Chapter 10:
Project Communications
Management

Information Technology Project
Management, Sixth Edition

! Information Technology
Project Management 6e

. Kathy Schwalbe



Learning Objectives e gl o
Understand the importance of good bl (8320l
communications in projects yaad dalee 48

: : e Sy daladdl dlsal
Discuss the process of identifying

Jaal) dpa) i) aaia g
stakeholders and how to create a )l s Al e

stakeholder register and stakeholder faliad) (el
management strategy At jualic 7
Explain the elements of project & 5 sl HYLaTY)
communications planning and how to create 3,2 4ka (L) A4S
a communications management plan —Ylayl

ddliae Callul Caag
Ailaiall i slaall 55
e 5 Ll ey a Ll

Describe various methods for distributing
project information and the advantages and

Filsadvantages of each_, d|§cu§§ the Fuan] Bilia  leie US
importance of addressing individual claliial dallee
communication needs, and calculate the ga il ey laiy)

er of communications channels in a Col 58 (ya 220 ilua
:‘;_:;:;;._‘ Ol & 3 )_Mj\ L.é Juaiyi

Copyright 2009



Learning Objectives (continued)
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Importance of Good Communications

- The greatest threat to many projects is a failure to
communicate

Our culture does not portray IT professionals as being
good communicators

Research shows that IT professionals must be able to
communicate effectively to succeed in their positions

Strong verbal skills are a key factor in career
advancement for IT professionals
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Project Communications
Management Processes

o ldentifying stakeholders: identifying everyone involved in or affected by the
project and determining the best ways to manage relationships with them

7 Planning communications: determining the information and
communications needs of the stakeholders

o Distributing information: making needed information available to project
stakeholders in a timely manner

1 Managing stakeholder expectations: managing communications to satisfy
the needs and expectations of project stakeholders and to resolve issues

7 Reporting performance: collecting and disseminating performance
information, including status reports, progress measurement, and

forecasting ; - . ;
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Figure 10-1. Project Communications
Management Summary

Initiating

Process: ldentify stakeholders

Outputs: Stakeholder register, stakeholder management strategy
e

Planning

Process: Plan communications

Outputs: Communications management plan, project document updates
=N

Executing
Process: Distribute information
Qutputs: Organizational process assets updates

Process: Manage stakeholder expectations

QOutputs: Organizational process assets updates, change requests,
project management plan updates, project document
updates

Monitoring and Controlling

Process: Report performance

Outputs: Performance reports, organizational process assets
updates, change requests

.

Project Finish
e

Project Start
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Identifying Stakeholders

- Recall that the ultimate goal of project management is to meet or
exceed stakeholder needs and expectations from a project, so you
must first identify who your particular project stakeholders are

- Two key outputs of this process include:

- Stakeholder register: a public document that includes details
related to the identified project stakeholders (see Table 3-4 for
an example)

- Stakeholder management strategy: an approach to help
increase the support of stakeholders throughout the project;
often includes sensitive information
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Table 10-1. Stakeholder Management Strategy

Position Levelof Levelof Potentialmanagement

interest influence strategies

John Project Man- Internal  High High John does a great job, but
Huntz ager for larg- he often upsets other PMs
est project with his harsh approach.
under Peter Keep him in line and remind
him he is part of a bigger
team.
Carolyn VP Internal ~ High High Carolyn is the first woman
Morris  Telecom- VP at our company and
munications, still likes to prove herself.
Peter’s boss Keep her informed of key
issues and never surprise
her!
Subbu  Dept. Head  External Low High Subbu is in charge of a lot
Thangi State of of state issues, like getting
Oregon permits to install fiber-optic

lines. He has a lot on his

?
plate, but he doesn’t seem
concerned with our pro-
jects. Schedule a short, spe-
cial meeting with him to
increase visibility and dis-
cuss key issues.

Tom CEO of major External Medium High Tom is the sponsor of sever-
Morgan Telecomm. al of our projects. Give him
Customer the status on all of them at
once to use his time

efficiently.

