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Notes on candidate evidence matrices

Candidates should be encouraged to develop a matrix indicating how their evidence relates to each unit/module and learning outcomes/assessment criteria. This helps advisors and assessors to support candidates to draw links between units and encourage cross-referencing and the possible multi-use of evidence.

Evidence matrices can be developed using the unit/module and learning outcomes/assessment criteria, giving candidates an opportunity to link their evidence to each outcome. 

Another approach is to have a more generic form where candidates list evidence and tick relevant boxes to show coverage.

Whatever approach is employed candidates should be encouraged to complete these forms themselves and not expect assessors to do this for them.
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[bookmark: _Hlk82540458]LO1: Be able to plan for the implementation of change processes within an organisation

1.1 Establish the need, objectives, and potential benefits in relation to a specific change requirement

According to Rees and Hall (2016), there are different reasons why organisational change happens. In some situations, organisations make the choice whether to change or not, but sometimes they are pressed to do so. In the case of my company, a multinational high street retailer, in particular in my store, the change process I am going to go through in this portfolio has been determined by different drivers.

When analysing the internal KPI’s, I noticed a growth in sales after the lockdown which finished in April 2021, as we can see in EV1. This may be classed as an economical driver, since the customers are eager to spend, as many had accrued additional savings during lockdown (Deloitte, 2021). 

This organisation’s growth can be also considered an internal driver for change (Rees and Hall, 2016). Referring again to EV1, there has been an investment in staff since April 2021, comparing the hours spent in 2021 against 2019 (we are not taking into consideration any figures from 2020 as we went through several lockdowns). However, in EV2 we can see that there has been an increase in employee turnover, even if it is lower than the same period in 2019. Other figures such as overtime indicate that more employees were needed to cover the demands of the business.

I completed a SWOT analysis of the business (EV3), based on company internal reports and informal conversations with employees, to establish the need for a change in the store structure. At that precise moment, the store was run by a General Manager and a Deputy Store Manager, followed by three Section Managers and a Head Cashier. The Section Managers are responsible for all commercial actions in their department but have very little support from the General Manager and Deputy Store Manager due to the high volume of their own tasks, which is more operational. Their teams consists in part-time sales assistant who work 5-6 hour shifts, where they mainly serve customers. This has caused them to miss deadlines and a general feeling of stress and anxiety in the store as there has been a lot of pressure coming from the regional team. At the time (June 2021), I was working as Deputy Store Manager and myself and the General Manager requested to open three vacancies for sales assistant on a full time basis to support the Section Managers. Our idea was to train them on the visual and commercial aspects of each department and, after the training was finished, they could be promoted to ‘Commercials’. This way, pressure would be taken from the Section Managers and deadlines would be achieved, but also, we would be promoting one of the company values: Professional Development. Details of the objectives, business case and benefits can be found on the Change Plan I have created (EV4).



1.2 Analyse who will be affected by the changes and their potential information and support needs

On the Change Plan (EV4) and Communications Plan (EV5) that I have created, stakeholders have been identified, along with their communication needs and the information that would be shared with them and how often the communication will take place, mainly. The stakeholders are: Sales Assistants, General Manager and Deputy Store Manager as Project Managers, Section Managers as Change Champions and Trainers, and last but not least, Regional HR Manager and Regional Commercial Managers as Project Sponsors. 

The first step we took was to ring our HR Manager to request the positions and inform them of our plan. He asked us to do a detailed plan and organised a Teams Meeting with the Regional Commercial Managers to discuss it. My General Manager and myself sent them a checklist with timescales, including the need for this change. However, as I am no longer working in that position, I have not been able to get a copy of the communication, but I had some notes, which I have used to create a more specific Change Plan and Communication Plan, based on Wilkinson and Taylor’s (2016) statement on how change should be communicated.  


1.3 Identify the resources required for the change process and how these will be made available

According to Prosci (2021), every change project needs resources and funding to achieve results. Referring again to the Change Plan (EV4), there are some resources already in place, such as equipment like iPads, scanner, printer, or guidance from the Regional Team. 

In terms of people, we were not looking to recruit extra members of staff, but to increase the weekly hours of those successful candidates from 20 to 30, which would cost £270 per month. At the end of the project, we were willing to promote the candidates on to a Commercial position, which would produce a slight salary increase, although this figure is not available.

There is also a small cost derived from materials, such paper, ink, pens, to record 121 meetings, which would be around £5 per month.

I have also identified the time to implement the change as a resource, which would be 4 months.


1.4 Devise a plan, including objectives, actions, and timescales for implementing the required change

For this change initiative, as I have explained previously, we were asked to create a plan, with deadlines and activities to achieve the objectives. After studying the subject of change management, I have observed that what we created was more a checklist of tasks, so I have created what I believe it would have been a suitable change plan from the point of view of a project manager, as I was going to be one of them. For that, I have used the template provided in Moodle, adjusting it to my specific proposal.

The Change Plan on EV4 contains the objectives and the activities to carry out to achieve them, along with the business case, which includes the benefits, issues, and risks of the change initiative. 

After that, stakeholders are named and their detailed roles. I have also embedded a Communications Plan (EV5), which explains how communications with the stakeholders will take place. 

The support offered is based on the training that the sales assistants will be provided with through coaching and mentoring activities, and I have also listed the resources required, with their cost. 

In order to be able to monitor and measure the plan’s success, I have created a Gantt chart with set timescales.


1.5 Communicate the change plan, and gain agreement for its implementation, from decision makers

Same as with the Change Plan, when I communicated the initiative to my regional managers, I only had a checklist with timescales, but for this assignment I have created a detailed Communications Plan (EV5), following the template in Moodle from the SHRM. 

The document does not include any signatures for approval, but I have provided a statement from my line manager explaining my involvement in the whole project (EV6).

My General Manager and myself organised a Teams meeting to explain the plan to our regional team. Although the main project sponsors agreed that change was needed and would commit to support us with the training for the selected sales assistants, they could not approve the final promotion and create the Commercial positions in the store, due to the uncertain times we are experiencing, as this would have to be implemented in the rest of the stores in the area. However, if the plan was successful, it would open new opportunities for the employees to work in other stores in the country where the position is established, and the regional team would keep it in mind if the store kept growing consistently.

I also created an advertisement poster (EV7) which was shown in different back areas in the store and aimed to the sales assistants. 
	



1.6 Reference list

Deloitte (2021) Retail Trends 2021. Available at: https://www2.deloitte.com/uk/en/pages/consumer-business/articles/retail-trends.html. Accessed on 20/11/21.

Prosci (2021) Best Practices in Change Management. Available at: https://www.prosci.com/resources/articles/change-management-best-practices. Accessed on 01/12/21.

Wilkinson, K. and Taylor, S. (2016) ‘Managing and Co-ordinating the HR Function’, in Taylor, S. and Woodhams, C. (2016) Studying Human Resource Management, 2nd Edition. London: CIPD. Accessed on 03/10/21.
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EV3

	STRENGTHS

· Staff willing to grow within the business
· Successful staff development programmes
· Opportunities to keep growing in other stores in the country (over 60)
· Managers trained in coaching and mentoring activities
· Business culture based on internal promotion
· High increase in sales volume
· High-end technology available to access commercial information
· Great employee benefits
· Small quantity of competitors in Swansea

	WEAKNESSES

· High employee turnover in the last 12 months
· Continuous pressure from regional team
· High levels of absenteeism due to stress and Covid
· ‘Burnt out’ feeling across the team

	OPPORTUNITIES

· Vacancies easily filled through internal promotion
· Expansion and growth
· Generate employment in the area
	THREATS

· Losing staff to other retailers, not direct competitors
· Cost of hiring and training to cover turnover
· Rise in prices due to Brexit




EV4




EV5





EV6
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EV7
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LO2: Be able to implement a change plan

2.1 Follow the agreed plan to implement change processes

On the change plan I have created (EV4), I have also attached a Gantt chart (EV8), which is a way of showing tasks or events, commonly used in project management. This shows us also when each activity starts and ends, its duration, if it overlaps with another one and the start and date of the whole project (Gantt.com, 2021). 

The project would start on the 12th of July 2021, with a planned ending date of the 14th of November 2021. As we can see on the Gantt chart (EV8), there are three activities which overlap: training, review meetings and review KPI’s. In this specific project it is not an issue, as the three activities are linked between them: it is needed to review KPI’s along with the objectives that have been set to ensure the training activities are working. This chart will allow the project managers and trainers to plan activities and workload to ensure that the right resources are managed properly and in hypothetical problematic areas (Johns and Perkins, 2016). Reminders were created in the iPad’s calendar to make sure deadlines were not missed.


2.2 Provide information and support to stakeholders in line with their identified requirements

On the Communications Plan (EV5), after identifying the stakeholders and setting the communication objectives, I have analysed their communication needs and requirements, including communication vehicles, frequency, and dates. 

In order to facilitate this change initiative, my General Manager and myself followed the Kotter’s change model (Rees and Hall, 2016). Firstly, after analysing KPI’s, as I have explained previously, we established that change was needed, and we had to act straight away. For that, we needed the support of our Section Managers in the store and the regional team too. We organised a meeting with the Section Managers in the store and explained the plan to them, who supported it immediately, as they would benefit from it also, confirming them as change champions.

After that, we organised a Teams meeting with the regional team, who would be the potential sponsors. Even if they agreed that the positions were needed and it would be beneficial for improving performance and reducing the pressure that section managers have, they could not approve the final promotion, as this new store model would have to then be implemented in the rest of the stores in the region, and that would incur extra costs, which could not be authorised due to the uncertainty linked to Covid. However, we would be providing the employees with the skills and tools for career progression, and it would leave an open door to future changes in structure.

When I advertised the vacancy for the new positions, with the advertising poster in the store (EV7), I was approached by several members of the team who asked different questions, although all of them had one in common: what reward they would get at the end of the process. Apart from the personal satisfaction of gaining new skills, it would provide them with opportunities to grow in the company in the future, even if it had to be in a different store. I shared with them my personal experience, how I started from the bottom as a cashier and worked my way up, becoming a manager within my first 18 months of service, although I had to move away from my original store to work in a new city. By the third day after the advertisement had gone live, we had received several applications. 

In terms of empowering others to act on the vision, we always encourage the employees to be in charge of their own training, welcoming new initiatives, and a two-way communication where they can share their expectations and feelings. When it comes to setting their objectives, I always persuade them to contribute with ideas regarding the support they may need. We provide them the tools and gadgets to get trained, supporting them through coaching and mentoring activities.

When it comes to reviewing their training, as every meeting is kept confidential, we cannot share it with the rest of the employees. However, during the 121 reviews, I always put emphasis on their success as a short-term win, to look at ways to improve their performance after.

With this change initiative, we have generated an internal desire of personal development within the store. Employees involved in it have shared with other colleagues their experience and, this way, we are promoting a succession plan in the store. 


2.3 Apply techniques for maintaining positive working relationships throughout the change processes

According to Mindtools (2021), a good working relationship entails trust, respect, inclusion, self-awareness, and open communication. In a change process, it is key to establish good working relationships with the stakeholders, as the success or failure of the initiative depends on them. By developing a bond with them, we can ensure that the project will be heading in the right direction. Besides, when employees are comfortable around each other, they will feel more confident to voice opinions and to embrace new ideas.

EV9 includes a statement from one of the managers in the store, explaining our working relationship, and the impact it had on her training as a manager and during this change initiative.




2.4 Monitor the effectiveness of the implementation, agreeing and making justified adaptations where required

According to Prosci (2021), the change management team should define which measures should be used to collect and review data, and how often they will be used. With the results, we may adapt the change management process in order to achieve the goals set.

As established on the change plan (EV4), we intended to hold 121 meetings with the employees every two weeks to review their performance, but also to receive any feedback from their own experience and act upon it. EV10 shows some of the training goals for a specific employee and the feedback provided from both Section Manager and employee. 

After her second review meeting, and due to sickness of a member of the management team, plus the planned annual leave of other two managers, this employee was given extra responsibilities, as her section manager had to support other departments and the store in general. She was required to make decisions to implement commercial strategies, which made her develop an excellent rapport with the Regional Commercial Manager. However, she felt unsupported by the management team and it made her feel so anxious that she even requested to be removed from the project. I was called in to the review meeting by the Section Manager, we discussed her worries, but I focused on praising her achievements, including the ones who were not planned as a goal. We both decided that the only new objective for the following period would be to request help from the team to share the workload. This way, the employee would feel less pressured and would have the opportunity to recover. But what it is more important, she would stay as part of the change project.

