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Please review the attached Communications Strategy (Draft) v1.0, 13 Feb 03 (Call 1001 Task C1001-4).  Please provide comments in the attached comment input form NLT 1200 Noon Tuesday, 25 February 2003.
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Gary K. Moy
SAF/FMP AF FMMP Office

703-693-91796 – DSN 223

gary.moy@pentagon.af.mil
NOTE: Be advised that this system is only set up to have one OPR and we have selected our office as the OPR; however, all of the OCRs listed have OPR responsibility for all of the inquiries coming from this office. It is your responsibility to disseminate this information to the appropriate individuals within your directorate. If you have approval authority for your organization, please state so in the attached coordination form.

The following text was received with the OSD tasking to assist in this review:
Suggestion has been made to combine the Change Management Plan and the Communication Plan, which are due soon.  We would like your input on this suggestion, based on your review of the Change Management Strategy and the Communication Strategy.

 

********************************************************************

The following was extracted from Call 1001 to help in the review of this deliverable:

 

"The purpose of the Change Management and Communications Strategies is to describe how Team IBM will assist the Government in implementing both a comprehensive Change Management program and a Communications program to achieve Government objectives:  To provide accurate, reliable, and timely business information to support informed, effective business decision making at all levels of the Department of Defense and increase operational efficiency and effectiveness.  Team IBM shall incorporate change management and communications leading business practices into the design, development, and planned implementation of change management and communication strategies, plans, and program execution activities......

 

Team IBM's Change Management and Communications strategies and Communications Plan shall address communications both within the FMMP program office and external to it........"   
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1.0  Introduction 



Purpose



This Communications Strategy – Draft is the first of two (2) deliverables guiding the creation of a Communications Program designed to support the Financial Management Modernization Program (FMMP).  The Communications Program consists of a communications strategy and communications plan.  The Strategy addresses strategic elements such as key stakeholders, communications objectives and core messages, while the Plan addresses tactical elements such as working structure, communications vehicles and deployment schedule.  The Communications Program is a critical component of the larger Change Management and Communications (CMC) Program that will help support the transformation of Department of Defense (DoD) financial management, business operations and infrastructure as envisioned by FMMP.



Upon completion of Government review of this document, Team IBM will revise the Communications Strategy - Draft to produce the Communications Strategy - Final.  When the Government approves the Communications Strategy - Final, Team IBM will then focus on creating a Communications Plan - Draft outlining how the Strategy will be implemented.  The Communications Plan- Draft will be a narrative document that outlines the efforts and activities related to communications deployment.  Upon completion of Government review, Team IBM will revise the Communications Plan- Draft to produce the Communications Plan- Final.  The Performance Work Statement (PWS) for Call 1001 stipulates the dates for each of these steps, as agreed to by the Government and Team IBM.



Background



A major DoD goal is to operate in an efficient, business-like manner.  In July 2001, the Secretary of Defense established FMMP to lead a comprehensive DoD-wide business transformation initiative encompassing both non-financial and financial business operations.  This business operations and financial management transformation involves an ongoing effort to standardize and streamline financial and operational processes, correct long-standing financial management weaknesses, and help analyse whether investments in information technology effectively support performance of the DoD mission.



From April 2002 to January 2003, the focus of FMMP has been on the development of the Financial Management Enterprise Architecture (FMEA), planning for the transition to the new architecture, and defining the business transformation initiatives that will be undertaken to facilitate the transition.  These activities are planned to be finalized by the end of April 2003.



It has been widely recognized by FMMP leadership that a solid program of change management and communications must be developed and implemented as soon as possible.  As a primary element of the CMC Program, the Communications Program identifies those activities that must begin immediately while charting a course for consistent communications over the long term.



2.0  Executive Summary



This Executive Summary provides a high-level overview of the Communications Strategy - Draft.  It summarizes the main ideas of each topic area.  Additional detail is provided later in the document.



Communications 



Communications is a major driver of successful organizational change.  In the long term, it will help articulate the role FMMP will play in the “big picture” of how DoD does business in the future.  In the short term, a comprehensive communications program will facilitate the expansion of the FMMP vision and the creation of a compelling story that will clearly communicate FMMP benefits.



Communications Program



One of the most important functions established by the Communications Program is a system of two-way communications.  The Communications Program will deliver consistent communications to key stakeholders via a set of proven communications vehicles over an established period of time.  Specifically, the Communications Program will be divided into three (3) distinct phases as described below:


Phase 1)  Current-term communications



The goal of Current-term communications is to build general awareness of FMMP among key stakeholders.  The focus will be on delivering general FMMP knowledge (what it is and why it is) and articulating the FMMP vision, mission and objectives.



Phase 2)  Near-term communications



The primary goals of the Near-term communications phase is to establish a viable system of two-way communications that encourages dialogue between FMMP and its key stakeholders, and to support change management efforts focused on building consensus among the same.  



Phase 3)  Long-term communications



The FMMP Communications Program must be reviewed and refined on a regular basis.  The beginning of the Long-term communications phase is planned to coincide with the end of the FMEA pilot phase.  Therefore, FMMP priorities and issues at that time will have to define the content and structure of this particular communications phase.


