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1. Purpose of the Plan.  

The purpose of the communication plan is to provide guidance for defining and creating a proactive, time phased communication strategy that establishes two way information exchange and ‘markets’ the project(s) to all directly and indirectly affected employees (military and civilian), and customers (internal and external).  Once defined, this strategy is executed throughout the lifecycle of the project(s).

The communication strategy outlines specific initiatives, delivery media / tools, budget, and timing for establishing and maintaining a two-way dialogue with these stakeholders. The communication strategy should be developed in parallel with identifying and assessing each stakeholder group.  Communications scope includes sharing the FA Team charter components (e.g. change drivers, vision, scope) and ongoing project progress with the core project team, internal and external stakeholders. 

1.1. Communication Objectives

As a result of implementing the Functionality Assessment Communication Strategy, the following objectives will have been achieved when:

· Staff buy-in is evident 

· FA is recognized for ultimately improving your job 

· Staff recognizes the cost of change and is committed to making that investment

· Continuous change is embraced

· Feedback loop is responsive at all Staff levels 

· All levels of  leadership demonstrate buy-in

· Everyone believes they are part of the process

1.2. Critical Success Factors
Several critical success factors must be in place in order to ensure successful implementation of the Change Management Communication Plan.

· Upper management must support solutions and be part of the solutions

· Feedback must be timely and directed

· Quantifiable metrics must be used

· Business processes must be documented, creating specific steps to successful use

· No way to revert to the ‘old way’ - create the burning platform 

2. Background.  

Constrained by declining budgets, a continued high tempo of operations, and the need to make large investments in modernization and recapitalization, the Navy continues to pursue innovative initiatives to reduce infrastructure costs.  These challenges compel organizations to undertake major change initiatives in the hope of improving performance.

Major change initiatives are projects that aim for significant improvement in an organization’s performance and that are broad in scope.  It is the drive for substantial advancement in performance that leads to broad initiative scope.  Few opportunities for improvement are labeled off-limits so major change projects typically examine the core components of an organization, i.e., what the organization does, who does it, and how it is it done.  

As the Navy began to execute the Competitive Sourcing Program using the process outlined in Office of Management and Budget (OMB) Circular A-76, it became clear that competitive sourcing alone would not achieve the necessary savings, nor would it result in the most efficient Navy infrastructure.  The business units that are commercial in nature and appropriate for competition are often integrated with inherently governmental functions and cannot easily be competed.  

The Navy determined that a broader, systems engineering approach would be pursued to achieve maximum benefit and prevent sub-optimization.  This approach, known as Strategic Sourcing, is consistent with the reinvention process described by OMB in the A-76 process.  The basic building blocks for Strategic Sourcing in Navy Region Hawaii are Commercial Activity (CA) studies and Functionality Assessments (FAs).

Strategic Sourcing processes provide structured, consistent methodologies to achieve the manpower and dollar savings required to meet continuing resource constraints.  Since the entire Naval shore establishment will be using the same tools, the resulting functional models should become more integrated across the regions and claimancies.  

The RBO FA Support Team is chartered to assist the region as it sets out to examine all functions and programs within COMNAVREGHI. The FA process was approved by CINCPACFLT as a supplement to the more rigid and time-consuming A-76 Study.  It is intended to gain the savings anticipated from an A-76 competitive bid process in a faster time frame with less disruption to the work force while providing continuous quality service to our customer.  The FA study was chosen as it allows the entire work force to contribute by sharing ideas, participating in Process Action Teams (PAT’s) and being involved throughout the process.  The degree of tasking will vary but everyone may participate in one way or another.  

3. The RBO FA Support Team points of contact

NAME
OFFICE
POSITION
PHONE
E-MAIL

CAPT Lynn
RBO
Regional Business Manager
473-2162
Lynndk@hawaii.navy.mil

Ryan Ide
RBO
RBO POC
473-2147
Iderm@hawaii.navy.mil

Ambrose Ilagan
RBO
RBO POC
473-2146
mailto:ilaganA@hawaii.navy.mil

Ann Hanson
RBO
RBO POC
473-2146
mailto:HansonA@Hawaii.navy.mil

Cheryl Sakai
RBO
RBO POC
473-2146
mailto:sakaic@hawaii.navy.mil

Laura Hayashi
RBO
RBO POC
473-2146
mailto:hayashlh@hawaii.navy.mil

Jerrod Tamashiro
PACDIV
FA Consultant
471-9590
tamashirojh@efdpac.navfac.navy.mil

In addition to the FA Support team, each function will have a corresponding FA team.