It was also agreed to analyse the KPI’s once a month, once the figures have been updated by our team in Head Office. This usually takes place after the 10th of each month. As we can see on EV11, department two had negative sales up to and including July, but from August, since the training started, there has been a growth in sales, and they have been growing since, which means the training was having a positive impact on the department’s performance.


2.5 Maintain records of the change process in line with organisational requirements

According to The National Archives (2010), it is essential for an organisation to keep records, as they will allow the employees to do their work regularly, knowing the processes, decisions and actions that inform and drive the business. Also, it is a way of having credible evidence to protect the organisation, its employees and any other person involved in the business and their activities, but in case of any internal or external audit too. The corporate knowledge resource would be available and accessible, acting as company memory.

In the case of this change initiative, I have now created the Change Plan (EV4) and Communications Plan (EV5), but also, we have the training booklet used as guidance to set objectives (EV12), paper records of the 121 review meetings (EV10), and Management Dashboard (EV11), which includes KPI’s, such as productivity based in sales vs hours. All personal 121 review meetings are confidential, complying with the Data Protection Act 2018 (Gov.uk, 2021).


2.6 Reference list
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Gov.uk (2021) Data Protection. Available at: https://www.gov.uk/data-protection. Accessed on 03/12/21.

Johns, T. and Perkins, G. (2016) ‘Developing Professional Practice’ in Taylor, S. and Woodhams, C. (2016) Studying Human Resource Management. 2nd edition, pp. 67-87. London: CIPD. Accessed on 03/12/21.

The National Archives (2010) Guide 4. Keeping records to meet corporate requirements. Available at: https://cdn.nationalarchives.gov.uk/documents/information-management/rm-code-guide4.pdf. Accessed on 03/12/21.
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LO3: Be able to assess the impact of change processes within an organisation

3.1 Measure the effectiveness of the change process in meeting the required objectives

Harvard Business Review (2005) establishes that companies should formally review change projects at least twice a month, as they might experience problems if the time between reviews is over eight weeks. Harvard Business Review suggests that complicated processes ought to be reviewed every two weeks, whereas simpler projects may be assessed every six to eight weeks.

In our change initiative, it was agreed that the 121 reviews held with the employees to discuss their performance would be taking place biweekly. Doing so, we would ensure that we do not overwhelm the employees and focus on a four objectives in two weeks, rather than setting double the amount of goals and review it every month, so if anything has not been accomplished, we react straight away to work on it.

I have completed an assessment of the change initiative, which may be found on EV13. We had a great response to the advertisement, since six people applied for the positions, but others also requested information. 

As we have seen on EV10, employee two started achieving her objectives on the first review, but due to sickness, she felt overwhelmed as she was required to take on extra responsibilities. It was a slight step back, but she carried on achieving her objectives on the following weeks. However, due to management sickness, her training was interrupted again. 

Employee three left the company after a month on her training, so another person had to be hired to replace her, having to start the process from the beginning. For employee one, his Section Manager was signed off sick and is still out of the business, so his training has suffered a lot in terms of management and following up, as there has not been a proper management cover in the store. 

There were also changes on the Project Management Team, as the General Manager who was on maternity leave at the beginning of the project, returned to work, and the Project Sponsors requested for her to become one of the Project Managers, taking that responsibility of myself as I returned to my original position as Section Manager. This meant I would be in charge of the training for employee two.

Even if we encountered a few steps back and the milestones were not achieved, the commerciality in the departments increased, and was reflected in meeting deadlines and the increase on the sales, especially on department two, which was not performing as well before the project.



3.2 Identify further work required to embed changes and/or further developments required

The main issue we have had was the absenteeism in the store. However, this was identified as a potential issue in the change plan (EV4). Another risk was the changes in stakeholders, from employee three to the project management team, as requested by HR. Both issues affecting the objectives setting and reviewing, mainly on departments one and two.

Another concern we encountered was the inexistent support from the regional team, both commercial and HR, as they were completely disengaged from the project. Whereas they were initially very encouraging, there was no response to the emails sent about the 121 reviews and, even if support was requested in numerous occasions through phone calls and emails, they did not act upon it.  

We have carried on with the employees’ training, as they are more engaged now that they were at the beginning and they want to be part of the success of the team while learning new skills.


3.3 Communicate the key outcomes and the impact of change to stakeholders

I completed the assessment of this change initiative (EV13), as requested by my General Manager, as she felt that even if I was relegated from that responsibility by the HR team, I had been the one who drove the initiative from the beginning and she still counted me as part of the project management team.

I tried to set up a Teams meeting with the regional team, with the intention to gain some feedback from their side, but their response was to send it on an email, as they were very busy with other matters, which shows, once again, their disengagement from the project.


3.4 Evaluate the effectiveness of own performance in contributing to the management of change

Looking at the CIPD Profession Map (CIPD, 2021) specially the standards expected at an Associate Level, I believe I have the knowledge to analyse data to create a case for change, by analysing internal and external reports and conducting a SWOT analysis of the business (EV3). The business case is also shown on the Change Plan (EV4).

In terms of change management approaches, I have explained previously on 2.2 how I have followed the Kotter’s change model (Rees and Hall, 2016), even if my knowledge of change models was limited at the beginning of the project. 

When creating the Change Plan, I had to set deadlines and milestones, which is shown on the Gantt chart I have created (EV8). Previous to this project, I had not used this tool, but I have realised how easy and practical it is, so I will use it for future projects. I also included on the Change Plan a list of tasks, resources, risks, and costs for the project.

Looking at the setting up of the objectives, and their review at a later stage, I initially helped the Section Managers to establish them following the priorities of the department and the skills of each employee, stepping up when I was required to. I offered the employees support with the training activities as a Deputy Store Manager, but I was even more involved later on as my contract ended and my job role was Section Manager. If a certain training activity was not clear, or the employee had difficulties trying to achieve the objective, I always helped them find an alternative.

In general, I believe I have the knowledge required, although I should be involved in more change initiatives in order to develop more skills and feel more confident.
	

3.5 Reference list
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3.6 Evidence

EV3

	STRENGTHS

· Staff willing to grow within the business
· Successful staff development programmes
· Opportunities to keep growing in other stores in the country (over 60)
· Managers trained in coaching and mentoring activities
· Business culture based on internal promotion
· High increase in sales volume
· High-end technology available to access commercial information
· Great employee benefits
· Small quantity of competitors in Swansea

	WEAKNESSES

· High employee turnover in the last 12 months
· Continuous pressure from regional team
· High levels of absenteeism due to stress and Covid
· ‘Burnt out’ feeling across the team

	OPPORTUNITIES

· Vacancies easily filled through internal promotion
· Expansion and growth
· Generate employment in the area
	THREATS

· Losing staff to other retailers, not direct competitors
· Cost of hiring and training to cover turnover
· Rise in prices due to Brexit
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P21 2,020 020 2,009 1,848 2,150 2,010 2,208 119 2,332 1,894 11,938 24,647
Var R21 vs Target (%] 6.6% 28.4% 35.6% 40.9% 4.5%
Diff R21 vs Target (%) 133 573 716 756 -sat
BROOWith VAT )
Stgre +iPod] Februa March ol May Juse i August Septembec tober  Noverber _Decembér _ anuan san R
R21 03 02 1405 1365 1241 1324 176
P21 83.7 938 961 1121 114.6 1156 974 105.5 1238 1323 156.4 1040 1024 1120
-99.6% -99.8% 46.1% 21.8% 8.3% 14.5% 14.8%
PYP per Lnic
{Store oah Febru; Marcch April M: Juoe ol Al Septenber. October November Decernb Jar YIp. FY
R21 9.61 652 1830 18.20 1621 14.26 2858,
R19 15.27 17.76 17.27. 17.18 13.99 11.87 15.58 19.10 2110 2148 19.28 1232 15.15 16.59

Var R21 vs Target (%] 37.1% 63.3% 6.0% 5.9% 15.9% 20,15 9.1%
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HR DASHBOARD

¥T0 June
Country UK
Erand ZARA
Region
Store Name ... SWANSEA
Dept. (Al
ETo
February March Aprit May June suly August __ September __October __ November _ December _January 1D
R21 0.00% 0.00% 0.00% 8.16% 7.84% 427%
R19 8.89% 0.00% 0.00% 2.09% 0.00% 426% 9.30% 9.52% 0.00% 0.00% 0.00% 851%  17.00%
Var R21 vs R19% -100.00% “1020% 75.52%
Retention Ratio
February March Apsil May June July August ___September __October __ November _ Decentber _January 1o
R21 100.00% 10000%  100.00% 95.83% 9200% 90.48%
R19 91.30% 10000% __ 10000% 86.96% S0.00%  10000%  10000%  10000% _ 9167%  8261%
Var R21 vs R19% 2% 0.00% 0.00% 2%
Absenteeism
February March Aprit May June suly August __ September _October __ Navember _December __January i
R21 267% 0.00% 153% 163% 355% 1.94%
R19 0.77% 0.67% 0.87% 2.98% 1.28% 141% 0.00% 215% 237% 172% 2.42% 9.29% 1.20%
Var R21vs R19% 247.85% -100.00% __ 7643% 176.15% 50.48%
% Overti
February March April May June July August __September __ October __ November _ Decerntber _ January Yio
R21 0.00% 0.00% 5.76% 0.52% 3.48% 250%
R19 285% 5.33% 0.87% 121% 108% 0.53% 263% “0.66% 0.95% 261% 3.60% 4.73% 230%
Var R21 vs RIS% 100.00%  10000% __ 56264% __ 57.55% ___223.79% 8.74%
Corrections
February March Aprit May June Joly August __ September __October _ November _December _January 0
R21 0.00% 9.09% 8.33% 16.00% 0.00% 672%
R19 0.00% 4.35% 0.00% 0.00% 0.005% 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 13.04%  0.87%
Var R21 vs R19% 109.09% 673.11%
£ Ratio
(staff ONLY) February March Apel May June July August___September __ Ociober _ November _ Deceniber __January vip
Ra1 25.0% 250% 176% 27.8% 2L1% 23.26%
R19 235% 27.8% 27.8% 250% 316% 33.3% 37.5% 37.5% 37.5% 313% 389% 353%  27.27%
Var R21vs R19% 6.25% C10.00%  3647% 1111% 33.33% 1a73%
KEY CLARIFICATIONS:

EMPLOYEE TURNOVER(ETO): Voluntary Leavers/Average employees for the relevant period (TARGET: 15% Decrease)
RETENTION: Employees at the end of the relevant period/Employees at the beginning of the same period
(TARGET: 15% ncreose)
ABSENTEEISW: Sickness&Unauthorised Absence/Contracted Hours for the relevant period (TARGET: <2.5%)

5 OVERTIME: Overtime worked/Total Hours worked for the relevant perlod (TARGET: <2.5%)
% CORRECTIONS: Number of corrections/Total employees working for the relevant period (TARGET: <5%)
Ful time employees (T > 30Hours)/Total Employees working for the relevant period.

FrRATIO:
Only 34 and CA willbe considered
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		Created by

		Maria Mellen Jimenez



		Date

		20/11/21



		Version

		1.0







		Vision and Objectives



		· [bookmark: _Hlk90846787]To create three Commercial positions in the store, one per department, to support the section managers.

· To ensure the commerciality in the department.

· To achieve commercial deadlines.

· To accomplish the company goals.



		Activities to achieve objectives (see Gantt chart attached)



		· Advertise position for applications  

· Skills assessments and feedback  

· Training  

· 121 Review Meeting  

· Review KPI’s  

· Request Promotions  

· Employees starting new positions  





		Business case (evidence-based - include data, benefits of change, gap analysis – difference between current and future states, issues and risks)



		After analysing the sales against those before the pandemic, two years ago, an increase of a 52 % can be seen as a store in April 2021, and a 42.5% in May, although feedback from regional commercial managers is slightly negative as section managers often missed deadlines for commercial actions. By creating the positions of a Commercial in each department, deadlines would be met as this person would be shown the commercial skills to support the section managers on their days off.



Benefits:

· Section managers would feel less pressured and overwhelmed.

· Deadlines met.

