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1 Communications Philosophy
Communications are an essential part of this and any project.  This Communications Plan guides all forms of communications between the Core Project Team and other stakeholders, both internal and external.  This would include all outgoing messages conveyed by whatever medium, in addition to incoming messages from stakeholders and other feed back received (e.g., by means of interviews or surveys). This plan is intended to clarify roles and relationships among core team members in achieving the project’s communications objectives.  It is expected that this plan will serve as a living document to be updated as the team’s approach evolves over time.  All communications should considered with the desired outcome in mind.  The strategic purpose should be clear.  Only then should the immediate or tactical implementation be determined.

Messages should be clear and consistent. Any inconsistencies must be addressed as soon as they are detected to maintain the project’s credibility. Communications start before the XYZ/R3 implementation, and key messages should be delivered to the appropriate audiences, even before employees begin feeling the direct impact of the impending changes. It is absolutely critical to begin the communications work at the outset of the XYZ/R3 implementation – providing what information is known, even though some details may not be confirmed. It is far better to engage employees early in the communications process, than to take a wait-and-see attitude. An organization’s corporate grapevine is often more efficient than any “official” channels and can rapidly undermine a project. The communications team must monitor the Center grapevine to identify and address any concerns about the project that are being propagated widely.

1.1 Communications Stages

Communications is an ongoing, cumulative process. The Center will move through at least six communications stages during Project Cabrillo, characterized by different levels of comprehension and impact.  

Stage One: Most of the organization has no real knowledge of Project Cabrillo.

Stage Two: The majority of people in the organization understand some of the basics, such as when the Project will do what, and by whom.

Stage Three: The majority of people in the organization understand the basics but do not understand why the Center is undertaking it.

Stage Four: The majority of people in the organization understand the basics, and understand why the Center is undertaking it, but are concerned about the impact on the way the Center is structured and operates today.

Stage Five: The majority of people in the organization understand the basics, and understand why the Center is undertaking it, but are concerned about the impact on their jobs and careers.

Stage Six: Key communications objectives have been achieved. The majority of people in the organization understand the basics, and understand why the Center is undertaking it, and have come to believe that the project promises “more gain than pain” to the organization and to themselves.

The communications team will use qualitative feedback and communications effectiveness surveys to determine where various parts of the Systems Center are in this progression. With this knowledge, the communications team can then tailor project communications so that they better address the needs of each group.

2 Project Objectives

The number one objective for the Project Cabrillo Communications Team is to gain and sustain employee support for a quick and complete ERP implementation. To be successful in this objective, critical groups must coordinate all their communications through the communications team (including Project Cabrillo’s management, the sponsors, the steering committee, and the change management team). The communications team must:

· Provide accurate and convincing information that will ensure that people are confident that the organization and the deployment team can complete the ERP implementation.

· Ensure that people believe that the ERP implementation will deliver tangible benefits to the organization, and that these organizational benefits will not be achieved at the expense of the employees. To be successful, the communications team must be informed of and be able to address any concerns about the project.

· Provide information that increases credibility and trust of the project. Address any concerns that people have expressed, in order to ensure that people are willing and able to speak positively about the ERP implementation when they talk with their associates within and outside the organization. 

· Provide clear and convincing information about changes that will positively impact groups, in order to ensure that people are willing to make the changes in their work and relationships that are necessary to complete the ERP implementation.  
· Ensure that the Transition Team understands the crucial nature of their role and that they have the tools to complete it.
The result of our communications program should be that the following beliefs occur naturally in the minds of our key audiences:

· ERP will make us more competitive and able to compete with other Navy and DOD Centers, and with commercial competitors.

· ERP will improve my skills and make me a more valuable employee in a challenging business environment.

· ERP will provide tools and capabilities that are consistent throughout the Center, allowing me to align and leverage my work with related projects and initiatives.

These beliefs constitute the basic project "themes" that will consistently be communicated throughout the life of the project.

2.1 Critical Success Factors

· Create a positive identity for the Project, and develop brand awareness for the Project’s products and services

· Establish communications standards and enforce consistency by identifying a singe point of contact for both incoming and outgoing messages. Keep internal Project communications internal, and ensure external Project communications are coordinated with the Change Management Team.