Communications Plan Preview



The Communications Plan will be built upon the foundation of the Communications Strategy and will detail the efforts and activities related to tactical communications deployment.  The Communications Plan will establish a working structure including establishing roles and responsibilities; evaluating both existing and new vehicles to be used in delivering communications; mapping vehicles to specific key stakeholder segments on the basis of reach and effectiveness; and providing a detailed schedule of tactical communications deployment.



3.0  Communications and Change 



Communications is a major driver of successful change management.  In the long term, it will help articulate the role FMMP will play in transforming the DoD.  In the short term, it will facilitate the expansion of the FMMP vision and creation of a compelling story that will clearly communicate FMMP benefits.



Communications facilitate the change management process by delivering what key stakeholders “need to know” and informing them of the resources available for helping them through the period of change.  Communications builds awareness and understanding of the impending change, and facilitates commitment by linking personal benefits to the success of the organization.



Communications is a factor in every area of the Model (figure 3-1) upon which the CMC Program is built.
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Figure 3-1   CMC Model



Communications is integral to all seven elements of the Change Management and Communications Model:



· Leading Change: Identify key stakeholders to show who will “make or break” the project, understand their concerns and how they can be addressed.  Communications enables leaders to articulate their vision to key stakeholders.



· Engaging Key Stakeholders: Create core messages that deliver the information key stakeholders need to know.  Communications supports message development and delivery as well as the collection of feedback to verify key stakeholders are receiving the message.



· Measuring Performance: Gather data to establish a communications “baseline” and an understanding of prior communications efforts.  This starting point serves as the foundation for all communications moving forward and the basis from which effectiveness can be monitored.



· Monitoring Readiness for Change: Develop and maintain an understanding of the organization’s current “state of readiness,” Communications plays a key role in the change readiness assessment process and in addressing the issues or challenges identified.



· Organizing for Change: Establish the structures, deploy the methods and build the tools necessary for successful change.  Communications helps articulate the transformation process and helps verify that key stakeholders are properly equipped for the impending change.



· Planning for Transition: Determine the destination, identify specific areas of focus and build the supporting plans.  Communications plays a role in articulating the transition to key stakeholders and delivering the information critical for success.



The Communications Strategy should be viewed as inextricably linked with the Change Management Strategy.  It has been developed in concert with the Change Management Strategy and reinforces many of its key ideas and supports several of its proposed activities.  Both strategies possess vital dependencies and rely upon collaborative interaction.  Communications without change management lacks context and direction, while change management without communications causes the CMC Model to break down (Figure 3-2).  For more details, please refer to the Draft Change Management Strategy.
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Figure 3-2  CMC Model Falling Apart



3.1  Key Stakeholders



Key stakeholders are defined as those who can “make or break” the success of FMMP.  They generally fall into two categories: key stakeholders who are impacted by FMMP (Domain Owners, etc.) and key stakeholders who can impact FMMP (DoD Senior Leadership, etc.).  For example, as the FMEA effort evolved, the architecture team increased its interaction with various key stakeholder organizations.  These organizations, such as the Services and Agencies, provided personnel (Best & Brightest (B&Bs)) to assist in the development of architecture products.  Feedback collected by the Transition Plan team indicates that the B&Bs have made significant contributions to architecture product development efforts and have also acted as spokespersons within their home organizations.  Key stakeholders (including the six groups of stakeholders identified in Call 1001) are represented in the following figure according to which “impact category” best describes them:
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Figure 3-3  Key Stakeholder Categories



All of the key stakeholders listed above in figure 3-3 are in a position to lead and/or influence the behaviors of others groups or individuals within DoD.



Special focus is placed on domain and Service area leadership because they are the ones who will enable the success of FMMP.  The domain and Service area leadership (figure 3-4)  can authorize (or not authorize) the implementation of transformation activities in support of FMMP.  The Communications Program must help compel key stakeholders to willingly embrace their roles.  It must persuade them to get “on-board”, support their efforts as “champions” and ultimately move them to action.  This is one of the reasons key stakeholders are so critical to FMMP success, because it is their decisions regarding FMMP that will help shape the future of DoD.
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Figure 3-4  Stakeholder Matrix



3.2  Key Stakeholder Stages of Acceptance



The following set of key stakeholder “stages of acceptance” will be used as a “progressive scale” to describe different levels of understanding.  They represent target levels of understanding that the Communications Program will seek to achieve with key stakeholders and as descriptive qualities of specific communications activities.  Underlying each of these stages is an emphasis on action.  Communications is not merely to inform, but to spur specific actions.  All communications will be designed to reinforce desired behaviors, promote new behaviors and encourage sustained acceptance of FMMP.


Awareness



Awareness represents a general understanding of the FMMP vision, scope and purpose.  The lower end of this stage consists of key stakeholders knowing that the effort exists in the first place and recognizing FMMP’s name.  The upper end consists of key stakeholders being able to define the basic tenets of the FMMP.  The purpose of communications efforts at this stage is to build general FMMP awareness among key stakeholders based on factual data – ensuring they know what it is and the FMMP vision.  The goal of communications at this stage is to deploy “overview” communications that also provide a mechanism for getting more information.