· Career progression, internal promotion.

· Continuous sales increase.



Issues:

· Not additional training budget.

· Slight salary increase for those successful after training is finished.



Risks:

· Isolation periods if someone contracts Covid may delay objectives achievement.

· Changes in stakeholders.

















		People affected (stakeholders – employees, particular employees, customers, shareholders)



		Section managers.

Sales assistants on a 30-hour contract or higher.

General Manager.

Deputy Store Manager.

Regional Commercial Managers.

HR Manager.





		Scope of change (eg one site, one product group)



		[bookmark: _Hlk88426521]Three 30-hour sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021.





		Roles (project manager, sponsor, team members)



		Project managers: General Manager and Deputy Store Manager

Sponsors: Regional Commercial Managers and HR Manager

Change champions: Section Managers

Trainer: Section Managers

Trainees: Sales Assistants





		Communication strategy (attach communication plan, list of change champions)



		







The change champions are the three Section Managers in the store.





		Support to be offered (advice, counselling, coaching, mentoring, representation, training - attach, for example, a training plan)



		Coaching and mentoring through 121 meetings to complete the sales assistants training.

Training booklet: Commercial 2





		Timings and milestones (see Gantt chart attached)



		Start: 12/07/21

Finish: 14/11/21

Milestones: Training completed and employee starting new positions





		Resources required, including cost (equipment, time, people, materials, guidance)



		Equipment: Department iPad already available to analyse commercial reports.

Time: 4 months.

People: No extra staff members, but an increase of weekly working hours from 20 to 30, of each of the three Sales Assistants selected. Support also available from Deputy Store Manager and General Manager.

Materials: Paper and pens to record 121 meetings, printer, scanner, already available.

Guidance: Commercial Regional Manager, HR Manager.

Cost: 

· Materials, £5/month. All commercial reports and training guidance are available in the store iPads, eco-friendly. 

· Contracted hours increase: £277.50 / month (£9.25 x 30).

· Promotion after training is completed: Cost to be confirmed by HR department.



		Monitoring activities



		121 review meetings every two weeks.

KPI’s analysis.





		Success Measures



		Training goals achieved within timescales set.

KPI’s analysis: Sales growth.














GANTT CHART
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[bookmark: _Toc465349983][bookmark: _Toc51749735]Summary


[bookmark: _Hlk89811469]The basis for creating the plan is to reach the desired stakeholders, in order to improve team productivity, gaining management sponsorship and buy-in, and to support the employees who wish to develop professionally. 


Currently, the communications in the team are mainly through the internal app (via notification), corporative email and in-store posters. For this particular project, the communication methods which we plan to use would be 121 meetings, Teams meetings and email communications, where feedback will be given from all the stakeholders and a plan of action would be set to achieve goals. At the end of the project, all the stakeholders will receive a questionnaire to be filled anonymously.


We would measure the success through a number of variables, such as the number of applicants or the message distribution through the planned channels.


There might be some risks and issues to take into consideration. For instance, changes on the stakeholders throughout the project, or long-term absence.





[bookmark: _Toc465349984]Introduction


[bookmark: _Toc465349985]Background


After the reopening of the store in April 2021, and analysing the KPI’s provided, it is clear that the store has been achieving and exceeding the sales targets, based on the sales from the same period in 2019, as we do not have any figures from the same period in 2020, due to the first lockdown. However, deadlines are usually missed by section managers as their workload is larger and have no support on their days off.


Currently, and due to long term sicknesses, we have been able to temporarily increase some part-time sales assistants’ contracts to a 30-hour contract. These employees work five days a week, mainly supporting the section managers on their days off. The plan is to train and develop their commercial skills and make this positions permanent. This way, section managers would be supported and less overwhelmed, deadlines will not be missed, and we would be providing the employees with career development opportunities.


· Vision and objectives for the Organisation





· To ensure commerciality is present at all times in the merchandising activities on the shopfloor.


· To achieve the sales targets.


· To accomplish the company deadlines.


· To ensure the staff well-being.





· Goals, timeframes, and scope of the projects





· The vacancies will be advertised on the 12th of July and will be open to apply until the 18th of the same month.


· Skills assessments and interviews will take place from the 26th of July until the 1st of August, including providing feedback.


· The three successful sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021, to be working in their new positions from the week commencing the 8th of November.





· Current and past communications activities


Communication usually takes place through the staff mobile app or personal email. In the case of a management job opening or development opportunity, a notification will come through the employee’s mobile app, with information such as deadline to apply and job description. We also make the most of the morning/afternoon meetings, a five-minute briefing meeting before the start of their shift to solve any questions or simply discuss the new opportunities.


· Existing communications staff and stakeholders


Store Manager, Deputy Store Manager, Section Managers, Sales Assistants, HR Manager, Regional Commercial Managers for the three sections.


· Current communications tools, activities, and events


We have Teams available for video conference to inform several stakeholders at the same time, such as regional managers, including HR. 


For this specific case, we will inform the employees in the morning meetings and will create an advertising poster that will be displayed in the common areas in the store. As it is an initiative for our store staff only, we will not be using our staff mobile app, as all the opportunities published there are open to all candidates in the country.


· Means of reviewing communications effectiveness


In an event such as development opportunity, we measure the success with the number of applicants and gathering feedback on those morning meetings.


· Results of past communications surveys


Not available.


· Reasons for requiring more formal communications planning





· To clarify goals and objectives.


· To identify the different audiences and clarify channels, materials, and ways of communication.


· To identify and implement communication activities.


· To help the stakeholders get on the same page.


· To embrace the stakeholders’ input.


· To assess the plan’s success and the areas that need strengthening.














· Desired outcome of the communications planning process





· To create three Commercial positions in the store, one per department, to support the section managers.


· To ensure the commerciality in the department.


· To achieve commercial deadlines.


· To accomplish the company goals.





[bookmark: _Toc465349986]Situation Analysis


· Strengths: The team involves experienced regional managers from different backgrounds who may be particularly good at identifying the type of information that needs to be delivered and when.





· Weaknesses: The information must be adequate to the audience. Different meetings must be set depending on the audience and what should be shared. For instance, review meetings with the sales assistants should take place individually. However, any feedback must be shared with the different regional managers in a separate meeting. 





· Opportunities: To reinforce the company values, such as internal promotion and continuous career development. Commercial managers might be able to organise workshops to support the trainees.





· Threats: Constructive feedback may cause a loss of motivation for the trainee, as they might just concentrate on the negative aspects of their training. 





[bookmark: _Toc465349987]Lessons Learned


Previously, individual emails would be sent to the manager’s email inbox for them to share it with the team, including a list of FAQ’s to help the manager. This way, all the employees would be informed personally.	


Nowadays, communication of new projects usually comes through a notification on the company’s app. Only the employees who have the notifications ‘on’ on their settings will access the information. This may lead to less successful messages and not everyone will see them, but also managers would have to clarify separately any issues or questions.


By emailing the information to all the employees, we ensure they all receive it and can access it, increasing the audience and involvement in the project.





[bookmark: _Toc465349988]



Objectives


[bookmark: _Toc465349989]Communications Objectives


· Improving team productivity.


· Gaining management sponsorship and buy-in.


· Supporting the employees who want to develop professionally.





[bookmark: _Toc465349990]Communications Guidelines


· All messages will be tailored to each specific audience, based on what they need to know.


· Every key message will be communicated formally


· Messages will be distributed through either 121 meetings or Teams meetings.


· 121 review meetings with employees will be held every two weeks.


· Copy of review meetings will be sent by email to all regional managers involved.


· The project team will listen and act on feedback.





[bookmark: _Toc465349991]



Stakeholders


· Project board members: General Manager, Deputy Store Manager, Regional HR Manager, Regional Commercial Managers.


· Project management team: Project Managers and Section Managers.


· Project team members: Sales Assistants, Section Managers, Deputy Store Manager, General Manager, Regional Commercial Managers, Regional HR Manager.


· Project Sponsors: Regional Commercial Managers and Regional HR Manager.








Stakeholder Communication Needs Analysis


			Stakeholder


			Communication Needs


			Degree of Impact[footnoteRef:1] [1: ] 



			Preferred Communication Vehicle


			Frequency of Communication


			Delivered By





			Sales Assistants


			Individual Performance


			High 


			121 meeting


			Every two weeks


			Section Manager





			Section Managers


			Change Plan


			High


			In-store meeting


			Before launch


			General Manager or Deputy Store Manager





			Regional Commercial Managers


			Change Plan





KPI’s: 


Productivity


Sales


			High


			Teams meeting





Email


			Before launch





Every two weeks, after 121 review


			General Manager or Deputy Store Manager





			Regional HR Manager


			Change plan





KPI’s: 


Productivity


Sales


			High


			Teams meeting





Email


			Before launch





Every two weeks, after 121 review


			General Manager or Deputy Store Manager











[bookmark: _Toc465349992]






Stakeholder Requirements


			Name


			Role


			Information


			Timeframe





			A. B.


K. B.


E. M.


D. A.


			Project Sponsors


			· Detailed project status


· Issues in implementation


· Timeline performance


· KPI’s analysis and action plan.


			Every two weeks





			S. G.


V. W.


D. A.


			Section Managers


			· Detailed project information


			Before launch





			H. T.


I. O.


			Project Managers


			· Employees’ performance


· Issues 


· Timeline performance


			Every two weeks





			Unknown 


			Sales Assistants


			· Advertising poster





· Individual performance


			Beginning of project








Every two weeks











[bookmark: _Toc465349993]Key Messages


· Project launch: Project information to gain applicants.





· Project status: Project implemented within the agreed timeframe and quality targets.





· Project issues: Issues affecting the project and the action plan to resolve them.





· Project risks: The high level risks which may have an impact on the project and what actions will be taken to ease, prevent or decrease them.





· Project resources: Any resource constraints currently affecting the project.





[bookmark: _Toc465349994]



Channels


[bookmark: _Toc465349995]Delivery Channels


			· Advertising


· Email


· Posters


· Team meetings 


· Workshops

















Communication Vehicles Analysis


			Communication Vehicle Description


			Target Audience


			Advantages


			Disadvantages


			Frequency


			Owner (Contact)


			Feedback Mechanism





			Current





			App notification


			Sales Assistants


			All employees must have this app on their phone


Everyone is informed at the same time


			Notification settings might be turned off


			When novelty happens


			Head of department


			Conversation with manager








			Corporative Email


			Managers


			More personalized


May attach files


			Use of extra time to explain the message


			When novelty happens


			Head of department


			Conversation with manager





			Poster


			All employees


			Accessible to everyone in the workplace


			Some people might ignore advert boards


			When novelty happens


			Head of department


			Conversation with manager





			Proposed





			Email


			All employees


			Everyone receives detailed information at the same time


May attach files


			Less personalized


Email might end in ‘Junk’ folder


			Launch of project


			Project Manager


			Anonymous digital survey





			121 meeting


			Sales Assistants


			Individual feedback about performance


			Time-limited 


Dependent on staff cover


			Every two weeks


			Section Managers


			Two-way communication with manager





			Teams/Zoom meeting


			Project Sponsors


			Information shared once at the same time


Main feedback received straight away


			Hard to coordinate as Regional Managers have other commitments


			Before launch


			Project Managers


			Conversation 





			Email


			Project Sponsors


			Everyone receives the information at the same time


May attach files


			Not everyone will open the email straight away so feedback will not be received quick.


			Every two weeks


			Project Managers


			Email 


Phone call











[bookmark: _Toc465349996]





Information Collection





			Channel


			Application forms





			Information Requirement


			Candidates’ details





			Information Provider


			Sales Assistant





			Collection Timeframe


			12th – 18th July 2021











			Channel


			121 meeting





			Information Requirement


			Individual performance





			Information Provider


			Section Manager





			Collection Timeframe


			Every two weeks











			Channel


			Email 





			Information Requirement


			Individual performance


Project status and issues





			Information Provider


			Project Manager





			Collection Timeframe


			Every two weeks, on Fridays














[bookmark: _Toc465349997]






Communications Plan


Considerations


· Date: Information message to the Project Sponsors would be communicated prior to the launch, the get their approval. After that, we would communicate with the Sales Assistants to inform them of the project so they can apply for it. Once selected, we would hold a 121 review meeting every two weeks with the Sales Assistants to discuss their performance and forward the information to the Sponsors. There should be no delays in communicating messages as this may delay the project fulfilment.