· Monitor receptiveness to the project through the Points of Contact, and address negative messages and perceptions as they are identified. 

· Be consistent in the substance, tone, and content of all messages. 

· Use visible senior leadership support to establish credibility.

· Use personal interactions to engage people, and provide opportunities for feedback and participation.

· Make the project personal for the end users, showing them how change will impact them. Consult with them as appropriate to increase their receptivity to the Project.

· Gather momentum. Maintain it. Celebrate milestones. Identify and reward key participants and teams.

3 Communications Strategy

SSC San Diego’s ERP Project will significantly change workplace processes and procedures, organizational structure, and business automation to ensure the Center’s future success in the Navy. Project Cabrillo has been launched at a time when the Center has several different communication vehicles or media in place to effectively deliver messages to employees across all the Center’s activities. Project Cabrillo will make use of the following communication media: email, web sites, newsletters, special mailings, events, and verbal briefings. Each vehicle has a varying impact on different parts of the organization. Studies show the most effective communication in a time of change takes place face-to-face, in personal meetings between managers and employees. A concerted effort will be made by Project Cabrillo to use personal communication whenever possible. 

Our strategy creates a communications program that makes use of many types of communications to deliver ERP change messages to employees across the Center. It is important to coordinate the communications plan and actual activities for Project Cabrillo with the Center’s Improvement Integration Working Group (IIWG). This coordination will allow ERP-related change management and communication during the sustaining phase of the Project to be shifted to the cognizance of the IIWG, the Internal Communication Team (ICT), or other internal groups as appropriate. In addition, consideration should also be given on an on-going basis to the principles and framework of the High Performance Organization initiative underway at the Center. The Project Team will be responsible for communications inside the Project, the Change Management Team will be responsible for communications across the Center. Close coordination and collaboration between them is essential to the success of Project Cabrillo.

Our approach uses a push/pull strategy. This has proven effective before in gaining employee engagement and support for the change initiative, while simultaneously working to reduce resistance.

3.1 Push Information

This communications plan includes a visible public relations campaign with consistent key messages. The objective of push messaging is to create awareness of the change initiative and to provide it with credibility. This will include general educational information such as a schedule overview for a high-level approach, as well as a description of the organizational/personal benefits to be gained through completion of the project. To improve credibility, the high-level messages should be communicated regularly by the Center leadership and coordinated with ongoing communications that are delivered by the project team through various media.

3.2 Pull Information

This strategy includes two-way communications that provide the opportunity for employees to actively interact during all stages of change. The objective is to engage the Center’s employees and then enable them to participate in the success of the project. Face-to-face participation is achieved through the Transition Team Activities and other communication events. Also, employees may voice their concerns about the change via email or through the web site. Active participation and feedback from the organization is critical for Change Management to identify the root causes of resistance and to develop action plans for increasing the program’s chances for success. 

3.3 Message Design

The development of any message should begin with a clear understanding of its intended effects. These include outcomes for the Project and the organization if and when message recipients decide to act upon the information provided. To anticipate these effects, effective message design demands that communicators take the perspective of the audience. It is best to address more than the basic set of key facts Project team members may consider important. From a recipient's point of view, a number of questions typically need to be answered. Here are four key questions that recipients can be expected to ask themselves when encountering a message.

· “What’s happening?”

· “Why?”

· “WIIFM?” (What’s in it for me?)

· “How can I contribute--and when?”

Developing each message with these four questions in mind will result in much more effective communication than if only the viewpoint of Project team members were taken into account. In concert with good message design, measures will be routinely applied to determine how well the intended message effects are in fact achieved.
3.4 Message Delivery

We will plan on delivering messages in a cascade manner, using tiers of information delivery. In order to ensure information is both clear and accurate, project personnel will consult will affected/involved colleagues (as feasible/appropriate) prior to releasing any messages. 
· Tier 1 will be Project Cabrillo messages to employees via Transition Managers and Transition Leaders at the Center. They will receive “Talking Points” fact sheets by e-mail every month. The Change Management Team Lead will provide these in advance to the Executive Board who will encourage dialogue within the Departments and Divisions. The actual distribution list will be compiled and managed by the Communications Team and approved by the Change Management Team Lead. 