Understanding



Understanding connotes a more in-depth comprehension of FMMP and the complexity of its implementation.  The lower end of this stage consists of key stakeholders associating FMMP with DoD transformation, and learning more about the wide scope of the Program.  The upper end entails gaining a deeper grasp of FMMP benefits and impacts at both the organizational and personal levels.  The purpose of communications during this stage is to educate key stakeholders on the specifics of FMMP so they can begin relating the impending change to their own worlds.  The goal of communications at this stage is to build two-way exchanges with key stakeholders to encourage their active feedback and interaction.


Commitment



Commitment represents an acceptance of FMMP benefits from both an organizational and personal perspective.  The lower end of this stage begins with key stakeholders acknowledging the organizational benefits.  The upper end involves key stakeholders being able to connect specific organizational changes related to FMMP with positive impacts on their own jobs.  The purpose of communications at this stage is to help prepare key stakeholders to change the way they work.  The goal of communications efforts at this stage is to steer key stakeholders towards the resources and tools that will make change possible.
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Figure 3-5  Stages of Acceptance


Figure 3.5 illustrates the different stages of “communications evolution” in terms of key stakeholders (dotted line), phase of the Communications Program (title on top of steps) and the role of “actions” (dashed line) in driving the overall process.



4.0  Communications Program



4.1  Introduction



One of the most important functions established by the Communications Program is a system of two-way communications.  A two-way communications system encourages open dialogue that helps engage key stakeholders in the overall communications process.  In addition to engaging key stakeholders in a two-way information exchange, the Communications Program will support FMMP communication goals, by:



· Leveraging existing communications activities of the Transition Planning (TP) Team



· Coordinating current FMMP-related communications activities with the planned activities of the Communications Program



· Building on current FMMP-related communications activities initiated as outlined in their change management/communications strategies and plans



The Communications Program will also support other FMMP communications-related activities while addressing the requirements of each individual activity.  Activities identified for this support consists of:



· FMMP Industry Day(s) and various data calls



· Program briefings to various audiences of interest



· Interactions with the DoD Overarching Integrated Product Team (OIPT)



· Interactions with other Comptroller Initiatives and Boards, such as the Defense Business Board and other DoD forums



· Interactions with the FMM and CIO Working Groups, FMM Steering Committee, CIO Advisory Board and FMM Executive Committee



To reinforce a consistency of efforts, members of the CMC Team will work together on an ongoing basis to verify that all communications and change activities are aligned with both the Change Management Strategies and the Communications Strategies.  In addition, an open exchange of information between CMC team members (Call 1001) and FMEA Operational View (OV), Systems View (SV), Technical View (TV) and Transition Plan (TP) team members will need to occur if the overall Communications Program is to succeed.



4.2  Approach



In order to build a proactive Communications Program, a functional approach must first be established.  This approach, developed on the basis of Team IBM experience and industry leading practices, has been customized to address the specific challenges DoD is facing with FMMP (see Leading Practices in Appendix A).  This approach will be applied throughout all three phases of the Communications Program (current-term, near-term and long-term).



The foundation of the communications approach is the Communications Strategy; the next level consists of the Communications Plan; communications delivery and feedback processes will be built as major elements of the strategy and plan.  Together, these building blocks (figure 4-1) support the goal of communicating the FMMP vision, scope and purpose as illustrated below:
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Figure 4-1  Building Blocks



While the current version of the FMMP vision can be described as straight-forward: “…to provide accurate, reliable, and timely business information to support informed, effective business decision making at all levels of DoD and increase operational efficiency and effectiveness…” the actual approach to delivering it remains complex. 



The foundational Communications Strategy sets the stage for a sustainable Communications Program, which will endure throughout the duration of FMMP.  The Communications Strategy must focus on current-term activities to be implemented immediately while simultaneously planning for near-term activities.  The key elements composing the Communications Strategy include: assessing the current communications environment, segmenting key stakeholders, creating achievable objectives and crafting core messages.  The Communications Plan builds on the foundation of the Communications Strategy to outline the more tactical details of the Communications Program.  While the Communications Strategy is conceptual, the Communications Plan is more specific.  The key Communications Plan elements include: vehicles, deployment schedule and working structure.



The primary function of the Communications Plan is to coordinate communications deployment – the delivery of core messages and content to key stakeholders.  Its other vital function consists of gathering feedback from key stakeholders on a regular basis to assess communications reach and effectiveness.  The resulting information will be used to update the Communications Program on a regular basis so as to be responsive to key stakeholder.  Finally, the  last step is the successful delivery of messages and content articulating the essence of FMMP impact and benefits.



4.3  Scope



The Communications Program will deliver consistent communications to key stakeholders via a set of proven vehicles over an established period of time.  Specifically, the Communications Program will be divided into three (3) distinct phases.



Figure 4-2  Communications Phases [image: image7.wmf]C4I
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4.3.1  Current-term communications



The goal of Current-term communications is to build general awareness of FMMP among key stakeholders.  The focus will be on delivering general FMMP knowledge (what it is and why it is) and articulating the FMMP vision, mission and objectives.  The Current-term communications phase is a vital part of the Communications Program because it will serve as the foundation for the more detailed communications efforts to follow.  Current-term communications began with the following commencement of communications activities:



· Supporting speaking engagements



· Coordinating data gathering activities



· Establishing an internal project newsletter



During this phase, the data-gathering goal is to understand what key stakeholders need and want to know; how they prefer to receive information; and the effectiveness of current methods for reaching them.  A communications “baseline” (or starting point) for future efforts is currently underway.  The “baseline” is being developed by reviewing key program and project documents, examining existing strategy and plan documents and deliverables, and by assessing communications activities completed to date.  (Please see section 7.0 for more details of the current-term communications effort).