4. Intended Audience.  

The communication plan is intended to be of use to:

· COMNAVREG Hawaii Commander 

· COMNAVREG Hawaii Business Office

· COMNAVREG Hawaii Program and Functional Managers

· FA Team Leaders

· FA Team

· FA Consultants

5. Change and Communication

Implementation of major change projects,  such as Functionality Assessments, is highly dependent on managing  people and organizational dynamics of change.  Experience has shown that very few projects fail purely because of technical problems.  The primary causes of project failure are: 

· Lack of sponsorship by senior management

· Lack of ‘deck-plate’ level involvement

· Inadequate project management

In order to address these and other factors, a comprehensive communication plan should be developed to address stakeholders' concerns, questions and fears as they arise during the various phases of the change process.    The region’s Mission, Vision, Goals and Objectives (MVGO) are developed and communicated from the top down. The Mission, Vision, Goals and Objectives of each program and function of the region are, in turn, nested under the regional MVGO.  In addition  to the MVGO,  a change vision must also be communicated in a top down fashion.  Ideally, the compelling need to change has already been identified and demonstrated to the stakeholders.  The next step is communicating the change strategy to address the identified compelling need(s).   Although initially communicated in a top down approach, communicating the change strategy must take into account how the audience is receiving the message. Figure 1 depicts the relationship between the region’s MVGO and the region’s change strategy.  Based upon feedback from stakeholders, the regional commander can alter the message if necessary.
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Figure 1
 A phased strategy facilitates the development of tailored communications to meet the changing information needs of stakeholders over time.  Figure 2 illustrates the time-phased relationship among the eight phases of the FA process; the three major change phases; and the features, purpose and goals of the communication plan. 

[image: image3.wmf]Sustaining

Acceptance

Questioning

Awareness

•

Unclear on scope,

rationale, and nature of

change

•

Unrealistic expectations

•

Rumor mill activity

•

Seeking information

•

Realization of the effort

and complexity

•

Uncertainty and confusion

•

Fear of the unknown

•

Concern over personal

impact

•

Recognition of personal

benefits

•

Value to organization is

understood

•

Comfort achieved

•

Willing to use technology

•

Change internalized

•

Supporting behaviors

•

Improved performance

Features

Comm

Purpose

Comm

Goals

Market and sell

case for change

Solicit input and

educate

Encourage and

support

Reinforce and

reward

•

Ensure compelling

business case for

change is clear to

everyone

•

Set expectations and

begin preparing people

for change

•

Motivate people to let go of

the old way of doing things

•

Influence people to try and

accept new ways of doing

things

•

Allow for two way

communication

opportunities

•

Clearly define change

•

Reinforce the desired

behavior

•

Promote internalization of

new behaviors to establish

new culture

•

Encourage sustained

acceptance of new

technology

•

CELEBRATE SUCCESS

Build Commitment 

to Change

 Design Org

for Change

Enable continuous

improvement

0

1

2

3

4

5

6

7

8

FA 

Step

Change

Phases


Figure 2
Change can be categorized into three distinct phases: l) Building the commitment for change, 2) Designing the organization for change, and 3) Enabling continuous improvement.  A successful communications plan will address information/knowledge needs in each of these phases.  The four features of the communications plan (Awareness, Questioning, Acceptance, Sustaining) are designed to educate stakeholders starting from a state of uncertainty and little knowledge through a state where change is internalized and continuous improvement institutionalized. 

5.1. Build Commitment to Change

This is the first stage of the change process, and the communication plan must  articulate  the reason for undergoing Functionality Assessments.  The focus on this stage is ensuring that the reason for change, i.e., the compelling need for conducting Functionality Assessments, has been clearly communicated.  Additionally, those who are responsible for communicating the change need to also ensure that they are clearly conveying the expectations of all stakeholders involved in FA’s.  Characteristics of this phase include a burgeoning awareness of the existence of FA, but a lack of clear understanding.  This leads to questioning the necessity, judiciousness and the organization’s ability to not only make the changes that are the result of an FA study, but the ability to even undertake the FA in the first place.  

The communication at this stage should focus on creating the belief in the wisdom of the change vision.  Of course, this entails that the change vision is not only clearly articulated but is supported at all levels of management, particularly the Guiding Coalition,  Program and  Functional managers.  This communication will take place during the first two  steps of the FA process.  

5.2. Design Organization for Change

This stage is designed to incorporate two-way communication so that information flows both top down and bottom up.   Change is clearly defined at this stage.  Encouragement and support of the workforce are critical to motivate people to accept change, as this is the phase in which change is viewed from a personal perspective. i.e., what is the impact on me?  Successful communications will result in acceptance of change, and recognition that change is beneficial.    

5.3. Enable Continuous Improvement

This is the "maintenance" stage after implementation of changes, which reinforces desired behavior and encourages continuous improvements.  The workforce clearly recognizes the rewards of change and improved performance.