· Tier 2 will be Project Cabrillo messages to employees via the Outlook newsletter. Articles will be planned well ahead, with a goal of an article in at least every other Outlook (bi-weekly publication). The Outlook will reach some employees in the Center that email will not reach. These articles will also be posted on the Project Cabrillo Website.

· Tier 3 will be messages to Center employees via management meetings and other face-to-face communications events.  Depending on the audience, this could be briefings in the auditorium, brown bag lunches, video presentations, picnics or other venues.

· Tier 4 will be an email update sent to all Center employees, giving an email address for questions and feedback from employees. This will be event driven, following project milestones, and questions answered directly back to the individual. These event-driven updates and the questions and answers will be posted at the Project Cabrillo Website.

· Tier 5 will be the use of Websites. There will be three different sites, one for Center employees, one for navy.mil addresses, and one available for public access. The Center site will be the depository for Project Cabrillo messages to Center employees, and will be updated by the Communication Team at least every two weeks. This site will be segmented into a “New” segment, to highlight the latest changes, and into other segments that will be directed to particular audiences. The navy.mil site and the public access site will be reviewed by the Communications Team at least monthly.

· Tier 6 will be messages and brand recognition items for the Project Cabrillo team itself. This could consist of T-shirts (logo of lighthouse?), lapel pins (ask me about Project Cabrillo?), posters, mouse pads, etc.

As in any change process, there will be an underground resistance that would be exacerbated, if Project Cabrillo failed to deliver change messages to employees. Savvy organizations like SSC San Diego fill these information vacuums with facts and two-way information exchange. Other organizations sometimes ignore them, leaving employees to create rumors and innuendo. Underground resistance is difficult to stop; E-mails, phone calls and faxes can mock the need for change. The grapevine becomes the information source. Photocopy machines crank out satirical cartoons, and computers generate resumes. Good, consultative, pro-active communications can prevent all that, and that is our primary goal.

3.5 Communications Effectiveness

The communications team must measure the Center’s comprehension of key messages and the impact of key messages on the organization. Comprehension represents the extent to which people from across the organization have understood key messages and themes. Key questions could include:

· Have you received the information you believe you need to know about the Project Cabrillo? If not, what additional information do you need? To what extent do you believe you have heard consistent messages about the Project?

· To what extent do you believe you have heard credible messages about the Project?

Impact represents the extent to which the Project communications, messages, and themes built positive perceptions of the Project Cabrillo. Key impact questions include:

· Based on what you have heard, do you believe the Project team will complete Project Cabrillo as planned?

· Based on what you have heard, do you believe that the ERP implementation promises more gain or more pain to this organization?

· Do you have any specific concerns about Project Cabrillo’s impact on the Center? If so, please state them.

· Based on what you have heard, do you believe that the ERP implementation promises more gain or more pain to you personally?

· Do you have any specific concerns about Project Cabrillo’s impact on you personally? If so, please state them.

Members of the organization will be invited to Communications Sessions, to reinforce communications, messages, and themes and build positive perceptions of the Project Cabrillo. Effectiveness of these interactions must be assessed. Key impact questions to ask people immediately after include:

· Would you attend another Communications Session?

· Would you encourage a close colleague to attend this event?

3.6 Measuring Communications Effectiveness

Communications effectiveness is measured by conducting surveys with people from across the organization.  Many of these people will have participated in a specific communications event, such as a kick-off meeting.  Others may have attended a training or education session.  Still others will have been exposed to some element of the “continuous” communications that surround the Project Cabrillo. For measurement puposes, we will distinguish between event-driven and continuous communications.  We will use different survey tools to measure and manage the effectiveness of each type of communications:

· Event-driven communications are communications that are completed at a single point in time, a meeting or speech, for example. Discrete measures are used to measure and manage the effectiveness of event-driven communications.
· Continuous communications are communications that will be used over an extended period of time, e.g. accessing a website or regular updates in the Outlook newsletter. Measuring the effectiveness of these types of communications requires periodic assessments ongoing throughout the life of the project.