4.3.2  Near-term communications



The primary goals of the near-term communications phase are to establish a viable system of two-way communications that encourages dialogue between FMMP and its key stakeholders, and to support change management efforts focused on building consensus among these same key stakeholders.  It will also continue efforts initiated by the current-term communications phase to deliver the compelling FMMP story via a proactive schedule of communications delivery.  The near-term communications phase is also the time when the working structure of the Communications Program will be created.  This working structure will define the concept of operations of the Communications Program and establish how FMMP will support related change/communications efforts throughout DoD.  Activities during this phase will be:



· Contributing content to existing DoD vehicles such as newsletters and websites



· Delivering detailed information via briefings, discussion forums and all-hands meetings



· Building a Communications Toolkit to guide related DoD change/communications efforts



4.3.3  Long-term communications



The FMMP Communications Program must be reviewed and refined on a regular basis.  The beginning of the long-term communications phase is planned to coincide with the end of the FMEA pilot phase.  Therefore, FMMP priorities and issues at that time will have to define the content and structure of this particular communications phase.  Regardless of its specific goals, the long-term communications phase will continue to deliver the compelling FMMP story to key stakeholders.


5.0  Current-term communications



5.1  Introduction



The Current-term communications phase is the first of three (3) distinct communications phases and is designed to provide a systematic approach for FMMP communications over the next 90 days.  The Communications and Ongoing FMMP Activities Teams are executing the current-term phase.  This phase will deliver a “first wave” of information to key stakeholders as illustrated below in figure 5-1:



Figure 5-1  Current-term Communications [image: image8.wmf]Core  
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5.2  Current-term Objectives



The primary objective of the current-term phase is to build general FMMP awareness among key stakeholders.  The focus of the communications effort will be on delivering general FMMP knowledge (what it is and why it is) and articulating the FMMP vision.  The following additional objectives will also be accomplished during this current-term phase:



· Support a consistency of content



· Streamline current messages and themes



· Solicit feedback from key stakeholders as appropriate



· Build FMMP awareness by communicating progress and status



· Facilitate simple two-way communications forums whenever possible



Achieving current-term communication objectives will deliver immediate value to the DoD. Additional benefits of this phase will include setting the stage for future key stakeholder commitment by conveying a desire for their participation in the program, and creating opportunities for dialogue and consensus building.



5.3  Current-term core messages



Current-term core messages must be simple, yet informative.  In this initial phase, it is important that the “what” and “why” of FMMP is thoroughly addressed.  The compelling FMMP story will begin to be crafted during this phase, and further refined during the near-term phase.  Core messages must address the problem (a “silo” approach to meeting business operational needs) and the solution (a transformational “road map” for the future).  The core messages developed and delivered to date address the essential elements, but will need to be refined during the impending near-term phase.  The current-term core messages are:



· FMMP will transform Department’s business operations environment



· FMMP is a Department-wide effort with sustained top leadership support



· SECDEF has reiterated his commitment and leadership to the success of FMMP



· FMEA, the first enterprise architecture release, marks the beginning of a long transition



· FMMP constitutes DoD’s most comprehensive transformation initiative ever undertaken



· FMMP will provide accurate, reliable, and timely business information on a routine basis



5.4  Current-term actions



Actions in the current-term phase include: recurring forums, customized forums, one-on-one contact, and the deployment of various communication vehicles.



Recurring Forums



Recurring forums are predetermined events with predefined formats (workshops) attended by key stakeholders.  In each case, participants are already familiar with FMMP although the level of detail will vary.  Typical content for these recurring forums will include progress updates and other general information.  Specific examples of recurring forums include: Domain Owner Workshops, CIO Working Group meetings, FMMP Working Group meetings, Steering Committee meetings, CIO Advisory Council and Executive Committee meetings.



Customized Forums



Customized forums have no fixed frequency and possess a flexibility of format (briefings).  Participants in these customized forums are largely external to the FMMP process, and can be characterized as key stakeholders who will be impacted by FMMP.  Examples of customized forums include: DFAS Systems Review Strategic Planning, Shay’s Committee Brief, ASMC, Industry Days, National Defense Industry Association and Congressional Committee Requests.



One-on-One Contact



Planned leadership interviews and B&B focus groups are examples of opportunities for one-on-one contact.  At this point, leadership interviews will include the key stakeholders identified in Key Stakeholders: Section 3.1.  These leaders will be impacted by FMMP and also impact others as a result of their FMMP decisions.  Planned focus groups will be coordinated with key stakeholders attending the ongoing series of Domain Owner Workshops.  Participants in one session have completed communications questionnaires, and other opportunities are being planned.



6.0  Near-term communications



6.1  Introduction



One of the primary goals of this phase is to create a two-way communications system that delivers messages and information to key stakeholders, and also extracts their feedback and inputs.  A well-designed working structure is critical element of this system.  The creation of this working structure will establish roles and responsibilities, scope of support offered to other related initiatives and communications approval processes.  The following are the key elements of the proposed structure:



· Roles and responsibilities: a dedicated communications team must be established to execute this near-term phase of the Communications Strategy.  This team will drive strategy and content creation as well as planning and execution.  They will be responsible for all FMMP-related communications and will also manage the communication specialists (public relations, marketing and media relations contractors) who will be required to execute all of the activities of this phase.