S —
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Planning Communications

. Every project should include some type of
communications management plan, a document
that guides project communications

. Creating a stakeholder analysis for project
communications also aids in communications
planning (see Table 10-2 for an example)
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Table 10-2. Sample Stakeholder Analysis
for Project Communications

Contact Person

Stakeholders

Customer Monthly status
management report
Customer busi- Monthly status
ness staff report
Customer techni-  Monthly status
cal staff report

Internal Monthly status
management report

Internal business  Monthly status
and technical staff report

Training Training plan
subcontractor

Software Software imple-
subcontractor mentation plan

receipt.

T,

Hard copy
and meeting

Hard copy

E-mail

Hard copy
and meeting

Intranet

Hard copy

E-mail

Tina Erndt, Tom  First of month
Silva

Julie Grant, First of month
Sergey Cristobal

Li Chau, Nancy First of month
Michaels

Bob Thomson First of month
Angie Liu First of month

Jonathan Kraus November 1

Najwa Gates June 1

Comments: Put the titles and dates of documents in e-mail headings and have recipients acknowledge
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Communications Management
Plan Contents

Stakeholder communications requirements

Information to be communicated, including format,
content, and level of detalil

The people who will receive the information and who will
produce it

Suggested methods or technologies for conveying the
information
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Communications Management
Plan Contents (continued)

Frequency of communication
Escalation procedures for resolving issues

Revision procedures for updating the
communications management plan

A glossary of common terminology

L) g e
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Distributing Information

. Getting the right information to the right people at
the right time and in a useful format is just as

important as developing the information in the first
place

- Important considerations include:

= Using technology to enhance information distribution

= Formal and informal methods for distributing information
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What Went Wrong?

- Telecommunications throughout Asia were severely
disrupted on December 26, 2006, after earthquakes off
Taiwan damaged undersea cables, slowing Internet
services and hindering financial transactions, particularly
In the currency market

- International telephone traffic was restricted from some
countries, and Internet access slowed to a crawl
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Distributing Information in an

Effective and Timely Manner
- Don’t bury crucial information

- Don’t be afraid to report bad information

- Oral communication via meetings and informal talks
helps bring important information—good and bad—
out into the open
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Importance of Face-to-Face

Communication

Research says that in a face-to-face interaction:
= 58 percent of communication is through body language
= 35 percent of communication is through how the words are said
= 7 percent of communication is through the content or words that are
spoken
Pay attention to more than just the actual words someone
IS saying
- A person’s tone of voice and body language say a lot
about how he or she really feels

s gl leay Jelill) L of SlagY) Jgiiy o
Aall Aa] A (e 9 OYLaWY) (e dill 8 0A e
s ke J& il 48kl YA e a OYLaiY) e diall 3 YO
Lﬁ&gggﬁﬂ e)ﬁiﬂ_jingﬁan\cjiks CyANy%cifYLua$Y\(;y:35uJ\gsé'V .
Jst L i ddadll S 0 jae (pe ST ) oLty
s e Ll ) a3 s e S J g dnal) a5 & gaall 5 ) guall jadilldag] o

Copyright 2009



Encouraging More Face-to-Face

Interactions
- Short, frequent meetings are often very effective in

IT projects

. Stand-up meetings force people to focus on what
they really need to communicate

. Some companies have policies preventing the use
of e-mail between certain hours or even entire days
of the week

e slaal Lin o) 555 s Lk (g Jan Allad (5585 Le LS 555 S e Laial e 5 3 _puad o

sl il e s 4l g saling Lo e 58l o il a3 (i gl daglic cilelaial o
& s JalS in Ama a5l el (3o ISV 2l sl i cilabps Ll CHS AN any o

Copyright 2009



Table 10-3. Media Chonce Table

KEY: 1 = EXCELLENT 2 = ADEQUATE = INAPPROPRIATE
How WELL MEDIUM IS SUITED TO: HarD TeLePHONE VOICE E-MAIL Meeting  Wes
Copy CawlL MaiL SITE
Assessing commitment 3 2 3 3 1 3
Building consensus 3 2 3 3 1 3
Mediating a conflict 3 2 3 3 1 3
Resolving a misunderstanding 3 1 3 3 2 3
Addressing negative behavior 3 2 3 2 1 3
Expressing support/appreciation 1 2 2 1 2 3
Encouraging creative thinking 2 3 3 1 3 3
Making an ironic statement 3 2 2 3 1 3
Conveying a reference document 1 3 3 3 3 1
Reinforcing one s authority 1 2 3 3 1 2
Providing a permanent record 1 3 3 1 3 1
Maintaining confidentiality 2 1 2 3 1 3
Conveying simple information 3 2 1 1 2 3
Asking an informational question 3 2 1 1 3 3
Making a simple request 3 3 1 1 3 3
Giving complex instructions 3 3 3 2 1 2
Addressing many people 2 3 3orl* 2 3 1