· Audience: The target audience are Sales Assistants and Project Sponsors. Project Sponsors will support the Project Managers to ensure the objectives are met and Sales Assistants are looking for career development. The messages must be clear and concise, allowing them to ask questions if any doubts arise.





· The reason for the communication is to gain buy-in from Sponsors and employees. There would be a positive response from Sales Assistants as some of the have expressed their desire to grow in the company. On the other hand, Project Sponsors might not agree with the final part of the project, which involves an expense for internal promotion.





· Risks: Messages must be clear to avoid misinterpretation.





· Activities: We would use Teams meetings, 121 meetings, email, and in-store posters.





· The Key Messages are the launch, status, issues, and risks. 











[bookmark: _Toc465349998]


















Communications Schedule





			Communication Activities & Topics (What)


			Target Audience (Who)


			Timing / Frequency (When)


			Developer


			Reviewer


			Approver


			Deliverer


			Vehicle (How)


			Goal





			Current Month (June 2021)


			


			





			Description of plan


			Section Managers


			W/C 20/6/21


			Project Manager


			Project Manager


			Project Manager


			Project Manager


			In-store meeting


			Gain support as trainers





			


			Project Sponsors


			W/C 28/6/21


			Project Manager


			Project Sponsors


			Project Sponsors


			Project Manager


			Teams meeting


			Approval of plan





			Next Month (July 2021)


			


			





			Launch


			Sales Assistants


			12/07/21


			Project Manager


			Project Sponsors


			Project Sponsors


			Project Manager


			In-store Poster


			Applications





			Feedback after skills assessments


			Sales Assistants


			W/C 26/07/21


			Section Manager


Project Manager


			Section Manager


Project Manager


			Section Manager


Project Manager


			Section Manager


Project Manager


			121 meeting


			Selection of three applicants





			


			Project Sponsors


			W/C 26/07/21


			Project Manager


			Project Manager


			Project Manager


			Project Manager


			Email and Teams meeting


			Approval of candidate selection





			And so Forth 


			


			





			Objectives setting


			Sales Assistants


			W/C 02/08/21


			Section Managers


			Project Manager


			Project Manager


			Section Manager


			121 meeting


			Objectives set and agreed





			Objectives review


			Sales Assistants


			W/C 16/08/21


Every two weeks after


			Section Managers


			Project Manager


			Project Manager


			Section Manager


			121 meeting


			Objectives achieved


New objectives set and agreed





			


			Project Sponsors


			W/C 16/08/21


Every two weeks after


			Project Manager


			Project Manager


			Project Manager


			Project Manager


			Email


			Feedback














[bookmark: _Toc465349999]Communications Events





			ID


			Event


			Description©


			Purpose


			Frequency


			Date(s)





			1


			Performance Review Meeting


			Individual 121 meeting involving the sales assistants and their section managers, to discuss their performance


			To gain feedback from employees and agree objectives, through coaching and mentoring activities.


			Every two weeks


			02/08/21


16/08/21


30/08/21


13/09/21


27/09/21


11/10/21


25/10/21





			2


			Project Board Communication


			Email containing the individual 121 review meetings and new objectives agreed


			To keep Project Sponsors informed with the project process and agree an action plan if any delays.


			Every two weeks on Fridays.


			06/08/21


20/08/21


03/09/21


17/09/21


01/10/21


15/10/21


29/10/21





			3


			Project Board Meeting


			Formal meeting held with the Project Board to assess the overall status of the project.


			To determine whether the project has been completed.


			End of project


			01/11/21











[bookmark: _Toc465350000]Communications Responsibilities 


Key: 


A = Accountable for communication event (as marked in green)


R = Receives communications materials, takes part in meetings (as marked in yellow)


M = Monitors communications process and provides feedback (as marked in orange).





			ID


			Project Sponsor


			Project Manager


			Project Member©





			1


			


			A


			R





			2


			R


			M


			A


			





			3


			A


			M


			R


			




















[bookmark: _Toc465350001]Communications Roadmap





			Audience (Stakeholder)


			Key Messages


			Delivery Channel(s)


			Frequency


			Sender





			Sales Assistants


			Project Launch


			In-store Poster


			Once 


			Project Manager





			Sales Assistants


			Project Status


			121 meeting


			Every two weeks


			Section Manager





			Project Sponsors


			Project Status


			Email


			Every two weeks


			Project Manager





			Project Sponsors


			Project Issues


			Email


Teams Meeting


			Every two weeks


			Project Manager





			Project Manager


			Project Risks


			Teams Meeting


			Before launch


			Project Sponsors















Feedback





[bookmark: _Toc465350002]Feedback Measures


At the end of the project, all stakeholders will be sent a questionnaire, but they will also have the opportunity to give feedback to the Section Managers, Project Managers or Project Sponsors through 121 review meetings, Teams meetings or via email.


[bookmark: _Toc465350003]Success Criteria


· The message reached its intended audience


· The message was distributed through the planned channel


· The distribution was effective


· The message achieved the desired effect (The applications were received on schedule)


· The message addressed the information requirements of the audience


[bookmark: _Toc61876359][bookmark: _Toc465350004]















Appendix


· Change Plan











· Commercial Advertisement











[bookmark: _Toc465350005]Assumptions


· There are adequate resources available to complete the assigned tasks.


· The timeframes listed in the Communications Schedule are satisfactory.


· The required budget is available to complete the tasks needed.


[bookmark: _Toc465350006]Risks


· The requirements for communication change during the project.


· The project stakeholders changes throughout the project. 


· Long-term absences.
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Change Plan



				Created by



				Maria Mellen Jimenez







				Date



				20/11/21







				Version



				1.0















				Vision and Objectives







				· To create three Commercial positions in the store, one per department, to support the section managers.



· To ensure the commerciality in the department.



· To achieve commercial deadlines.



· To accomplish the company goals.







				Activities to achieve objectives (see Gantt chart attached)







				· Advertise position for applications  



· Skills assessments and feedback  



· Training  



· 121 Review Meeting  



· Review KPI’s  



· Request Promotions  



· Employees starting new positions  











				Business case (evidence-based - include data, benefits of change, gap analysis – difference between current and future states, issues and risks)







				After analysing the sales against those before the pandemic, two years ago, an increase of a 52 % can be seen as a store in April 2021, and a 42.5% in May, although feedback from regional commercial managers is slightly negative as section managers often missed deadlines for commercial actions. By creating the positions of a Commercial in each department, deadlines would be met as this person would be shown the commercial skills to support the section managers on their days off.







Benefits:



· Section managers would feel less pressured and overwhelmed.



· Deadlines met.



· Career progression, internal promotion.



· Continuous sales increase.







Issues:



· Not additional training budget.



· Slight salary increase for those successful after training is finished.







Risks:



· Isolation periods if someone contracts Covid may delay objectives achievement.



· Changes in stakeholders.



































				People affected (stakeholders – employees, particular employees, customers, shareholders)







				Section managers.



Sales assistants on a 30-hour contract or higher.



General Manager.



Deputy Store Manager.



Regional Commercial Managers.



HR Manager.











				Scope of change (eg one site, one product group)







				[bookmark: _Hlk88426521]Three 30-hour sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021.











				Roles (project manager, sponsor, team members)







				Project managers: General Manager and Deputy Store Manager



Sponsors: Regional Commercial Managers and HR Manager



Change champions: Section Managers



Trainer: Section Managers



Trainees: Sales Assistants











				Communication strategy (attach communication plan, list of change champions)







				















The change champions are the three Section Managers in the store.











				Support to be offered (advice, counselling, coaching, mentoring, representation, training - attach, for example, a training plan)







				Coaching and mentoring through 121 meetings to complete the sales assistants training.



Training booklet: Commercial 2











				Timings and milestones (see Gantt chart attached)







				Start: 12/07/21



Finish: 14/11/21



Milestones: Training completed and employee starting new positions











				Resources required, including cost (equipment, time, people, materials, guidance)







				Equipment: Department iPad already available to analyse commercial reports.



Time: 4 months.



People: No extra staff members, but an increase of weekly working hours from 20 to 30, of each of the three Sales Assistants selected. Support also available from Deputy Store Manager and General Manager.



Materials: Paper and pens to record 121 meetings, printer, scanner, already available.



Guidance: Commercial Regional Manager, HR Manager.



Cost: 



· Materials, £5/month. All commercial reports and training guidance are available in the store iPads, eco-friendly. 



· Contracted hours increase: £277.50 / month (£9.25 x 30).



· Promotion after training is completed: Cost to be confirmed by HR department.







				Monitoring activities







				121 review meetings every two weeks.



KPI’s analysis.











				Success Measures







				Training goals achieved within timescales set.



KPI’s analysis: Sales growth.
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[bookmark: _Hlk89811469]The basis for creating the plan is to reach the desired stakeholders, in order to improve team productivity, gaining management sponsorship and buy-in, and to support the employees who wish to develop professionally. 




Currently, the communications in the team are mainly through the internal app (via notification), corporative email and in-store posters. For this particular project, the communication methods which we plan to use would be 121 meetings, Teams meetings and email communications, where feedback will be given from all the stakeholders and a plan of action would be set to achieve goals. At the end of the project, all the stakeholders will receive a questionnaire to be filled anonymously.




We would measure the success through a number of variables, such as the number of applicants or the message distribution through the planned channels.




There might be some risks and issues to take into consideration. For instance, changes on the stakeholders throughout the project, or long-term absence.









[bookmark: _Toc465349984]Introduction




[bookmark: _Toc465349985]Background




After the reopening of the store in April 2021, and analysing the KPI’s provided, it is clear that the store has been achieving and exceeding the sales targets, based on the sales from the same period in 2019, as we do not have any figures from the same period in 2020, due to the first lockdown. However, deadlines are usually missed by section managers as their workload is larger and have no support on their days off.




Currently, and due to long term sicknesses, we have been able to temporarily increase some part-time sales assistants’ contracts to a 30-hour contract. These employees work five days a week, mainly supporting the section managers on their days off. The plan is to train and develop their commercial skills and make this positions permanent. This way, section managers would be supported and less overwhelmed, deadlines will not be missed, and we would be providing the employees with career development opportunities.




· Vision and objectives for the Organisation









· To ensure commerciality is present at all times in the merchandising activities on the shopfloor.




· To achieve the sales targets.




· To accomplish the company deadlines.




· To ensure the staff well-being.









· Goals, timeframes, and scope of the projects









· The vacancies will be advertised on the 12th of July and will be open to apply until the 18th of the same month.




· Skills assessments and interviews will take place from the 26th of July until the 1st of August, including providing feedback.




· The three successful sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021, to be working in their new positions from the week commencing the 8th of November.









· Current and past communications activities




Communication usually takes place through the staff mobile app or personal email. In the case of a management job opening or development opportunity, a notification will come through the employee’s mobile app, with information such as deadline to apply and job description. We also make the most of the morning/afternoon meetings, a five-minute briefing meeting before the start of their shift to solve any questions or simply discuss the new opportunities.




· Existing communications staff and stakeholders




Store Manager, Deputy Store Manager, Section Managers, Sales Assistants, HR Manager, Regional Commercial Managers for the three sections.




· Current communications tools, activities, and events




We have Teams available for video conference to inform several stakeholders at the same time, such as regional managers, including HR. 




For this specific case, we will inform the employees in the morning meetings and will create an advertising poster that will be displayed in the common areas in the store. As it is an initiative for our store staff only, we will not be using our staff mobile app, as all the opportunities published there are open to all candidates in the country.




· Means of reviewing communications effectiveness




In an event such as development opportunity, we measure the success with the number of applicants and gathering feedback on those morning meetings.




· Results of past communications surveys




Not available.




· Reasons for requiring more formal communications planning









· To clarify goals and objectives.




· To identify the different audiences and clarify channels, materials, and ways of communication.




· To identify and implement communication activities.




· To help the stakeholders get on the same page.




· To embrace the stakeholders’ input.




· To assess the plan’s success and the areas that need strengthening.
























· Desired outcome of the communications planning process









· To create three Commercial positions in the store, one per department, to support the section managers.




· To ensure the commerciality in the department.




· To achieve commercial deadlines.




· To accomplish the company goals.
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· Strengths: The team involves experienced regional managers from different backgrounds who may be particularly good at identifying the type of information that needs to be delivered and when.