· Scope of support: an important role of the FMMP communications team will be supporting the change and communications efforts of other related DoD initiatives.  Before any support can be offered, FMMP must create a refined vision that is based on repeatable themes.  This will allow messages to be easily incorporated into more detailed content and “cascaded” to other initiatives related to FMMP.  Their use of this content will help FMMP reach a wider audience and help maintain a consistency of messages across all of DoD.



· Approval processes: after creating the refined FMMP vision, it will be important to establish a “review board” to clear all types of communications content with authority and speed.  This content will be deployed to FMMP key stakeholders by the CMC team and will also be offered to other FMMP-related initiatives for use with their own key stakeholders.  Again, this will expose the FMMP message to a wider audience and help maintain communications alignment.



6.2  Near-term objectives



Objectives effectively represent what should be achieved as result of the Communications Program.  They should be clear and measurable, in alignment with FMMP business objectives and also support the compelling FMMP story.  As the high-level business objectives of FMMP are not likely to shift a great deal, near-term communications objectives should be based in part upon the following:



· Operate DoD in an efficient business-like manner



· Develop timely and reliable management information



· Standardize data and processes wherever produced



It should be noted that the objectives of the near-term phase will be quite different than those of the current-term phase.  The primary difference will be that one-way communications can be moderately effective in the current-term phase is building the beginnings of broad-based FMMP awareness among targeted key stakeholders.  However, to achieve measurable levels of both awareness and understanding, an effort to extract key stakeholder feedback must be made.  



6.3  Near-term core messages



Core Messages are the important “themes” key stakeholders must hear repeatedly.  They should be clear and concise, yet substantive and relevant.  They should be limited in number and free of technical jargon and management “spin.”  Near-term core messages should be designed to address three critical levels of thinking:



· Strategic: Why are we making this change?



· Tactical: What should we be doing to make this change happen?



· Personal: How am I going to benefit from this change?



Near-term core messages should work in two critical dimensions: strategic and tactical.  Strategically, core messages should promote improved FMMP awareness; position FMMP as key to the success of DoD and establish a recognizable identity (brand).  Tactically, core messages should serve as the basis of the compelling FMMP story; drive the content of all communications efforts moving forward and support a vision that can be supported by DoD leadership.



Near-term core messages should concentrate on the future rather than the past.  The singular focus of communications is currently on delivering technical information related to FMEA – details of the architecture and transition such as design, plans, status and progress.  The Near-term phase should shift the Communications Program towards communicating a compelling FMMP story – articulating why FMMP is critical to the future of DoD by discussing vision, goals, approach and timeline.



In order to be effective, this set of near-term core messages should position FMMP as critical to the future of DoD and create a credible sense of urgency.  The specific points that should be addressed in the creation of near-term core messages are:



· Vision (Why?)



· Goals (What?)



· Approach (How?)



· Timeline (When?)



· Brand (Who?)



These points should be addressed immediately because the FMMP vision is not currently compelling; its goals are not understood; the approach is not clear; the timeline has not been communicated and a sustainable brand has not been built.  Examples of  potential points are:



     FMMP will…s



· Deploy the business capabilities DoD needs to fulfil its mission



· Deliver improved business operations in support of the warfighter



· Promote more efficient and effective business systems and processes



The creation of near-term core messages will take place in a facilitated working session involving members of the CMC and FMMP leadership teams as described in Section 6.4 (Actions).



6.4  Near-term actions



There are several strategy-building activities that must take place prior to launching the Near-Term Communications phase.  The majority of these activities will be accomplished via a facilitated working session involving members of the CMC team and the FMMP leadership team.  Specifically, the CMC will solicit the input of FMMP leadership in creating Near-Term communications objectives, developing core messages that will resonate with key stakeholders and identifying vehicles that will be effective in delivering messages and information.



6.5  Branding



6.5.1  Purpose of branding



At the January 30, 2003 FMMP Steering Committee Meeting, participants enthusiastically discussed the need to develop a graphical logo for FMMP.  This effort was viewed as an opportunity to establish a sustainable “brand” that could be integrated into the larger CMC Program.  The branding concept is sound and will be pursued over the course of the Near-Term Communications phase.  Developing a brand that is recognizable and used consistently on all FMMP materials is a “leading practice” that will provide a common “stamp” key stakeholders will soon begin to recognize.



6.5.2  Approach for branding



Announce a “Logo Concept Contest” to the FMMP team and selected key stakeholder groups.  Establish a process via email for logo concept entries stating submission deadlines, review periods and judging procedures.  Once the logo concept is selected, it will be professionally designed, and then distributed to the appropriate key stakeholder groups for use.



Steps for the “Logo Concept Contest” are:



· Identify Criteria: provides guidance for concept development, including background information on FMMP and design specification such as Size (easy to read as is the Coca Cola logo); Color (three colors or less as one or two color logos are generally better remembered); Complexity (an uncomplicated design to facilitate ease of production).



· Publish Timeline: announces the contest and establishes deadlines for receiving logo concept submissions and for selecting the final logo.