Galati, Tess. Email Composition and Communication (EmC2) Practical Communications, Inc.
{(www.praccom.com) (2001).
et *Depends on system functionality
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What Went Right?

Collaboration is a key driver of overall performance of companies around
the world

o Of all the collaboration technologies that were studied, three were more
commonly present in high-performing companies than in low-performing
ones: Web conferencing, audio conferencing, and meeting-scheduler
technologies

o “This study reveals a powerful new metric business leaders can use to
more successfully manage their companies and achieve competitive
advantage,” said Brian Cotton, a vice president at Frost & Sullivan®

The study also showed that there are regional differences in how people in

various countries prefer to communicate with one another
*Frost & Sullivan, “New Research Reveals Collaboration Is a Key Driver of Business Performance
Around the World,” Microsoft PressPass (June 5, 2006).; ;
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Understanding Group and
Individual Communication Needs

7 People are not interchangeable parts

7 As illustrated in Brooks’ book 7he Mythical Man-
Month, you cannot assume that a task originally
scheduled to take two months of one person’s time
can be done in one month by two people

7 Nine women cannot produce a baby in one month!
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Personal Preferences Affect
Communication Needs

- Introverts like more private communications, while
extroverts like to discuss things in public

- Intuitive people like to understand the big picture, while
sensing people need step-by-step details

- Thinkers want to know the logic behind decisions, while
feeling people want to know how something affects them
personally

1 Judging people are driven to meet deadlines while
perceiving people need more help in developing and

following plans
Aalal) LY 8 ) s AlBlial o gaiaiall Jie a8 clualadl VLAY (e dall Jie 40 skl
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Other Communication

Considerations

7 Rarely does the receiver interpret a message
exactly as the sender intended

1 Geographic location and cultural background affect
the complexity of project communications

o Different working hours
o Language barriers

o Different cultural norms
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Setting the Stage for Communicating
Bad News

Dear Mom and Dad, or should | say Grandma & Grandjpa, S5l o iy ol il 5 ol e
Yes, | am pregnant. No, I'm not married yet since Larry, my i, i cudii.y L:Zﬂif j:/
boyfriend, is out of a job. Larry’s employers just don’t seem oo st i 5 ,Y ia
to appreciate the skills he has learned since he quit high sy Y hdd oY Jeal) Ol ) Ak
school. Larry looks much younger than you, Dad, even o lgaled Al < jlgall adi o]
though he is three years older. I'm quitting college and 538 5 )Y Ayl jaal] 8 il

geftting a job so we can get an apartment before the baby is %O‘w" L' uﬂ:n juSJ Lw J’-‘A/
born. | found a beautiful apartment above a 24-hour auto -0 lsie S0 8 Ll G )

. . . ) dilsy e Jpandly LS e £ 205
repair garage with good insulation so the exhaust fumes — e ' T
,Od garag ’Ib i‘Jh i i e Jpand] o Saii ia
and noise won't bother us. (548 Ales 465 cuam il il 53Y 5
I'm very happy. | thought you would be too. Dbl glaildels TE e e
oo 8 (Ml n Lo o S all
Love, Ashley L pT Y maaaiall 5 &l
, , ) , Ly oSi Sl adie | Jaa e U/
PS. There is no Larry. I'm not pregnant. I'm not getting L ccandl
married. I'm not quitting school, but | am gelting a ‘D’ in YU dols il Ul s ,Y 3a s Y PS
Chemistry. | just wanted you to have some perspective. AS 5 YU opa g iadl e Jani

Ao Jpandl e Uf K1y cd jaall
058 of b <oyl oSl 5 D"
Bl Glga g ans Sl
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Determining the Number of

Communications Channels

7 As the number of people involved increases, the
complexity of communications increases because
there are more communications channels or
pathways through which people can communicate

