituency

· Those individuals who may be assisting in the implementation of the change project

· People who may try to "block" or inhibit the change

· Map the political structure 



	Outline the Change Process

Outline Process (cont’d)
	· Describe the organization's drivers for the engagement and related change projects

· Outline the end state or vision which the engagement and its related projects are expected to achieve

· Articulate the costs and benefits of the engagement

· Describe key personal or micro-level drivers for each constituency

· List and describe the major components of each change project

· Design and structure the implementation of consequences, both rewards and punishments, associated with the change project.

· Determine approximate timing, including:

· Duration and completion dates of each change project

· Major milestones and dates they are expected to achieve

· Define success criteria for the engagement and each project in terms of technical objectives, human objectives, and resources.

	Organize and Orchestrate Logistics

Organize and Orchestrate Logistics (cont’d)
	· Structure the physical cascade for the initial announcements. Typically, this structure should contain an organization-wide or main announcement and cascading breakout sessions that include further detailed announcements and question and answer periods.

· Construct the main and breakout announcements. A significant portion of each breakout announcement should be structured for presenters, including prepared-in-advance materials, to ensure that everyone receives essential information. Breakout announcements should also provide a more detailed information that a main announcement and data specific to a given constituency. A given presenter may tailor this.

· Establish formal and informal feedback mechanisms to track effectiveness of communications, and to provide additional data relevant to implementation efforts, and surface and address resistance to initiatives.

· Orchestrate announcement logistics, including:

· Determine dates and times

· Set locations of main and breakout sessions

· Identify and prepare individuals, typically sponsors and sustaining sponsors, to cascade the announcement

· Design mechanisms to track and follow-up with people missed in the announcement process, including individuals on vacation, second and third shift workers, and employees on offsite assignments

· Determine communication mechanisms (e.g. the use of video or multi-media, handouts etc.)

· Create plan for routine follow-up communications and their delivery mechanisms

· Follow-up communications are typically most effective when tied to an event, such as achieving a milestone

· Follow-up communications should use various communications media

· A worksheet or matrix should be used to track follow-up communications and should include:

1. target constituency

2. objective of the communication

3. key components of the message

4. type of communication media

5. timing of the communication delivery

6. location of the delivery (if applicable)

7. assigned responsibilities

8. feedback mechanisms 



	Lessons Learned

	1. To ensure managers feel that they are well informed, communications to them should precede communications to the people who work for them.

2. Communication delivery should be done by the most credible source(s) for that particular message, including executives and other members of the leadership team.

3. Each communication campaign should be based upon specific objectives.  At the end of each campaign, these objectives should be evaluated, and follow-up measures should be taken as appropriate.

4. The frequency of delivering critical messages from the Communication Program should be at least nine times for large groups of people.  No message should be delivered to any audience fewer than three times.

5. All communications should be in clear, simple English.  Avoid technical or confusing terminology.

6. The campaign messages should be written to honestly portray important information, even if it could be viewed negatively.
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