· Determine Selection Process: determines how the winning logo concept will be selected.   For example, the FMMP Steering Committee could select three logo concept candidates and solicit votes from key stakeholders.



6.5.3  Benefits of branding



This process of selecting a logo concept provides an excellent opportunity to engage key stakeholders on the FMMP vision.  It demonstrates that their active participation is valued, and needed.  In addition, a logo will help establish a unique identity for FMMP both inside and outside of the DoD.



6.6  Marketing and public relations



6.6.1  Purpose of marketing and public relations



An active marketing effort will become important as the Communications Program expands its awareness building activities to include an effort to foster greater understanding of FMMP among its key stakeholders.  A corresponding public relations effort will also be important, because as FMMP continues to evolve, it will surely attract ever-increasing amounts of attention from the Administration, Congress and news media.



Traditional marketing is focused on determining the needs and wants of customers, and then excelling in execution to achieve competitive advantage.  In terms of FMMP, the concept is relevant because there is a slight, but key distinction between marketing and communications: marketing is customer-focused while communications is generally organization-focused.  Specifically, FMMP delivers communications to key stakeholders to encourage action in support of FMMP efforts.  However, this approach only meets the needs of FMMP.  Therefore, it will be important to include an element of marketing strategy in the Communications Program to focus on meeting the needs of key stakeholders as well.



The term “public relations” brings to mind efforts to promote products through a narrow range of communication vehicles such as opinion editorials, special events and sponsorships.  However, public relations is not just focused on products nor limited to specific set of vehicles.  The Institute of Public Relations defines the public relations as “a planned and sustained effort to establish and maintain goodwill and mutual understanding between an organization and its publics."  The practice of public relations is highly relevant to FMMP, and will only become more important as the FMMP schedule progresses.  Thus, a public relations element should be built into the Communications Program during the near-term strategy-building process.



6.6.2  Approach for marketing and public relations



The implementation of successful marketing and public relations efforts as part of the overall Communications Program will require the combined efforts of the CMC Team, external marketing and public relations specialists, members of other related transformation efforts and representatives from DoD organizations possessing the greatest knowledge of key stakeholders inside and outside of DoD.  Therefore, an FMMP Communications Working Group composed of members of the CMC Team, external specialists and representatives from DoD Public Affairs, Congressional Affairs and Human Resources should be formed.  This working group will meet on a bi-weekly or monthly basis to review the marketing and public relations strategies and plans developed by the CMC Team and the external specialists, and to discuss specific activities.  The CMC Team will work with FMMP to identify external marketing and public relations specialists able to deliver the skills, knowledge and experience the working group will need to achieve its marketing and public relations objectives.



6.6.3  Benefits of marketing and public relations



As a distinct communications discipline, marketing places a special focus on key stakeholders as customers, while public relations considers critical external relationships and the importance of maintaining “goodwill”.  From an FMMP perspective, the approach detailed in section 6.6.2 carries many benefits: it expands the scope of the Communications Program to deliver capabilities that a “traditional” corporate communications could never match; it involves external specialists possessing valuable skills, knowledge and experience in support of a comprehensive solution; it engages internal DoD specialists and representatives from other related transformation efforts in the communications process; provides access to communications vehicles and channels already existing within DoD; and leverages established institutional and personal DoD relationships with the Administration, Congress and news media.



6.7  Feedback



The two-way communications system described as one of the primary goals of the near-term Communications phase cannot be established without a process for gathering key stakeholder feedback.  The purpose of gathering feedback is to gauge attitudes and opinions of key stakeholders and to measure the reach and effectiveness of ongoing communications efforts.  The leadership interviews and key stakeholder focus groups targeted for completion during the current-term phase will contribute to a “baseline” understanding of the current communications environment.  They will provide insight into the perspectives of the two categories of key stakeholders discussed previously in this document: those who are impacted by FMMP (Domain Owners, etc.) and those who can impact FMMP (DoD senior leadership, etc.).



In order to capture key stakeholder feedback on an ongoing basis, the near-term communications plan will include provisions for gathering feedback on both an event-based and periodic basis.  An event-based method is designed to capture feedback in reaction to a specific communications vehicle – typically a meeting or event.  In terms of FMMP, this method will take the form of response cards collected from participants following briefings, focus groups, town halls or all-hands meetings.  The event-based method is generally used to measure the effectiveness of a particular communications vehicle and how well a certain message was received.  A periodic method involves the administration of a more detailed organizational assessment or survey.  For example, a Change Readiness Assessment will provide an excellent opportunity to assess the impact of current communications activities.  Other periodic methods of gathering feedback related to the Communications Program could include brief telephone interviews conducted with a sample of key stakeholders or web-based surveys.



7.0  Long-term communications



7.1  Introduction



A near-term communications phase that stretches into infinity is neither realistic nor practical.  The beginning of the long-term communications phase is planned to coincide with the end of the FMEA pilot phase.  Therefore, FMMP priorities and issues at that time will define this phase of the Communications Program.  Regardless of the specific goals to be established in the future, the long-term phase will continue to deliver the evolving FMMP story via the working structure established during the near-term phase.