The different survey tools that can be used to measure the effectiveness of discrete and continuous communications are shown in the following table:

	Measure
	Use
	Survey Tool

	Discrete Communications
	Taken immediately after a specific communication or training event, testing comprehension and response
	Post-Event Evaluation Surveys

Training Evaluation Surveys

Face-to-face interviews, town-hall type exchanges or focus groups

	Continuous Communications
	Taken on a ongoing basis, (likely every two months) to test comprehension of the messages and response
	Random e-mail Surveys

Communications Website

Regularly scheduled brown bag “rap” sessions

Random Sample Telephone Survey


Given the scope and importance of the Project, it is highly likely that many people in the Systems Center will have heard something about Project Cabrillo through informal channels. It is important to identify people who have not participated in or partaken of any Project communications or training event and to gauge this group’s perceptions of the impacts of the Project Cabrillo. By gauging these perceived impacts, the communications team establishes a baseline that shows the relative effectiveness of the team’s communications and training initiatives.

4 Stakeholder Management
A stakeholder is any individual or group who has influence over the successful implementation of Project Cabrillo, such as formal and informal leaders who are directly involved in designing the new system, using the new system, or who control resources needed to implement and maintain the system. Why do we need to think about stakeholders? Stakeholders form the framework of relationships that surround any change effort, and are the keys to the acceptance and support needed to get through implementation. Consulting stakeholders in major Project decisions is critical for their positive support. 

As such, we need to do everything we can to obtain their support. They are often the keys to resources and the energy needed to overcome resistance and experiences associated with past change efforts. Some of these stakeholders are natural supporters. Others may be cynical, fearful, or even angry that this project is obtaining support not received on previous initiatives they may have been associated with in the past. Any valid concerns should be identified early and addressed.

4.1 Purpose

The overall purpose of stakeholder management is to ensure the success of large-scale organizational change projects such as Project Cabrillo. This is accomplished by identifying, assessing, and responding to stakeholder issues. This process also serves as a key input into the communications and training plans. Project Cabrillo must be coordinated with other change initiatives ongoing throughout the Center.

It is important to identify the range of stakeholder interests that must be taken into consideration in planning change in order to develop the vision and change process in a way that generates the greatest support. Assessment of stakeholders and stakeholder issues is not a one-time event; it is necessary throughout the project’s life cycle (see Figure A). Stakeholder management is only helpful if it is based on current information.

In addition, by periodically interviewing stakeholders, it allows us to determine if the team responses have adequately addressed their issues; if not, then a different medium or approach will be tried. Stakeholder assessment also allows us to determine what new issues may have arisen.
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4.2 Definition

Who are the stakeholders? Currently, there are eight groups internal to the Center, including the Project Team:

· Project Team – those people assigned essentially full-time to Project Cabrillo for the duration of the Project. Project Team communications between team members are not covered by this plan.

· Business Leaders – senior managers who lead a major business unit that is being affected by the Project. Their primary role is to empower the people in their organizations to work toward changing their work processes and preparing for the new system. The Department Heads are the Business Leaders for the Center.

· Managers – have a direct stake in the Project, because it will change the way they do business. Their involvement is critical.  They will need to empower the Transition Leaders in their organizations to take time away from their normal daily activities to work on transitioning the organization to the new system. The Division Heads are the Managers for the Center.

· Transition Managers –the NRaD Administrative Council (NAC) will be the Transition Managers for the Center. They will function as the department points of contact for the Transition Leaders, passing on information and gathering feedback.

· Transition Leaders – the backbone of the transition effort. They are expected to perform many tasks to prepare their organizations for change, lead their end users, and provide critical information and data to the development team. These are individuals who are a cut above the average end user, and are often looked to for leadership by their peers. They are identified at the division level.

· End Users - those who will be using the new system in their daily roles. They will be going to training, learning and practicing the new system, and staying in contact with their Transition Leaders.

· Other Internal Groups – The Internal Communications Team, and the Improvement Integration Working Group.