7 Number of communications channels = n(n-7)
2

where nis the number of people involved
Oe el Sia Y VLAY 8L ) aiad sae s el N 1SS cpdll GalaiY) aae il Cas
Jaaal sl (ulall S LA e A @l e ) V) ol 58
() ) o= Juat¥) &l 68 (e 22 @
\
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Figure 10-2. The Impact of the Number of
People on Communications Channels

number of communications channels = n_(r;—1)
()o‘ # y B i ° ilII!IIF' =B

: _4 = 4 e - O :
&Ko | o AR

2 people, 1 communications channel

r><

?‘1
\ / 4 people, 6 communlcatlons channels, etc.

3 people, 3 communications channels

Copyright 2009



Managing Stakeholders

7 Project managers must understand and work with
various stakeholders

1 Need to devise a way to identify and resolve
Issues

7 An expectations management matrix can help
clarify expectations
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Table 10-3. Expectations Management Matrix

IMEASURE OF SUCCESS

Scope

Time

Cost

Quality

Customer
Satisfaction

ROI Projections

PRIORITY
2

6

EXPECTATIONS

The scope statement clearly
defines mandatory
requirements and optional
requirements.

There is no give in the
project completion date.
Every major deadline must
be met, and the schedule is
very realistic.

This project is crucial to the
organization. If you can
clearly justify the need for
more funds, they can be
made available.

Quality is important, and
the expectation is that we
follow our well-established
processes for testing this
system.

Our customer expects us to
act professionally, answer
questions in a timely
manner, and work

The business case for this
project projected an ROI of
40% within two years after
implementation.

GUIDELINES

Focus on meeting
mandatory requirements
before considering
optional ones.

The project sponsor and
program manager must be
alerted if there are any
issues that might affect
meeting schedule goals.

There are strict rules for
project expenditures and
escalation procedures. Cost
is very important, but it
takes a back seat to
meeting schedule and then
scope goals.

All new personnel are
required to complete several
in-house courses to make
sure they understand our
quality processes. All cor-
porate quality standards
must be followed.

All presentations and
formal documents
provided to the customer
must be edited by a tech

Our finance department
will work with the
customer to measure the
ROI. Meeting/exceeding
this projection will help us
bring in future business
with this and other
customers.
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Reporting Performance

Performance reporting keeps stakeholders informed about how
resources are being used to achieve project objectives:

- Status reports describe where the project stands at a specific
point in time

> Progress reports describe what the project team has
accomplished during a certain period of time

o Forecasts predict future project status and progress based on
past information and trends

Calaal sl o) gall alasiind Lgy oy S AAK) ale e daliad) Cilaal Ladiag claY) & o
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Suggestions for Improving Project
Communications

- Manage conflicts effectively

1 Develop better communication skills

- Run effective meetings

- Use e-mail and other technologies effectively

- Use templates for project communications

d\.ﬂ)&é&&b\)@\ﬁ)\d} o
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Confllct Handling Modes

Confrontation: directly face a conflict using a problem-solving
approach

2. Compromise: use a give-and-take approach

3.  Smoothing: de-emphasize areas of difference and emphasize
areas of agreement

4. Forcing: the win-lose approach

5.  Withdrawal: retreat or withdraw from an actual or potential
disagreement

6. Collaborating: decision makers incorporate different viewpoints

and insights to develop consensus and commitment
dSL..mM d;c@e\mbt\)ao).nmﬂ\.@é\y ‘\.QA‘JAM .
cUaaﬂjldisd\G&p<JA;4uﬂ_lmuj‘}a .
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Conflict Can Be Good

- Conflict often produces important results, such as new
ideas, better alternatives, and motivation to work harder
and more collaboratively

- Groupthink: conformance to the values or ethical
standards of a group; groupthink can develop if there are
no conflicting viewpoints

- Research suggests that task-related conflict often
improves team performance, but emotional conflict often
depresses team performance
e iaill g (Juadl Jilay g cbaaadl HISEY) e g il ) g2 glaa¥l) e 3K g ) uall
Ay glat ST ST dpany Jaal
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g i i Gl s dllis (S
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Developing Better Communication
Skills