6. Plan Contents  

Communication
Target Audience
Concept
Frequency
Delivery
Key Messages


CNRH CDR
Guiding Coalition
Program Managers
Functional Managers
FA Team Leads
FA Team Members
FA Consultants
Organization Staff
Suppliers/Customers





6.1. Publications












6.1.1. FA Newsletter
(
(
(
(
(
(
(
(
(
Informative, easy to read and understand; general presentation & update of project phases, team, objectives, etc; interactive (reader's suggestions, questions); articles written by stakeholders, contests, glossary; short news
Monthly, Bi-monthly

Explanation of objectives and benefits of project; description of methodology in order to ensure acceptance; progress report and project overview

6.1.2. Frequently Asked Questions
(
(
(
(
(
(
(
(
(
Address questions that are frequently raised. Proactively inform stakeholders of Project Issues.
Periodically
E-mail and Publication (part of Newsletter)
Various

6.1.3. FA Consultant "Playbook"





(
(


on guide for new team members; "How-To" tips.
Regularly updated
Available on shared drive
Welcome Message to Team; Team mechanics; general  information, detailed information on 8 FA steps

6.1.4. Meeting Minutes
(
(
(
(
(
(
(
(

Meeting minutes provide synopsis of meeting for those in attendance as well as providing information to those outside the group.
Regularly depending upon frequency of meetings

mechanism for communicating the information shared during various group meetings.

6.2. Meetings












6.2.1. Kick-Off 


(
(
(
(

(

Presentation/Discussion for all Extended Team members; PM presence needed to show support for FA; presentation of project phases  and involvement requested from all; interactive session with discussion (Q&A)
Beginning of FA
Meeting
Process/Roles/Organization,  involvement expectations; phase update; project objectives; GC contribution to program success

6.2.2. Guiding Coalition
(
(







Information to Guiding Coalition in order to allow decision making or resolution of issues
As Needed
Meeting
Progress  report, resources issues, stakeholder issues, project issues

6.2.3. PM
(

(
(





Project updates delivered by PM's to CNRH CMDR
Bi-weekly
Meeting
Progress report, resources issues, stakeholder issues, project issues, 7-Keys updates

6.2.4. FA Team Lead




(
(



Update between functional track teams
Depends upon group
Meeting
Depends on project status, phase and current issues

6.2.5. FA Team




(
(
(


Updates on all teamwide activities; topics of general interest; exchange issues and concerns
Depends upon group
Meeting
Progress updates; forum to ask and answer questions; discussion of issues and concerns

6.2.6. Training Sessions




(
(
(


Just-In-Time Information transfer to FA Team Members
Periodically
Training
Depends on specific topic being taught, but concentrated on 'how-to' of the specific step being taught

6.2.7. Validation Sessions



(
(
(
(
(

Validation of data collected
Periodically
Meeting
Depends on project status, phase and current issues

6.3. Presentations












6.3.1. FA Overview
(
(
(
(
(
(
(
(
(
Include strategic issues and topics where executive decision making is needed



Periodically
PowerPoint / Meetings
Overview of the FA process, including articulating the compelling need to change and the change strategy

6.3.2. Progress Updates
(
(
(
(
(
(
(
(

Provide an easy to read overview of current project status and next steps


As Needed
PowerPoint
Depends on project status, phase and current issues

6.4. Publicly Posted Materials












6.4.1. Communication Boards 
(
(
(
(
(
(
(
(
(
Unselected access to general and official information; communication highlights

Regular
Message Boards
Project highlights; project status;  topics of general interest; deadlines; administrative information

6.4.2. Intranet/extranet Web Page
(
(
(
(
(
(
(
(
(
Open access to general and official information; communication highlights
Regular
Intranet/ Extranet 
Highlights; project status (thermometer); topics of general interest; FAQ's (frequently asked questions); general team communications

6.4.3. Team Calendars




(
(
(


Scheduling aid, information sharing
Regular
MS Office Calendar
Various

7. Challenges/Opportunities

· Ensure people get the level of training/support to be effective

· Realistic expectations of what FA can do

· Overcome the ‘Wait and See’ attitude

· Improve information sharing (How to make information sharing positive)

· How to institutionalize the change

· How to ensure feedback remains continuous
· Communicate ‘What’s in it for me’ to all levels.
8. Barriers to Change

· Too many meetings; Not run efficiently.

· Too busy for undergoing process improvement (  Time and priorities are barriers. 

· No consequence associated with doing nothing..
· Manual processes are still used instead of / or as well as automation.
· Mindset allows old behaviors to continue.  
· No consistent communications 
· Fear and retribution for constructive criticism

· Micro-management and minute detail leadership

· No quantifiable metrics for performance.
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