· Weaknesses: The information must be adequate to the audience. Different meetings must be set depending on the audience and what should be shared. For instance, review meetings with the sales assistants should take place individually. However, any feedback must be shared with the different regional managers in a separate meeting. 









· Opportunities: To reinforce the company values, such as internal promotion and continuous career development. Commercial managers might be able to organise workshops to support the trainees.









· Threats: Constructive feedback may cause a loss of motivation for the trainee, as they might just concentrate on the negative aspects of their training. 
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Previously, individual emails would be sent to the manager’s email inbox for them to share it with the team, including a list of FAQ’s to help the manager. This way, all the employees would be informed personally.	




Nowadays, communication of new projects usually comes through a notification on the company’s app. Only the employees who have the notifications ‘on’ on their settings will access the information. This may lead to less successful messages and not everyone will see them, but also managers would have to clarify separately any issues or questions.




By emailing the information to all the employees, we ensure they all receive it and can access it, increasing the audience and involvement in the project.
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Objectives




[bookmark: _Toc465349989]Communications Objectives




· Improving team productivity.




· Gaining management sponsorship and buy-in.




· Supporting the employees who want to develop professionally.
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· All messages will be tailored to each specific audience, based on what they need to know.




· Every key message will be communicated formally




· Messages will be distributed through either 121 meetings or Teams meetings.




· 121 review meetings with employees will be held every two weeks.




· Copy of review meetings will be sent by email to all regional managers involved.




· The project team will listen and act on feedback.
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Stakeholders




· Project board members: General Manager, Deputy Store Manager, Regional HR Manager, Regional Commercial Managers.




· Project management team: Project Managers and Section Managers.




· Project team members: Sales Assistants, Section Managers, Deputy Store Manager, General Manager, Regional Commercial Managers, Regional HR Manager.




· Project Sponsors: Regional Commercial Managers and Regional HR Manager.














Stakeholder Communication Needs Analysis




					Stakeholder




					Communication Needs




					Degree of Impact[footnoteRef:1] [1: ] 





					Preferred Communication Vehicle




					Frequency of Communication




					Delivered By









					Sales Assistants




					Individual Performance




					High 




					121 meeting




					Every two weeks




					Section Manager









					Regional Commercial Managers




					Change Plan




KPI’s: 




Productivity




Sales




					High




					Email




					Every two weeks, after 121 review




					General Manager or Deputy Store Manager









					Regional HR Manager




					Change plan




KPI’s: 




Productivity




Sales




					High




					Email




					Every two weeks, after 121 review




					General Manager or Deputy Store Manager
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Stakeholder Requirements




					Name




					Role




					Information




					Timeframe









					A. B.




K. B.




E. M.




D. A.




					Project Sponsors




					· Detailed project status




· Issues in implementation




· Timeline performance




· KPI’s analysis and action plan.




					Every two weeks









					H. T.




I. O.




					Project Managers




					· Employees’ performance




· Issues 




· Timeline performance




					Every two weeks









					Unknown 




					Sales Assistants




					· Advertising poster









· Individual performance




					Beginning of project














Every two weeks
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· Project launch: Project information to gain applicants.









· Project status: Project implemented within the agreed timeframe and quality targets.









· Project issues: Issues affecting the project and the action plan to resolve them.









· Project risks: The high level risks which may have an impact on the project and what actions will be taken to ease, prevent or decrease them.









· Project resources: Any resource constraints currently affecting the project.
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Channels




[bookmark: _Toc465349995]Delivery Channels




					· Advertising




· Email




· Posters




· Team meetings 




· Workshops





























Communication Vehicles Analysis




					Communication Vehicle Description




					Target Audience




					Advantages




					Disadvantages




					Frequency




					Owner (Contact)




					Feedback Mechanism









					Current









					App notification




					Sales Assistants




					All employees must have this app on their phone




Everyone is informed at the same time




					Notification settings might be turned off




					When novelty happens




					Head of department




					Conversation with manager














					Corporative Email




					Managers




					More personalized




May attach files




					Use of extra time to explain the message




					When novelty happens




					Head of department




					Conversation with manager









					Poster




					All employees




					Accessible to everyone in the workplace




					Some people might ignore advert boards




					When novelty happens




					Head of department




					Conversation with manager









					Proposed









					Email




					All employees




					Everyone receives detailed information at the same time




May attach files




					Less personalized




Email might end in ‘Junk’ folder




					Launch of project




					Project Manager




					Anonymous digital survey









					121 meeting




					Sales Assistants




					Individual feedback about performance




					Time-limited 




Dependent on staff cover




					Every two weeks




					Section Managers




					Two-way communication with manager









					Teams/Zoom meeting




					Project Sponsors




					Information shared once at the same time




Main feedback received straight away




					Hard to coordinate as Regional Managers have other commitments




					Before launch




					Project Managers




					Conversation 









					Email




					Project Sponsors




					Everyone receives the information at the same time




May attach files




					Not everyone will open the email straight away so feedback will not be received quick.




					Every two weeks




					Project Managers




					Email 




Phone call
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Information Collection









					Channel




					Application forms









					Information Requirement




					Candidates’ details









					Information Provider




					Sales Assistant









					Collection Timeframe




					12th – 18th July 2021



















					Channel




					121 meeting









					Information Requirement




					Individual performance









					Information Provider




					Section Manager









					Collection Timeframe




					Every two weeks



















					Channel




					Email 









					Information Requirement




					Individual performance




Project status and issues









					Information Provider




					Project Manager









					Collection Timeframe




					Every two weeks, on Fridays
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Communications Plan




Considerations




· Date: Information message to the Project Sponsors would be communicated prior to the launch, the get their approval. After that, we would communicate with the Sales Assistants to inform them of the project so they can apply for it. Once selected, we would hold a 121 review meeting every two weeks with the Sales Assistants to discuss their performance and forward the information to the Sponsors. There should be no delays in communicating messages as this may delay the project fulfilment.









· Audience: The target audience are Sales Assistants and Project Sponsors. Project Sponsors will support the Project Managers to ensure the objectives are met and Sales Assistants are looking for career development. The messages must be clear and concise, allowing them to ask questions if any doubts arise.









· The reason for the communication is to gain buy-in from Sponsors and employees. There would be a positive response from Sales Assistants as some of the have expressed their desire to grow in the company. On the other hand, Project Sponsors might not agree with the final part of the project, which involves an expense for internal promotion.









· Risks: Messages must be clear to avoid misinterpretation.









· Activities: We would use Teams meetings, 121 meetings, email, and in-store posters.









· The Key Messages are the launch, status, issues, and risks. 



















[bookmark: _Toc465349998]






























Communications Schedule









					Communication Activities & Topics (What)




					Target Audience (Who)




					Timing / Frequency (When)




					Developer




					Reviewer




					Approver




					Deliverer




					Vehicle (How)




					Goal









					Current Month (June 2021)




					




					









					Description of plan




					Project Sponsors




					W/C 28/6/21




					Project Manager




					Project Sponsors




					Project Sponsors




					Section Managers




					Teams meeting




					Approval of plan









					Next Month (July 2021)




					




					









					Launch




					Sales Assistants




					12/07/21




					Project Manager




					Project Sponsors




					Project Sponsors




					Project Manager




					In-store Poster




					Applications









					Feedback after skills assessments




					Sales Assistants




					W/C 26/07/21




					Section Manager




Project Manager




					Section Manager




Project Manager




					Section Manager




Project Manager




					Section Manager




Project Manager




					121 meeting




					Selection of three applicants









					




					Project Sponsors




					W/C 26/07/21




					Project Manager




					Project Manager




					Project Manager




					Project Manager




					Email and Teams meeting




					Approval of candidate selection









					And so Forth 




					




					









					Objectives setting




					Sales Assistants




					W/C 02/08/21




					Section Managers




					Project Manager




					Project Manager




					Section Manager




					121 meeting




					Objectives set and agreed









					Objectives review




					Sales Assistants




					W/C 16/08/21




Every two weeks after




					Section Managers




					Project Manager




					Project Manager




					Section Manager




					121 meeting




					Objectives achieved




New objectives set and agreed









					




					Project Sponsors




					W/C 16/08/21




Every two weeks after




					Project Manager




					Project Manager




					Project Manager




					Project Manager




					Email




					Feedback
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					ID




					Event




					Description©




					Purpose




					Frequency




					Date(s)









					1




					Performance Review Meeting




					Individual 121 meeting involving the sales assistants and their section managers, to discuss their performance




					To gain feedback from employees and agree objectives, through coaching and mentoring activities.




					Every two weeks




					02/08/21




16/08/21




30/08/21




13/09/21




27/09/21




11/10/21




25/10/21









					2




					Project Board Communication




					Email containing the individual 121 review meetings and new objectives agreed




					To keep Project Sponsors informed with the project process and agree an action plan if any delays.




					Every two weeks on Fridays.




					06/08/21




20/08/21




03/09/21




17/09/21




01/10/21




15/10/21




29/10/21









					3




					Project Board Meeting




					Formal meeting held with the Project Board to assess the overall status of the project.




					To determine whether the project has been completed.




					End of project




					01/11/21
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Key: 




A = Accountable for communication event (as marked in green)




R = Receives communications materials, takes part in meetings (as marked in yellow)




M = Monitors communications process and provides feedback (as marked in orange).









					ID




					Project Sponsor




					Project Manager




					Project Member©









					1




					




					A




					R









					2




					R




					M




					A




					









					3




					A




					M




					R
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					Audience (Stakeholder)




					Key Messages




					Delivery Channel(s)




					Frequency




					Sender









					Sales Assistants




					Project Launch




					In-store Poster




					Once 




					Project Manager









					Sales Assistants




					Project Status




					121 meeting




					Every two weeks




					Section Manager









					Project Sponsors




					Project Status




					Email




					Every two weeks




					Project Manager









					Project Sponsors




					Project Issues




					Email




Teams Meeting




					Every two weeks




					Project Manager









					Project Manager




					Project Risks




					Teams Meeting




					Before launch




					Project Sponsors

























Feedback
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At the end of the project, all stakeholders will be sent a questionnaire, but they will also have the opportunity to give feedback to the Section Managers, Project Managers or Project Sponsors through 121 review meetings, Teams meetings or via email.
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· The message reached its intended audience




· The message was distributed through the planned channel




· The distribution was effective




· The message achieved the desired effect (The applications were received on schedule)




· The message addressed the information requirements of the audience
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Appendix




· Change Plan



















· Commercial Advertisement
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· There are adequate resources available to complete the assigned tasks.




· The timeframes listed in the Communications Schedule are satisfactory.




· The required budget is available to complete the tasks needed.
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· The requirements for communication change during the project.




· The project stakeholders changes throughout the project. 




· Long-term absences.
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Change Plan





						Created by





						Maria Mellen Jimenez











						Date





						20/11/21











						Version





						1.0























						Vision and Objectives











						· To create three Commercial positions in the store, one per department, to support the section managers.





· To ensure the commerciality in the department.





· To achieve commercial deadlines.





· To accomplish the company goals.











						Activities to achieve objectives (see Gantt chart attached)











						· Advertise position for applications  





· Skills assessments and feedback  





· Training  





· 121 Review Meeting  





· Review KPI’s  





· Request Promotions  





· Employees starting new positions  

















						Business case (evidence-based - include data, benefits of change, gap analysis – difference between current and future states, issues and risks)











						After analysing the sales against those before the pandemic, two years ago, an increase of a 52 % can be seen as a store in April 2021, and a 42.5% in May, although feedback from regional commercial managers is slightly negative as section managers often missed deadlines for commercial actions. By creating the positions of a Commercial in each department, deadlines would be met as this person would be shown the commercial skills to support the section managers on their days off.











Benefits:





· Section managers would feel less pressured and overwhelmed.





· Deadlines met.





· Career progression, internal promotion.





· Continuous sales increase.











Issues:





· Not additional training budget.





· Slight salary increase for those successful after training is finished.











Risks:





· Isolation periods if someone contracts Covid may delay objectives achievement.





· Changes in stakeholders.





















































						People affected (stakeholders – employees, particular employees, customers, shareholders)











						Section managers.





Sales assistants on a 30-hour contract or higher.





General Manager.





Deputy Store Manager.





Regional Commercial Managers.





HR Manager.

