8.0  Communications Plan preview 



The Communications Plan will be built upon the foundation of the Communications Strategy and will detail the efforts and activities related to tactical communications deployment.  The Communications Plan will establish a working structure including roles and responsibilities; evaluate both existing and new vehicles to be used in delivering communications; map vehicles to specific key stakeholder segments on the basis of reach and effectiveness; and provide a detailed schedule of tactical communications deployment.  The Communications Plan will address all FMMP-related communications activities whether as part of change management activities, FMEA transition efforts, or the activities of other related transformation initiatives.



The success of the Communications Program rests on the ability of the Communications Plan to reach the right key stakeholders with the right messages.  Therefore, the scope of the Communications Strategy (based on the wide range of key stakeholders who must be influenced) necessitates that the Communications Plan be detailed and comprehensive.  The Communications Plan will be developed in concert with the creation of the Change Management Plan.  It will illustrate the means by which change management activities will be supported by communications, and how these efforts are aligned and synchronized.  In addition to FMMP change management activities, the development of the Communications Plan will also take into careful consideration the change management and communications activities of the Transition Plan Team.



8.1  Working structure



The purpose of a working structure is to establish clear communications roles and responsibilities between the FMMP program, domains and Services.  Due to the nature of FMMP, it is recommended that the FMMP program play an overarching “global” communications role, while Domains and Services play a “local” communications role.



This means the Program will be responsible for establishing a high-level set of global messages used by the Domains and Services to maintain communications consistency at their own local levels.  The Program will develop and maintain a global communications strategy and plan that places Domains and Services in the key stakeholder category of those who are impacted by FMMP.  In turn, Domains and Services will create local communications strategies and plans that address the communications needs of local key stakeholders – those who can “make or break” FMMP efforts at the Domains and Services levels.



The Program will make communications counsel and support available for Domains and Services as requested.  Program counsel will come in the form of joint working sessions or planning meetings, while Program support will come in the form of Communications Tool Kits and Electronic Marketing Kits.  The primary benefit of the working structure is a clear sense of who is responsible for what aspects of FMMP communications.  For example, whenever communications are being deployed that will impact “shared audiences” the Program, Domains and Services will all know that they must coordinate efforts with one another.



9.0  Next Steps



The Communications Strategy - Draft and subsequent government approved Communications Strategy - Final will serve as the strategic foundation of the Communications Plan.  The schedule for the Communications Plan - Draft as described in the Call 1001 PWS requires delivery to the government 28 working days from the scheduled delivery date of the Communications Strategy - Final.  Team IBM will begin developing the Communications Plan - Draft on the basis of the Communications Strategy - Draft.  When comments are received from the government, Team IBM will then make the appropriate changes to the Communications Strategy - Final and incorporate those same changes into the Communications Plan – Draft as applicable.



In order for the Communications Plan - Draft to reflect the expectations and requirements of the government, the following next steps are recommended:



9.1.Engage FMMP leadership in review of the Communications Strategy - Draft


This key next step involves engaging FMMP leadership in discussions concerning the Communications Strategy – Draft, including:



· Establishing expectations as to how communications integrates with the Program



· Reviewing the proposed communications approach in both the near and long terms



· Agreeing on the approaches and priorities that should be pursued in the near-term



· Evaluating the challenges, issues, and opportunities the Program is facing



· Approving Team IBM to pursue those near-term strategies they wish to pursue



This review of the Communications Strategy - Draft will be conducted per established FMMP processes.  Other key stakeholders should also review the Communications Strategy – Draft as it is an opportunity to further engage them, understand their concerns and incorporate their feedback as appropriate.



9.2 Gain approval to execute communications activities in support of near-term objectives



The government has made provisions to have Team IBM execute near-term communications activities prior to the completion and approval of the Communications Plan - Draft.  Some CMC team members can be tasked with the execution of approved near-term communications, while others must remain focused on developing the Communications Strategy – Final as well as the draft and final of the Communications Plan.


9.3 Execute approved communications activities in support of near-term objectives



A variety of recurring and customized communications forums, one-on-one contacts and the deployment of various communication vehicles will support the achievement of the following near-term objectives:



· Support a consistency of content



· Streamline current messages and themes



· Solicit feedback from key stakeholders as appropriate



· Build FMMP awareness by communicating progress and status



· Facilitate simple two-way communications forums whenever possible



Appendix A – Communications concepts and observations



1.  Communications Process



Communications is a circular, repeating process – not a static or one-time event.  The process begins with the creation of timely, relevant and consistent content.  This content is designed to deliver context, information and rationale to key stakeholders.  The delivery will be undertaken via a range of “preferred” vehicles.  Upon receiving the content, key stakeholders should be compelled to undertake the action(s) advocated by the messages and/or content received.  The Communications Program extracts feedback from key stakeholders – often on the basis of the action(s) taken.  The feedback enables the reach and effectiveness of the communications effort to be measured and is used to adjust the effort for maximum effectiveness. 
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Figure A-1 Communications Process



2.  Leading Practices



Many large system or process based initiatives fail to deliver the benefits that are promised -- only an estimated 20% can be considered successes.  Why these initiatives fail to deliver is sometimes fairly obvious, however in most cases the cause is not always clear.  One thought to consider is that an organization can have the best business systems and processes in the world, but if its people do not know how to use them effectively, very little of the potential benefits will be realized.  How does an organization become part of the elite 20%?  The following leading practices are communications characteristics of these organizations:



· Establish Concise and Attainable Objectives: achieve a few target objectives rather than focusing on building an impressive-looking plan.



