

How to write a communications plan
Unless a project is large I prefer to write my communications plan as section of the Project Initiation Document URL and not as a separate document. The reason for this is that the more documents you have to get signed by your sponsors the less likely this will happen, so if you can . Less is always better providing you can get away with combining different documents under one common heading I would do so.
If your project justifies a separate document then the following is a well trodden approach to building one:-
Stage 1 First-Cut Stakeholder Interest Map
Using the following documents:-
· Business case
· Project Brief
· Project Initiation Document
Compile a list of the projects stakeholders and enter them in into the following Stakeholder Interest Map. Then list the projects likely areas of stakeholder interest. Then decide which stakeholders are interested in which areas as detailed in the example below:-  
	Interest
 Area >>
	Government Gaming Regulation
	Public Opinion
	Media 
	Project Progress
	Project Budget Performance
	Resource Management
	Website Capability

	Senior User
	No
	No
	No
	No
	No
	No
	Yes

	Change Manager
	No
	No
	No
	Yes
	Yes
	No
	Yes

	Bank
	No
	No
	No
	Yes
	Yes
	No
	No

	Marketing Department
	No
	Yes
	No
	Yes
	No
	No
	Yes

	Senior Responsible Owner (SRO)
	Yes
	Yes
	Yes
	Yes
	Yes
	No
	Yes


Stage  2 – Workshop to Refine /Agree Stakeholder Interest Map
Organise a workshop with your Senior Responsible Owner (SRO) /Project Sponsor and the members of the Project Board and put the above table on the wall with this first cut view of your projects stakeholders and their levels of interest. Ask your workshop attendees to see if this first-cut stakeholder map is correct and whether stakeholders had been left out with areas of interest previously not identified. After a number of iterative cycles you should finish the workshop with a consolidated and approved Stakeholder Interest Map.
Stage  3 – Define Project Communication Channels
Now that the Stakeholders and their interests are understood you now need to list the channels of communication you intend to use in order to communicate with these stakeholders. Some of the information necessary to build this list will come from your project organisational structure which is normally found in your Project Initiation Document:-
· [bookmark: _Toc219896414][bookmark: _Toc219896534]Day to Day Formal Communications
· Email – To be used as a day to day communications tool. 
· Instant Messaging – Chosen Messaging tool is Skype
· Feedback Via Comments - Section of Shared Project Space
· Announcements via Shared Project Space.
· One on One Face to Face Communication
· Group Meetings – Project Team, Project Board
· [bookmark: _Toc219896415][bookmark: _Toc219896535]Governance Meetings
Project Board
	Meeting Objectives
	· To exercise management and control of the implementation timeline for the XYZ Project
· To review project status
· To be an escalation point for project issue resolution
· To be an opportunity for the XYZ Project management team members to get together to plan, communicate essential information, discuss issues, and make decisions

	Inputs
	Project Status report, including status, risks /issues, dependencies and leadership actions

	Agenda
	· Planning Updates
· Milestones Achieved
· Milestones Missed
· Future Milestones
· Dependencies
· Issues
· Risks
· Project Communications


Weekly Team Project Team Risk /Issue Meetings
	Meeting Objectives
	· To validate all the High priority Risks/Issues and take appropriate actions accordingly.

	Inputs
	Risks / Issues & KWA Log

	Agenda
	· Review progress on existing risks /issues /assumptions
· Update tracking
· Identify new Risks /Issues & KWA’s and assign resolution ownership


· [bookmark: _Toc219896416][bookmark: _Toc219896536]Project Plans
 Current and Future Project Plans – Available through shared project space.
· [bookmark: _Toc219896417][bookmark: _Toc219896537]Status Report 
· Status Overview
· Milestone Tracker
· Budget Overview
· Earned Value Profile
· Deliverables Achieved
· Deliverables Delayed
· Top 10 Risks /Issues
· Risk & Issue Performance Metrics











Stage 4 – Define Communication Intensity Groups
Armed with this list of communications channels you can now aggregate these channels into groups related to 4 or more levels of communication intensity. 
 (
Key
 
Player
 Communications
 
Strong Buy-in
Face to Face
 
One to One 
Communications
Email
Daily /On Demand
Active Consultation
Group Meetings
Project Status Reports
Email 
Weekly
Maintain Interest
“Town Hall” Meetings
Summary Project Status Report
Monthly
Keep Informed
Media Articles
Intranet Website 
Newsletter 
Monthly /Quarterly
)These are shown below:-



















Stage 5 – Define Stakeholder Influence & Communications Matrix 
Set-up another workshop with your Senior Responsible Owner (SRO) /Project Sponsor and the members of the Project Board with the objective of working out which stakeholders detailed in the previously developed stakeholder map, require which level of communications intensity (key player, active consultation, maintain interest, keep informed). 
In order to do this you cshould hang-up,  or project on the meeting room wall, the following diagram /chart with the yellow squares missing. Then write out “Post-Its” for each of the previously mapped stakeholders and put them on the wall next to the chart in clear view of the workshop attendees. Then selecting one stakeholder “Post-it” at a time facilitate the attendees to decide where it should be stuck on the chart as detailed in the example below.

          
Once complete you are ready to move onto the final stage.

Stage 6 – Stakeholder Communications Matrix
Using the following previously created documents:-
· Stakeholder Interest Map
· Communications Channels Definition
· Communication Intensity Groups
· Stakeholder Communications & Influence Matrix
Construct the following example matrix which is inserted into your communications plan:-
	Stakeholder
	Interest Areas
	Level of Interest
	Communications Channels
	Delivery Frequency
	Communicator/s

	Senior Responsible Owner (SRO)
	Government Rules & Regs, Project Performance, Budget Performance, Public Opinion, Website Capability
	Key Player
	· Email – Direct on-demand contact  
· Instant Messaging – Direct on-demand contact
· One on One Face to Face Comms
· Group Meetings – Project Board
· Project Status Report
· QA Status Report
	Weekly – Face to Face One on One, Project Status Report

Twice a Month – Project Board

Quarterly – QA Project Status Report
	Project  Manager – Status Report

QA Manager – QA Report

Project Board Members


	Senior User
	Website Capability
	Active Consultation
	· Group Meetings – Project Board
· Project Status Report
	Weekly – Status Report 

Twice a Month – Project Board
	Project Manager

Project Board Members

	Bank
	Project Performance, Budget Performance
	Active Consultation
	· Group Meetings – Project Board 
· Project Status Report
	Weekly – Status Report

Twice a Month – Project Board
	Project Manager

Project Board Members

	Marketing Department 
	Project Performance,  Public Opinion, Website Capability
	Active Consultation
	· Group Meetings – Project Board 
· Project Status Report 
	Weekly – Status Report
	Project Manager

Project Board Members




Stage 7 – Compile your plan
For templates please use:-
IT Communications Plan URL
Our Standard Communications Plan URL
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