- Companies and formal degree programs for IT
professionals often neglect the importance of
speaking, writing, and listening skills

- As organizations become more global, they realize
they must invest in ways to improve communication
with people from different countries and cultures

- It takes leadership to improve communication
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Media Snapshot

Communications technology, such as using e-mail and searching the
Web, should help improve project communications, but it can also
cause conflict

© How? Cyberslackers are people who should be working, but instead
spend their time online doing non-work-related activities, such as
annoying friends or co-workers by sending unimportant e-mails

o A recent study by Websense suggested that employees are using the
Web more and more for personal reasons, and it is costing U.S.
companies $178 billion annually, or $5,000 per employee

A 2008 survey found that more than a quarter of U.S. employers have
fired workers for misusing e-mail and one-third have fired workers for
misusing the Internet on the job
ctj)ﬁd\ YLty u.waié.c e L U‘ EEN cgﬂ\,ﬂ\&&;ﬁ\j@j‘)ﬁ:ﬁ\ 3 ) e\dslw\ Jie cYlai¥) Lia ol 13
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Running Effective Meetings

- Determine if a meeting can be avoided

1 Define the purpose and intended outcome of the
meeting

- Determine who should attend the meeting

7 Provide an agenda to participants before the
meeting

1 Prepare handouts and visual aids, and make
logistical arrangements ahead of time

7 Run the meeting professionally

- Build relationships il Cind (S S 13 Le daas
g laia¥) (e bsa pall Al 5 Caagll aaas

glaa¥) jany O (A (e 233
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Using E-Mail, Instant Messaging, and

Collaborative Tools Effectively

- Make sure that e-mail, instant messaging, or collaborative
tools are an appropriate medium for what you want to
communicate

- Be sure to send information to the right people

- Use meaningful subject lines, limit the content of e-mails to
one main subject, and be as clear and concise as possible

. Be sure to authorize the right people to share and edit your

collaborative documents
ol sl g 55 Ll Aalia Al g A glacill <l 501 1 ey ) 8l Jilas 51l 5 ¢ 39 STy pall o (e ST
Crmalia) aladY) ) e gleal) Jla ) o B
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Sample Collaborative Tools
- A BREIERSIREBENEl o!lows users to create

custom Web sites to access documents and
applications stored on shared devices

- [HOBGIEIDEES allow users to create, share, and

edit documents, spreadsheets, and presentations

online

- A llilfllis a Web site designed to enable anyone
who accesses it to contribute or modify Web page

content
A4S jidall 3 3l
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Best Practice

- Alaska Airlines uses secure project wikis to
facilitate project communications and
collaborations

- Benefits include:
- Better documentation
> Improved trust and information sharing
> Sustained growth

~ The Alaska Airlines IT department even created a
“Mother of All Wikis” to serve as an index for all the
known project wikis
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Using Templates for Project

Communications
- Many technical people are afraid to ask for help

7 Providing examples and templates for project communications
saves time and money

- Organizations can develop their own templates, use some
provided by outside organizations, or use samples from
textbooks

1 Recall that research shows that companies that excel in project
management make effective use of templates
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Figure 10-3. Sample Template for a
Project Description

Project X Descripton

Objective: Describe the objective of the project in one or two sentences. Focus on
the business benefits of doing the project.

Scope: Briefly describe the scope of the project. What business functions are involved,
and what are the main products the project will produce?

Assumptions: Summarize the most critical assumptions for the project.

Cost: Provide the total estimated cost of the project. If desired, list the total cost
each year.

Schedule: Provide summary information from the project’s Gantt chart, as shown.
Focus on summary tasks and milestones.

Task Name August|September October | November|December | January | February | March | April
Start Project &5/ ’ ’
+Main Task 1 m
Deliverable 1 & 726
*Main Task 2 '
Deliverable 2

+Main Task 3

Deliverable 3 ; §12/27
End Project | ,—'_:-?12127
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Table 10-5. Sample Template for a
Monthly Progress Report

L. Accomplishments for Month of January (or appropriate month):

*  Describe most important accomplishments. Relate to project’s Gantt chart.
*  Describe other important accomplishments, one bullet for each. If any issues were
resolved from the previous month, list them as accomplishments.