External stakeholders have also been identified. There are currently six groups identified:

· SPAWAR Headquarters – As the Systems Command for the Center and as a potential partner in ERP, they will be monitoring progress and assessing the implementation of the ERP.

· Other Navy Pilots – NAVAIR, NAVSEA, and NAVSUP are also implementing an ERP system. It is vital to the success of the Navy Pilots that all four coordinate progress with each other.  

· ASN FM&C – The FM&C organization will be monitoring progress to determine if the Pilots are likely to provide substantial improvement in business processes for the entire Navy.

· The Defense Agencies – Defense Logistics Agency, the Defense Financial Accounting Agency, and the Defense Contract Management Command all have various interest and interfaces with the Pilots and will need to be kept informed.

· Partners – Both private and government partners will need to be kept informed of changes in processes.  These stakeholders include defense contractors, and other Navy labs.

· Customers – The Fleet and the financial sponsors will have to be kept informed of the progress of the ERP and of any changes in business processes that might effect them.

4.3 Points of Contact for Stakeholder Management

For each stakeholder there will be designated a primary point of contact (POC). All outgoing and incoming communications will be conducted through, in coordination with, or at least with the knowledge and consent of the POC.

Members of the communications team directly support the POC, in many cases generating or drafting messages on behalf of the core team pending approval of the POC. The communications team should be copied for information on all stakeholder communications.

	Stakeholder group
	Point of Contact
	Push/Pull

	Sponsors
	Change Manager
	Communications Team (Push)

	Department Heads
	Change Manager
	Communications Team (Push)

	Division Heads
	Department Heads
	Communications Team (Push)

	Transition Manager
	Change Manager
	Communications Team (Push)

	Transition Leaders
	Transition Managers 
	Communications Team (Push)

	End Users
	Transition Leaders 
	Communications Team (Push/Pull)

	Other Internal Groups
	IIWG Liaison
	Change Management Team (Push)

	External Stakeholders 
	Change Manager
	Communications Team (Push)


The role of IIWG liaison will be filled by a member of the IIWG, an advisory body chartered by the Corporate Board, that holds cognizance over Center improvement initiatives for the Center’s top management. Ongoing collaboration with the IIWG will help to tie Project Cabrillo into organization-wide initiatives and lay the groundwork for the ERP sustaining organization.

The purpose of this POC guidance is to ensure that there exists a single point of cognizance for communication with each stakeholder, who is therefore in a position to ensure consistency, continuity, and responsiveness to stakeholders’ information needs. That is essential to managing effectively the core team’s relationships with stakeholders. Nothing precludes, however, using teamwork in performing the POC role.  It is encouraged that two or more people collaborate in performing the role so long as at least one fully informed person is understood to be filling the POC role at any given time.

The first question many stakeholders ask is “How will this affect me?”  Stakeholders look at potential wins, and real or perceived losses. It is essential to find out where a particular stakeholder stands on the change effort, and what is their level of support.  Only through direct interviews can this be achieved. Ask what they think and what their reaction is to what they have seen and heard. Ask how to make this a win for them and their group (or how to minimize any losses that may occur). Stress how this change will benefit them and/or the company. Listen to any concerns or suggestions they may have. Address and incorporate their feedback as feasible. Make the interaction personal - people take change personally. But remember: the wins must be real and legitimate.

5 Communications Plan Matrix
The actual document that will be used to manage and execute the Communications Plan will be the SSC San Diego Project Cabrillo Communications Plan Matrix, maintained in an Excel spreadsheet. (Appendix A) The following are the key elements included in the Matrix:

· Communications Event – What is the required action?

· Rationale – What is the purpose of the Event?

· Audience: Who is the target audience that will receive the information?

· Media – What mechanisms are going to be used for communicating?

· Deliverable – Is there a required product or service?

· Communicator - Who is in charge of delivering the message to the audience?

· Frequency – How often does this communication need to occur?

· Status – Not Started (NS), In Progress (IP), On Going (OG), Completed (C).

· Date – Either the scheduled date for completion in the future, or as of the latest status.
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Figure A. Stakeholder Support Life Cycle
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