						Scope of change (eg one site, one product group)











						[bookmark: _Hlk88426521]Three 30-hour sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021.

















						Roles (project manager, sponsor, team members)











						Project managers: General Manager and Deputy Store Manager





Sponsors: Regional Commercial Managers and HR Manager





Change champions: Section Managers





Trainer: Section Managers





Trainees: Sales Assistants

















						Communication strategy (attach communication plan, list of change champions)











						























The change champions are the three Section Managers in the store.

















						Support to be offered (advice, counselling, coaching, mentoring, representation, training - attach, for example, a training plan)











						Coaching and mentoring through 121 meetings to complete the sales assistants training.





Training booklet: Commercial 2

















						Timings and milestones (see Gantt chart attached)











						Start: 12/07/21





Finish: 14/11/21





Milestones: Training completed and employee starting new positions

















						Resources required, including cost (equipment, time, people, materials, guidance)











						Equipment: Department iPad already available to analyse commercial reports.





Time: 4 months.





People: No extra staff members, but an increase of weekly working hours from 20 to 30, of each of the three Sales Assistants selected. Support also available from Deputy Store Manager and General Manager.





Materials: Paper and pens to record 121 meetings, printer, scanner, already available.





Guidance: Commercial Regional Manager, HR Manager.





Cost: 





· Materials, £5/month. All commercial reports and training guidance are available in the store iPads, eco-friendly. 





· Contracted hours increase: £277.50 / month (£9.25 x 30).





· Promotion after training is completed: Cost to be confirmed by HR department.











						Monitoring activities











						121 review meetings every two weeks.





KPI’s analysis.

















						Success Measures











						Training goals achieved within timescales set.





KPI’s analysis: Sales growth.
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The basis for creating the plan is to reach the desired stakeholders, in order to improve team productivity, gaining management sponsorship and buy-in, and to support the employees who wish to develop professionally. 






Currently, the communications in the team are mainly through the internal app (via notification), corporative email and in-store posters. For this particular project, the communication methods which we plan to use would be 121 meetings, Teams meetings and email communications, where feedback will be given from all the stakeholders and a plan of action would be set to achieve goals. At the end of the project, all the stakeholders will receive a questionnaire to be filled anonymously.






We would measure the success through a number of variables, such as the number of applicants or the message distribution through the planned channels.






There might be some risks and issues to take into consideration. For instance, changes on the stakeholders throughout the project, or long-term absence.
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After the reopening of the store in April 2021, and analysing the KPI’s provided, it is clear that the store has been achieving and exceeding the sales targets, based on the sales from the same period in 2019, as we do not have any figures from the same period in 2020, due to the first lockdown. However, deadlines are usually missed by section managers as their workload is larger and have no support on their days off.






Currently, and due to long term sicknesses, we have been able to temporarily increase some part-time sales assistants’ contracts to a 30-hour contract. These employees work five days a week, mainly supporting the section managers on their days off. The plan is to train and develop their commercial skills and make this positions permanent. This way, section managers would be supported and less overwhelmed, deadlines will not be missed, and we would be providing the employees with career development opportunities.






· Vision and objectives for the Organisation













· To ensure commerciality is present at all times in the merchandising activities on the shopfloor.






· To achieve the sales targets.






· To accomplish the company deadlines.






· To ensure the staff well-being.













· Goals, timeframes, and scope of the projects













· The vacancies will be advertised on the 12th of July and will be open to apply until the 18th of the same month.






· Skills assessments and interviews will take place from the 26th of July until the 1st of August, including providing feedback.






· The three successful sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021, to be working in their new positions from the week commencing the 8th of November.













· Current and past communications activities






Communication usually takes place through the staff mobile app or personal email. In the case of a management job opening or development opportunity, a notification will come through the employee’s mobile app, with information such as deadline to apply and job description. We also make the most of the morning/afternoon meetings, a five-minute briefing meeting before the start of their shift to solve any questions or simply discuss the new opportunities.






· Existing communications staff and stakeholders






Store Manager, Deputy Store Manager, Section Managers, Sales Assistants, HR Manager, Regional Commercial Managers for the three sections.






· Current communications tools, activities, and events






We have Teams available for video conference to inform several stakeholders at the same time, such as regional managers, including HR. 






For this specific case, we will inform the employees in the morning meetings and will create an advertising poster that will be displayed in the common areas in the store. As it is an initiative for our store staff only, we will not be using our staff mobile app, as all the opportunities published there are open to all candidates in the country.






· Means of reviewing communications effectiveness






In an event such as development opportunity, we measure the success with the number of applicants and gathering feedback on those morning meetings.






· Results of past communications surveys






Not available.






· Reasons for requiring more formal communications planning













· To clarify goals and objectives.






· To identify the different audiences and clarify channels, materials, and ways of communication.






· To identify and implement communication activities.






· To help the stakeholders get on the same page.






· To embrace the stakeholders’ input.






· To assess the plan’s success and the areas that need strengthening.


































· Desired outcome of the communications planning process













· To create three Commercial positions in the store, one per department, to support the section managers.






· To ensure the commerciality in the department.






· To achieve commercial deadlines.






· To accomplish the company goals.













[bookmark: _Toc465349986]Situation Analysis






· Strengths: The team involves experienced regional managers from different backgrounds who may be particularly good at identifying the type of information that needs to be delivered and when.













· Weaknesses: The information must be adequate to the audience. Different meetings must be set depending on the audience and what should be shared. For instance, review meetings with the sales assistants should take place individually. However, any feedback must be shared with the different regional managers in a separate meeting. 













· Opportunities: To reinforce the company values, such as internal promotion and continuous career development. Commercial managers might be able to organise workshops to support the trainees.













· Threats: Constructive feedback may cause a loss of motivation for the trainee, as they might just concentrate on the negative aspects of their training. 













[bookmark: _Toc465349987]Lessons Learned






Previously, individual emails would be sent to the manager’s email inbox for them to share it with the team, including a list of FAQ’s to help the manager. This way, all the employees would be informed personally.	






Nowadays, communication of new projects usually comes through a notification on the company’s app. Only the employees who have the notifications ‘on’ on their settings will access the information. This may lead to less successful messages and not everyone will see them, but also managers would have to clarify separately any issues or questions.






By emailing the information to all the employees, we ensure they all receive it and can access it, increasing the audience and involvement in the project.
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Objectives






[bookmark: _Toc465349989]Communications Objectives






· Improving team productivity.






· Gaining management sponsorship and buy-in.






· Supporting the employees who want to develop professionally.













[bookmark: _Toc465349990]Communications Guidelines






· All messages will be tailored to each specific audience, based on what they need to know.






· Every key message will be communicated formally






· Messages will be distributed through either 121 meetings or Teams meetings.






· 121 review meetings with employees will be held every two weeks.






· Copy of review meetings will be sent by email to all regional managers involved.






· The project team will listen and act on feedback.
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Stakeholders






· Project board members: General Manager, Deputy Store Manager, Regional HR Manager, Regional Commercial Managers.






· Project management team: Project Managers and Section Managers.






· Project team members: Sales Assistants, Section Managers, Deputy Store Manager, General Manager, Regional Commercial Managers, Regional HR Manager.






· Project Sponsors: Regional Commercial Managers and Regional HR Manager.




















Stakeholder Communication Needs Analysis






							Stakeholder






							Communication Needs






							Degree of Impact[footnoteRef:1] [1: ] 







							Preferred Communication Vehicle






							Frequency of Communication






							Delivered By













							Sales Assistants






							Individual Performance






							High 






							121 meeting






							Every two weeks






							Section Manager













							Regional Commercial Managers






							KPI’s: 






Productivity






Sales






							High






							Email






							Every two weeks, after 121 review






							General Manager or Deputy Store Manager













							Regional HR Manager






							KPI’s: 






Productivity






Sales






							High






							Email






							Every two weeks, after 121 review






							General Manager or Deputy Store Manager
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Stakeholder Requirements






							Name






							Role






							Information






							Timeframe













							A. B.






K. B.






E. M.






D. A.






							Project Sponsors






							· Detailed project status






· Issues in implementation






· Timeline performance






· KPI’s analysis and action plan.






							Every two weeks













							H. T.






I. O.






							Project Managers






							· Employees’ performance






· Issues 






· Timeline performance






							Every two weeks













							Unknown 






							Sales Assistants






							· Advertising poster













· Individual performance






							Beginning of project




















Every two weeks



























[bookmark: _Toc465349993]Key Messages






· Project launch: Project information to gain applicants.













· Project status: Project implemented within the agreed timeframe and quality targets.













· Project issues: Issues affecting the project and the action plan to resolve them.













· Project risks: The high level risks which may have an impact on the project and what actions will be taken to ease, prevent or decrease them.













· Project resources: Any resource constraints currently affecting the project.
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Channels






[bookmark: _Toc465349995]Delivery Channels






							· Advertising






· Email






· Posters






· Team meetings 






· Workshops









































Communication Vehicles Analysis






							Communication Vehicle Description






							Target Audience






							Advantages






							Disadvantages






							Frequency






							Owner (Contact)






							Feedback Mechanism













							Current













							App notification






							Sales Assistants






							All employees must have this app on their phone






Everyone is informed at the same time






							Notification settings might be turned off






							When novelty happens






							Head of department






							Conversation with manager




















							Corporative Email






							Managers






							More personalized






May attach files






							Use of extra time to explain the message






							When novelty happens






							Head of department






							Conversation with manager













							Poster






							All employees






							Accessible to everyone in the workplace






							Some people might ignore advert boards






							When novelty happens






							Head of department






							Conversation with manager













							Proposed













							Email






							All employees






							Everyone receives detailed information at the same time






May attach files






							Less personalized






Email might end in ‘Junk’ folder






							Launch of project






							Project Manager






							Anonymous digital survey













							121 meeting






							Sales Assistants






							Individual feedback about performance






							Time-limited 






Dependent on staff cover






							Every two weeks






							Section Managers






							Two-way communication with manager













							Teams/Zoom meeting






							Project Sponsors






							Information shared once at the same time






Main feedback received straight away






							Hard to coordinate as Regional Managers have other commitments






							Before launch






							Project Managers






							Conversation 













							Email






							Project Sponsors






							Everyone receives the information at the same time






May attach files






							Not everyone will open the email straight away so feedback will not be received quick.






							Every two weeks






							Project Managers






							Email 






Phone call
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Information Collection













							Channel






							Application forms













							Information Requirement






							Candidates’ details













							Information Provider






							Sales Assistant













							Collection Timeframe






							12th – 18th July 2021



























							Channel






							121 meeting













							Information Requirement






							Individual performance













							Information Provider






							Section Manager













							Collection Timeframe






							Every two weeks



























							Channel






							Email 













							Information Requirement






							Individual performance






Project status and issues













							Information Provider






							Project Manager













							Collection Timeframe






							Every two weeks, on Fridays
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Communications Plan






Considerations






· Date: Information message to the Project Sponsors would be communicated prior to the launch, the get their approval. After that, we would communicate with the Sales Assistants to inform them of the project so they can apply for it. Once selected, we would hold a 121 review meeting every two weeks with the Sales Assistants to discuss their performance and forward the information to the Sponsors. There should be no delays in communicating messages as this may delay the project fulfilment.













· Audience: The target audience are Sales Assistants and Project Sponsors. Project Sponsors will support the Project Managers to ensure the objectives are met and Sales Assistants are looking for career development. The messages must be clear and concise, allowing them to ask questions if any doubts arise.













· The reason for the communication is to gain buy-in from Sponsors and employees. There would be a positive response from Sales Assistants as some of the have expressed their desire to grow in the company. On the other hand, Project Sponsors might not agree with the final part of the project, which involves an expense for internal promotion.













· Risks: Messages must be clear to avoid misinterpretation.













· Activities: We would use Teams meetings, 121 meetings, email, and in-store posters.