· Secure Leadership Commitment Early: gain agreement upon a clear and widely accepted plan for delivering communications.



· Deliver Few Messages Using Many Messengers: create clear, compelling themes, and deliver them through a range of “preferred” vehicles.



· Emphasize External Not Internal Factors of Change: articulate the force of external mandates as the driver of change versus internal agendas.



· Focus on Achieving Measurable Results: shift perceptions, spur specific actions, and achieve explicit results.



· Collect Continuous Feedback: design all communications vehicles with feedback methods in mind.



3.  Data Gathering



The CMC Team has engaged in broad efforts to gather data on previous FMMP communications efforts.  The most common vehicle used to communicate the FMMP message is Microsoft Powerpoint slide presentations.  The majority of these speaking engagements are scheduled on a reactive basis (versus a proactive one) with the bulk delivered to internal DoD Steering Committees and Executive Committees.  These presentations have generally focused on FMEA status and progress while very little has been briefed on FMMP overall.  The content has been fairly consistent – utilizing a “standard briefing” format customized to the audience.  Informal key stakeholder feedback has been generally positive.  The range of vehicles has been limited and there is little evidence of mass communications.  Nothing has been formally assessed on the impact and effectiveness of ongoing communications.



4.  Critical Success Factors
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Critical success factors are dynamic measures of success that should be continually monitored throughout the life of a program or project.  Organizations that have been proactive in identifying and managing critical success factors (Figure A-1) also tend to have implemented successful communications strategies.



Figure A-2 Critical Success Factors 



Committed Leadership: Aggressive support and sponsorship of a program or project.  Leaders need to be updated regularly and lead by example – facilitating and assisting the process where necessary.  Leaders need to help position and communicate the FMMP vision and should be accountable for the goals and progress of the project.



Strategy Integration: FMMP must have a direct link that develops and advances DoD towards its strategic goals.  FMMP activities must be tied to external strategies (such as the President’s Management Agenda) identified as primary program drivers. Foster key stakeholder understanding of DoD’s strategic direction, environment and needs driving the change process.



Measures, Incentives and Objectives: enables measurement of performance progress.  Evaluate current communications channels and create new channels as appropriate.  Measure attributes such as timeliness of communications, reach and effectiveness of channels and vehicles, and the consistent manner in which messages are delivered.  Establish milestones and seek opportunities to plan strategically and communicate positive results.  Show key stakeholders the road ahead, and tell them when milestones are reached. 



Leveraging Investments: DoD is making a huge investment in FMMP.  The success of the transformation and its efficiencies and effectiveness rely upon people, process and technology.  Only full use of all these assets will push DoD towards its goal.  Involve key stakeholders through critical "listening" techniques during planning and execution periods so that the organization develops credible messages.  Outside consultants have been engaged to assist the FMMP effort.  Integrate their key learning’s and practices into strategies and plans.



Integration Management and Governance: All key stakeholders - particularly operational managers must be empowered as "carriers of information."  Secondary channels and vehicles should be used to reinforce critical face-to-face communications on a continuing basis.  Demonstrate an understanding of key stakeholders by tailoring communications to meet the needs and expectations of key stakeholders segments. "One size" does not fit all.



Stakeholder Buy-In: Support for any effort is important, but for FMMP key stakeholders buy-in is critical.  With a wide base of organizations with such distinct and different cultural identities, this effort will only succeed with strong key stakeholders support.



Feedback: A formal process for receiving feedback is vital.  Use key findings to develop communications strategies and core messages.  Build informal and formal feedback channels to elicit key stakeholders views and perceptions. Assign responsibility for timely responses to key stakeholders concerns.  Demonstrate that key stakeholders input is valid and valued.



5.  Risks and Mitigation Strategies



A risk is a potential problem, or a problem that has not yet occurred and is not yet certain to occur.  Risks may be understood in terms of (1) likelihood of occurrence, and (2) impact should they occur (this is when "risk" becomes a "problem"). All projects have a certain level of risk, and as project size and complexity increases, so does the scope and scale of associated risks.



Creating an effective Communication Program requires identifying possible barriers to success from the beginning.  Inconsistent, excessive, inaccurate or overly complex communications can pose serious challenges to an otherwise successful program or project.  Nothing will undermine key stakeholder support for FMMP faster than inconsistent and unpredictable communications.  By planning communications timing and methods carefully, FMMP can set communications expectations it can meet.



Another caution is to keep communications simple and direct.  Too much explanation or too many messages result in key stakeholder confusion. Ensuring timely and accurate information is critical as any inaccuracy can be viewed as a deliberate attempt to mislead.  This can destroy the credibility of the message and the messenger. By doing a thorough job of planning, inaccuracies are minimized, consistencies maximized, and success becomes more likely.



Changing the way an organization does business creates many opportunities and challenges.  By communicating effectively, FMMP can broaden support and commitment throughout and beyond the program’s conclusion.  Good planning, straightforward messages, and consistency across key stakeholder segments are the vital to maximizing communication effectiveness.



The following Risk/Mitigation Strategy Matrix is a living document that will be updated as part of the Communications Strategy whenever new risks are identified.  Implementing effective mitigation strategies will help keep risks from evolving into problems.
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Figure A-3 Risks and Mitigation Strategies
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