II. Plans for February (or following month):

e  Describe most important items to be accomplished in the next month. Again,
relate tothe project’s Gantt chart.
e Describe other important items to accomplish, one bullet for each.

III. Issues: Briefly list important issues that surfaced or are still important. Managers hate
surprises and want to help the project succeed, so be sure to list issues.

IV. Project Changes (Date and Description): List any approved or requested changes
to the project. Include the date of the change and a brief description.
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Table 10-6. Final Project
Documentation ltems

IL.

I1I.
IV.

VI
VIL
VIIIL.

Project description

Project proposal and backup data (request for proposal, statement of work, proposal
correspondence, and so on)

Original and revised contract information and client acceptance documents

Original and revised project plans and schedules (WBS, Gantt charts and network
diagrams, cost estimates, communications management plan, etc.)

Design documents

Final project report
Deliverables, as appropriate
Audit reports
Lessons-learned reports

Copies of all status reports, meeting minutes, change notices, and other written and
electronic communications

\
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Lessons-Learned Reports

1 The project manager and project team members
should each prepare a lessons-learned report

> A reflective statement that documents important things an
individual learned from working on the project

7 The project manager often combines information from
all of the lessons-learned reports into a project
summary report

1 See template and sample in Chapter 3
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Project Archives

o It i1s also important to organize and prepare project
archives

- Project archives are a complete set of organized
project records that provide an accurate history of
the project

- These archives can provide valuable information
for future projects as well

& s pdall Capd )l alac) g ardati ) Liayl agall a0
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Project Web Sites

- Many project teams create a project Web site to
store important product documents and other
information

- Can create the site using various types of
software, such as enterprise project management

software
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Figure 10-4. Microsoft Office Enterprise
Project Management (EPM) Solution

Project Web Access Welcome North Maey ~ | @
Cia 3 : <
-4, Office Project Web Access [rhis Site <] L
demm.
T Project Center
My Work New > | Actions = | GoTo~ | Tlsattings ~ | view: [somary <]
" My Tasks g -
« My Times! Zlea | e rropct Properties | BpuldTeam | Baesoucerlan | R 1 R | F7 |
 Tesues and Risks Projec: Schedule Status | Project Cost Statl Start | Finish %0 { [
- 12/16/2005 | 2/26/2007
» Project Cerer - A0R AR R0 e @) Q 1/9/2006|  2j26}2007
« Proposais and activies ||| | taorme baelte Hadko Product Vev ? @) T T,
= | B Product Q Q 3/24)2005|  §}29]2006
Resources B\ | Satelite Rado Proguct Development Frogram @) Q 12162005|  2{26/2007 |
S RISCITR O Y Troduction Expangion Program Q @) 1212005  9/8/2006
» Satus Reports L_‘;pl 2132 Hoover Assembly Eulldng Remodal . ‘ 1212006 —9:‘5’2%‘—
Reporting = Business Drivers.Improve customer satisfaction score - 1/1/2007 \2/27/2007 £
J = Data Analysic N | IinfagachreSicoot07 e \j1j2007 | 1242742007 "
P = I Business Drivers.Improve employee satisfaction 1/23/2005 4/20/2006:
 Task Updates )T  CBlimcknentationTD o Q 1/23/2006]  4j20/2006
e | El Business Drivers.Increase market share in existing markets - - 1/9/2005 | 2/26/2007 | |
» Administrative Time 2 Raat Show o @) Si23j2008)  8/1/2006
&) Congumer “echnology Show Q 10/10/2005|  1/1/2007
Personal Settings Busioess Launch Event of22j2006|  9jz2j2006]
Server Settings "]‘:]":A' Y ] Y T ST S m— = Y S— Mo B W BN Y VT N ey S
4 »
Lists
= Proposal proxcy list
Documents
= Shared Documents

Copyright 2009



Using Software to Assist in Project
Communications

. There are many software tools to aid in project
communications

- Today many people telecommute or work remotely at least
part-time

Project management software includes new capabilities to
enhance virtual communications

New tools, such as instant messaging and blogs, can
enhance project communications
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Chapter Summary

7 The goal of project communications management
IS to ensure timely and appropriate generation,
collection, dissemination, storage, and disposition
of project information

- Main processes include:
> ldentify stakeholders

(0]

Plan communications
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