· The Key Messages are the launch, status, issues, and risks. 
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Communications Schedule













							Communication Activities & Topics (What)






							Target Audience (Who)






							Timing / Frequency (When)






							Developer






							Reviewer






							Approver






							Deliverer






							Vehicle (How)






							Goal













							Current Month (June 2021)






							






							













							Description of plan






							Project Sponsors






							W/C 28/6/21






							Project Manager






							Project Sponsors






							Project Sponsors






							Section Managers






							Teams meeting






							Approval of plan













							Next Month (July 2021)






							






							













							Launch






							Sales Assistants






							12/07/21






							Project Manager






							Project Sponsors






							Project Sponsors






							Project Manager






							In-store Poster






							Applications













							Feedback after skills assessments






							Sales Assistants






							W/C 26/07/21






							Section Manager






Project Manager






							Section Manager






Project Manager






							Section Manager






Project Manager






							Section Manager






Project Manager






							121 meeting






							Selection of three applicants













							






							Project Sponsors






							W/C 26/07/21






							Project Manager






							Project Manager






							Project Manager






							Project Manager






							Email and Teams meeting






							Approval of candidate selection













							And so Forth 






							






							













							Objectives setting






							Sales Assistants






							W/C 02/08/21






							Section Managers






							Project Manager






							Project Manager






							Section Manager






							121 meeting






							Objectives set and agreed













							Objectives review






							Sales Assistants






							W/C 16/08/21






Every two weeks after






							Section Managers






							Project Manager






							Project Manager






							Section Manager






							121 meeting






							Objectives achieved






New objectives set and agreed













							






							Project Sponsors






							W/C 16/08/21






Every two weeks after






							Project Manager






							Project Manager






							Project Manager






							Project Manager






							Email






							Feedback
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							ID






							Event






							Description©






							Purpose






							Frequency






							Date(s)













							1






							Performance Review Meeting






							Individual 121 meeting involving the sales assistants and their section managers, to discuss their performance






							To gain feedback from employees and agree objectives, through coaching and mentoring activities.






							Every two weeks






							02/08/21






16/08/21






30/08/21






13/09/21






27/09/21






11/10/21






25/10/21













							2






							Project Board Communication






							Email containing the individual 121 review meetings and new objectives agreed






							To keep Project Sponsors informed with the project process and agree an action plan if any delays.






							Every two weeks on Fridays.






							06/08/21






20/08/21






03/09/21






17/09/21






01/10/21






15/10/21






29/10/21













							3






							Project Board Meeting






							Formal meeting held with the Project Board to assess the overall status of the project.






							To determine whether the project has been completed.






							End of project






							01/11/21
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Key: 






A = Accountable for communication event (as marked in green)






R = Receives communications materials, takes part in meetings (as marked in yellow)






M = Monitors communications process and provides feedback (as marked in orange).













							ID






							Project Sponsor






							Project Manager






							Project Member©













							1






							






							A






							R













							2






							R






							M






							A






							













							3






							A






							M






							R
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							Audience (Stakeholder)






							Key Messages






							Delivery Channel(s)






							Frequency






							Sender













							Sales Assistants






							Project Launch






							In-store Poster






							Once 






							Project Manager













							Sales Assistants






							Project Status






							121 meeting






							Every two weeks






							Section Manager













							Project Sponsors






							Project Status






							Email






							Every two weeks






							Project Manager













							Project Sponsors






							Project Issues






							Email






Teams Meeting






							Every two weeks






							Project Manager













							Project Manager






							Project Risks






							Teams Meeting






							Before launch






							Project Sponsors



































Feedback
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At the end of the project, all stakeholders will be sent a questionnaire, but they will also have the opportunity to give feedback to the Section Managers, Project Managers or Project Sponsors through 121 review meetings, Teams meetings or via email.
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· The message reached its intended audience






· The message was distributed through the planned channel






· The distribution was effective






· The message achieved the desired effect (The applications were received on schedule)






· The message addressed the information requirements of the audience
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Appendix






· Change Plan



























· Commercial Advertisement
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· There are adequate resources available to complete the assigned tasks.






· The timeframes listed in the Communications Schedule are satisfactory.






· The required budget is available to complete the tasks needed.
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· The requirements for communication change during the project.






· The project stakeholders changes throughout the project. 






· Long-term absences.
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Example Change Plan







								Created by







								Maria Mellen Jimenez















								Date







								















								Version







								1.0































								Vision and Objectives















								· To create three Commercial positions in the store, one per department, to support the section managers.







· To ensure the commerciality in the department.







· To achieve commercial deadlines.







· To accomplish the company goals.















								Activities to achieve objectives (see Gantt chart attached)















								· Advertise position for applications  







· Skills assessments and feedback  







· Training  







· 121 Review Meeting  







· Review KPI’s  







· Request Promotions  







· Employees starting new positions  























								Business case (evidence-based - include data, benefits of change, gap analysis – difference between current and future states, issues and risks)















								After analysing the sales against those before the pandemic, two years ago, an increase of a X % can be seen as a store, although feedback from regional commercial managers is slightly negative as section managers often missed deadlines for commercial actions. By creating the positions of a Commercial in each department, deadlines would be met as this person would be shown the commercial skills to support the section managers on their days off. 















Benefits:







· Section managers would feel less pressured and overwhelmed.







· Deadlines met.







· Career progression, internal promotion.







· Continuous sales increase.















Issues:







· Not additional training budget.







· Slight salary increase for those successful after training is finished.















Risks:







· Isolation periods if someone contracts Covid may delay objectives achievement.































								People affected (stakeholders – employees, particular employees, customers, shareholders)















								Section managers.







Sales assistants on a 30-hour contract or higher.







Regional Commercial Managers.







HR Manager.















								Scope of change (eg one site, one product group)















								[bookmark: _Hlk88426521]Three 30-hour sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021.























								Roles (project manager, sponsor, team members)















								Project manager: General Manager and Deputy Store Manager







Sponsor: Regional Commercial Managers







Change champions: Section Managers







Trainer: Section Managers







Trainees: Sales Assistants























								Communication strategy (attach communication plan, list of change champions)















								































								Support to be offered (advice, counselling, coaching, mentoring, representation, training - attach, for example, a training plan)















								Coaching and mentoring through 121 meetings







Training booklet: Commercial 2























								Timings and milestones (see Gantt chart)















								Start: 12/07/21







Finish: 14/11/21







Milestones: Training completed and employee starting new positions























								Resources required, including cost (equipment, time, people, materials, guidance)















								Equipment: Department iPad already available to analyse commercial reports.







Time: 4 months.







People: No extra staff members, but support available from Deputy Store Manager and General Manager.







Materials: Paper and pens to record 121 meetings, printer, scanner, already available.







Guidance: Commercial Regional Manager, HR Manager.







Cost: Derived from materials, £5/month. All commercial reports and training guidance are available in the store iPads, eco-friendly.























								Monitoring activities















								121 review meetings every two weeks







KPI’s analysis























								Success Measures















								Training goals achieved







Sales growth
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Would you like to grow and become a COMMERCIAL































































If you have:







Visual flair and creative thinking







Passion for fashion







Good team management skills







Numeric and analytic skills







Strong communication and interpersonal skills







Initiative and self motivation







Time management and organisational skills







Commitment to excellent customer service







Problem solving ability















Speak to your line manager for more information about applying for this opportunity. Deadline: 18th July 2021























image1.png

























image2.png











































image2.emf




Commercial  advertisement.pptx










Commercial advertisement.pptx




Slide 4





?





Would you like to grow and become a COMMERCIAL















































If you have:





Visual flair and creative thinking





Passion for fashion





Good team management skills





Numeric and analytic skills





Strong communication and interpersonal skills





Initiative and self motivation





Time management and organisational skills





Commitment to excellent customer service





Problem solving ability











Speak to your line manager for more information about applying for this opportunity. Deadline: 18th July 2021
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[bookmark: _Toc465349983][bookmark: _Toc51749735]Summary

[bookmark: _Hlk89811469]The basis for creating the plan is to reach the desired stakeholders, in order to improve team productivity, gaining management sponsorship and buy-in, and to support the employees who wish to develop professionally. 

Currently, the communications in the team are mainly through the internal app (via notification), corporative email and in-store posters. For this particular project, the communication methods which we plan to use would be 121 meetings, Teams meetings and email communications, where feedback will be given from all the stakeholders and a plan of action would be set to achieve goals. At the end of the project, all the stakeholders will receive a questionnaire to be filled anonymously.

We would measure the success through a number of variables, such as the number of applicants or the message distribution through the planned channels.

There might be some risks and issues to take into consideration. For instance, changes on the stakeholders throughout the project, or long-term absence.



[bookmark: _Toc465349984]Introduction

[bookmark: _Toc465349985]Background

After the reopening of the store in April 2021, and analysing the KPI’s provided, it is clear that the store has been achieving and exceeding the sales targets, based on the sales from the same period in 2019, as we do not have any figures from the same period in 2020, due to the first lockdown. However, deadlines are usually missed by section managers as their workload is larger and have no support on their days off.

Currently, and due to long term sicknesses, we have been able to temporarily increase some part-time sales assistants’ contracts to a 30-hour contract. These employees work five days a week, mainly supporting the section managers on their days off. The plan is to train and develop their commercial skills and make this positions permanent. This way, section managers would be supported and less overwhelmed, deadlines will not be missed, and we would be providing the employees with career development opportunities.

· Vision and objectives for the Organisation



· To ensure commerciality is present at all times in the merchandising activities on the shopfloor.

· To achieve the sales targets.

· To accomplish the company deadlines.

· To ensure the staff well-being.



· Goals, timeframes, and scope of the projects



· The vacancies will be advertised on the 12th of July and will be open to apply until the 18th of the same month.

· Skills assessments and interviews will take place from the 26th of July until the 1st of August, including providing feedback.

· The three successful sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021, to be working in their new positions from the week commencing the 8th of November.



· Current and past communications activities

Communication usually takes place through the staff mobile app or personal email. In the case of a management job opening or development opportunity, a notification will come through the employee’s mobile app, with information such as deadline to apply and job description. We also make the most of the morning/afternoon meetings, a five-minute briefing meeting before the start of their shift to solve any questions or simply discuss the new opportunities.

· Existing communications staff and stakeholders

Store Manager, Deputy Store Manager, Section Managers, Sales Assistants, HR Manager, Regional Commercial Managers for the three sections.

· Current communications tools, activities, and events

We have Teams available for video conference to inform several stakeholders at the same time, such as regional managers, including HR. 

For this specific case, we will inform the employees in the morning meetings and will create an advertising poster that will be displayed in the common areas in the store. As it is an initiative for our store staff only, we will not be using our staff mobile app, as all the opportunities published there are open to all candidates in the country.

· Means of reviewing communications effectiveness

In an event such as development opportunity, we measure the success with the number of applicants and gathering feedback on those morning meetings.

· Results of past communications surveys

Not available.

· Reasons for requiring more formal communications planning



· To clarify goals and objectives.

· To identify the different audiences and clarify channels, materials, and ways of communication.

· To identify and implement communication activities.

· To help the stakeholders get on the same page.

· To embrace the stakeholders’ input.

· To assess the plan’s success and the areas that need strengthening.









· Desired outcome of the communications planning process



· To create three Commercial positions in the store, one per department, to support the section managers.

· To ensure the commerciality in the department.

· To achieve commercial deadlines.

· To accomplish the company goals.



[bookmark: _Toc465349986]Situation Analysis

· Strengths: The team involves experienced regional managers from different backgrounds who may be particularly good at identifying the type of information that needs to be delivered and when.



· Weaknesses: The information must be adequate to the audience. Different meetings must be set depending on the audience and what should be shared. For instance, review meetings with the sales assistants should take place individually. However, any feedback must be shared with the different regional managers in a separate meeting. 



· Opportunities: To reinforce the company values, such as internal promotion and continuous career development. Commercial managers might be able to organise workshops to support the trainees.



· Threats: Constructive feedback may cause a loss of motivation for the trainee, as they might just concentrate on the negative aspects of their training. 



[bookmark: _Toc465349987]Lessons Learned

Previously, individual emails would be sent to the manager’s email inbox for them to share it with the team, including a list of FAQ’s to help the manager. This way, all the employees would be informed personally.	

Nowadays, communication of new projects usually comes through a notification on the company’s app. Only the employees who have the notifications ‘on’ on their settings will access the information. This may lead to less successful messages and not everyone will see them, but also managers would have to clarify separately any issues or questions.

By emailing the information to all the employees, we ensure they all receive it and can access it, increasing the audience and involvement in the project.



[bookmark: _Toc465349988]


Objectives

[bookmark: _Toc465349989]Communications Objectives

· Improving team productivity.

· Gaining management sponsorship and buy-in.

· Supporting the employees who want to develop professionally.



[bookmark: _Toc465349990]Communications Guidelines

· All messages will be tailored to each specific audience, based on what they need to know.

· Every key message will be communicated formally

· Messages will be distributed through either 121 meetings or Teams meetings.

· 121 review meetings with employees will be held every two weeks.

· Copy of review meetings will be sent by email to all regional managers involved.

· The project team will listen and act on feedback.
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Stakeholders

· Project board members: General Manager, Deputy Store Manager, Regional HR Manager, Regional Commercial Managers.

· Project management team: Project Managers and Section Managers.

· Project team members: Sales Assistants, Section Managers, Deputy Store Manager, General Manager, Regional Commercial Managers, Regional HR Manager.

· Project Sponsors: Regional Commercial Managers and Regional HR Manager.





Stakeholder Communication Needs Analysis

		Stakeholder

		Communication Needs

		Degree of Impact[footnoteRef:1] [1: ] 


		Preferred Communication Vehicle

		Frequency of Communication

		Delivered By



		Sales Assistants

		Individual Performance

		High 

		121 meeting

		Every two weeks

		Section Manager



		Section Managers

		Change Plan

		High

		In-store meeting

		Before launch

		General Manager or Deputy Store Manager



		Regional Commercial Managers

		Change Plan



KPI’s: 

Productivity

Sales

		High

		Teams meeting



Email

		Before launch



Every two weeks, after 121 review

		General Manager or Deputy Store Manager



		Regional HR Manager

		Change plan



KPI’s: 

Productivity

Sales

		High

		Teams meeting



Email

		Before launch



Every two weeks, after 121 review

		General Manager or Deputy Store Manager
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Stakeholder Requirements

		Name

		Role

		Information

		Timeframe



		A. B.

K. B.

E. M.

D. A.

		Project Sponsors

		· Detailed project status

· Issues in implementation

· Timeline performance

· KPI’s analysis and action plan.

		Every two weeks



		S. G.

V. W.

D. A.

		Section Managers

		· Detailed project information

		Before launch



		H. T.

I. O.

		Project Managers

		· Employees’ performance

· Issues 

· Timeline performance

		Every two weeks



		Unknown 

		Sales Assistants

		· Advertising poster



· Individual performance

		Beginning of project





Every two weeks







[bookmark: _Toc465349993]Key Messages

· Project launch: Project information to gain applicants.



· Project status: Project implemented within the agreed timeframe and quality targets.



· Project issues: Issues affecting the project and the action plan to resolve them.



· Project risks: The high level risks which may have an impact on the project and what actions will be taken to ease, prevent or decrease them.



· Project resources: Any resource constraints currently affecting the project.
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Channels

[bookmark: _Toc465349995]Delivery Channels

		· Advertising

· Email

· Posters

· Team meetings 

· Workshops











Communication Vehicles Analysis

		Communication Vehicle Description

		Target Audience

		Advantages

		Disadvantages

		Frequency

		Owner (Contact)

		Feedback Mechanism



		Current



		App notification

		Sales Assistants

		All employees must have this app on their phone

Everyone is informed at the same time

		Notification settings might be turned off

		When novelty happens

		Head of department

		Conversation with manager





		Corporative Email

		Managers

		More personalized

May attach files

		Use of extra time to explain the message

		When novelty happens

		Head of department

		Conversation with manager



		Poster

		All employees

		Accessible to everyone in the workplace

		Some people might ignore advert boards

		When novelty happens

		Head of department

		Conversation with manager



		Proposed



		Email

		All employees

		Everyone receives detailed information at the same time

May attach files

		Less personalized

Email might end in ‘Junk’ folder

		Launch of project

		Project Manager

		Anonymous digital survey



		121 meeting

		Sales Assistants

		Individual feedback about performance

		Time-limited 

Dependent on staff cover

		Every two weeks

		Section Managers

		Two-way communication with manager



		Teams/Zoom meeting

		Project Sponsors

		Information shared once at the same time

Main feedback received straight away

		Hard to coordinate as Regional Managers have other commitments

		Before launch

		Project Managers

		Conversation 



		Email

		Project Sponsors

		Everyone receives the information at the same time

May attach files

		Not everyone will open the email straight away so feedback will not be received quick.

		Every two weeks

		Project Managers

		Email 

Phone call
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Information Collection



		Channel

		Application forms



		Information Requirement

		Candidates’ details



		Information Provider

		Sales Assistant



		Collection Timeframe

		12th – 18th July 2021







		Channel

		121 meeting



		Information Requirement

		Individual performance



		Information Provider

		Section Manager



		Collection Timeframe

		Every two weeks







		Channel

		Email 



		Information Requirement

		Individual performance

Project status and issues



		Information Provider

		Project Manager



		Collection Timeframe

		Every two weeks, on Fridays
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Communications Plan

Considerations

· Date: Information message to the Project Sponsors would be communicated prior to the launch, the get their approval. After that, we would communicate with the Sales Assistants to inform them of the project so they can apply for it. Once selected, we would hold a 121 review meeting every two weeks with the Sales Assistants to discuss their performance and forward the information to the Sponsors. There should be no delays in communicating messages as this may delay the project fulfilment.



· Audience: The target audience are Sales Assistants and Project Sponsors. Project Sponsors will support the Project Managers to ensure the objectives are met and Sales Assistants are looking for career development. The messages must be clear and concise, allowing them to ask questions if any doubts arise.



· The reason for the communication is to gain buy-in from Sponsors and employees. There would be a positive response from Sales Assistants as some of the have expressed their desire to grow in the company. On the other hand, Project Sponsors might not agree with the final part of the project, which involves an expense for internal promotion.



· Risks: Messages must be clear to avoid misinterpretation.



· Activities: We would use Teams meetings, 121 meetings, email, and in-store posters.



· The Key Messages are the launch, status, issues, and risks. 
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Communications Schedule



		Communication Activities & Topics (What)

		Target Audience (Who)

		Timing / Frequency (When)

		Developer

		Reviewer

		Approver

		Deliverer

		Vehicle (How)

		Goal



		Current Month (June 2021)

		

		



		Description of plan

		Section Managers

		W/C 20/6/21

		Project Manager

		Project Manager

		Project Manager

		Project Manager

		In-store meeting

		Gain support as trainers



		

		Project Sponsors

		W/C 28/6/21

		Project Manager

		Project Sponsors

		Project Sponsors

		Project Manager

		Teams meeting

		Approval of plan



		Next Month (July 2021)

		

		



		Launch

		Sales Assistants

		12/07/21

		Project Manager

		Project Sponsors

		Project Sponsors

		Project Manager

		In-store Poster

		Applications



		Feedback after skills assessments

		Sales Assistants

		W/C 26/07/21

		Section Manager

Project Manager

		Section Manager

Project Manager

		Section Manager

Project Manager

		Section Manager

Project Manager

		121 meeting

		Selection of three applicants



		

		Project Sponsors

		W/C 26/07/21

		Project Manager

		Project Manager

		Project Manager

		Project Manager

		Email and Teams meeting

		Approval of candidate selection



		And so Forth 

		

		



		Objectives setting

		Sales Assistants

		W/C 02/08/21

		Section Managers

		Project Manager

		Project Manager

		Section Manager

		121 meeting

		Objectives set and agreed



		Objectives review

		Sales Assistants

		W/C 16/08/21

Every two weeks after

		Section Managers

		Project Manager

		Project Manager

		Section Manager

		121 meeting

		Objectives achieved

New objectives set and agreed



		

		Project Sponsors

		W/C 16/08/21

Every two weeks after

		Project Manager

		Project Manager

		Project Manager

		Project Manager

		Email

		Feedback
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		ID

		Event

		Description©

		Purpose

		Frequency

		Date(s)



		1

		Performance Review Meeting

		Individual 121 meeting involving the sales assistants and their section managers, to discuss their performance

		To gain feedback from employees and agree objectives, through coaching and mentoring activities.

		Every two weeks

		02/08/21

16/08/21

30/08/21

13/09/21

27/09/21

11/10/21

25/10/21



		2

		Project Board Communication

		Email containing the individual 121 review meetings and new objectives agreed

		To keep Project Sponsors informed with the project process and agree an action plan if any delays.

		Every two weeks on Fridays.

		06/08/21

20/08/21

03/09/21

17/09/21

01/10/21

15/10/21

29/10/21



		3

		Project Board Meeting

		Formal meeting held with the Project Board to assess the overall status of the project.

		To determine whether the project has been completed.

		End of project

		01/11/21







[bookmark: _Toc465350000]Communications Responsibilities 

Key: 

A = Accountable for communication event (as marked in green)

R = Receives communications materials, takes part in meetings (as marked in yellow)

M = Monitors communications process and provides feedback (as marked in orange).



		ID

		Project Sponsor

		Project Manager

		Project Member©



		1

		

		A

		R



		2

		R

		M

		A

		



		3

		A

		M

		R
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		Audience (Stakeholder)

		Key Messages

		Delivery Channel(s)

		Frequency

		Sender



		Sales Assistants

		Project Launch

		In-store Poster

		Once 

		Project Manager



		Sales Assistants

		Project Status

		121 meeting

		Every two weeks

		Section Manager



		Project Sponsors

		Project Status

		Email

		Every two weeks

		Project Manager



		Project Sponsors

		Project Issues

		Email

Teams Meeting

		Every two weeks

		Project Manager



		Project Manager

		Project Risks

		Teams Meeting

		Before launch

		Project Sponsors










Feedback



[bookmark: _Toc465350002]Feedback Measures

At the end of the project, all stakeholders will be sent a questionnaire, but they will also have the opportunity to give feedback to the Section Managers, Project Managers or Project Sponsors through 121 review meetings, Teams meetings or via email.

[bookmark: _Toc465350003]Success Criteria

· The message reached its intended audience

· The message was distributed through the planned channel

· The distribution was effective

· The message achieved the desired effect (The applications were received on schedule)

· The message addressed the information requirements of the audience
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Appendix

· Change Plan







· Commercial Advertisement







[bookmark: _Toc465350005]Assumptions

· There are adequate resources available to complete the assigned tasks.

· The timeframes listed in the Communications Schedule are satisfactory.

· The required budget is available to complete the tasks needed.

[bookmark: _Toc465350006]Risks

· The requirements for communication change during the project.

· The project stakeholders changes throughout the project. 

· Long-term absences.
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Change Plan


			Created by


			Maria Mellen Jimenez





			Date


			20/11/21





			Version


			1.0











			Vision and Objectives





			· [bookmark: _Hlk90846787]To create three Commercial positions in the store, one per department, to support the section managers.


· To ensure the commerciality in the department.


· To achieve commercial deadlines.


· To accomplish the company goals.





			Activities to achieve objectives (see Gantt chart attached)





			· Advertise position for applications  


· Skills assessments and feedback  


· Training  


· 121 Review Meeting  


· Review KPI’s  


· Request Promotions  


· Employees starting new positions  








			Business case (evidence-based - include data, benefits of change, gap analysis – difference between current and future states, issues and risks)





			After analysing the sales against those before the pandemic, two years ago, an increase of a 52 % can be seen as a store in April 2021, and a 42.5% in May, although feedback from regional commercial managers is slightly negative as section managers often missed deadlines for commercial actions. By creating the positions of a Commercial in each department, deadlines would be met as this person would be shown the commercial skills to support the section managers on their days off.





Benefits:


· Section managers would feel less pressured and overwhelmed.


· Deadlines met.


· Career progression, internal promotion.


· Continuous sales increase.





Issues:


· Not additional training budget.


· Slight salary increase for those successful after training is finished.





Risks:


· Isolation periods if someone contracts Covid may delay objectives achievement.


· Changes in stakeholders.


























			People affected (stakeholders – employees, particular employees, customers, shareholders)





			Section managers.


Sales assistants on a 30-hour contract or higher.


General Manager.


Deputy Store Manager.


Regional Commercial Managers.


HR Manager.








			Scope of change (eg one site, one product group)





			[bookmark: _Hlk88426521]Three 30-hour sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021.








			Roles (project manager, sponsor, team members)





			Project managers: General Manager and Deputy Store Manager


Sponsors: Regional Commercial Managers and HR Manager


Change champions: Section Managers


Trainer: Section Managers


Trainees: Sales Assistants








			Communication strategy (attach communication plan, list of change champions)





			











The change champions are the three Section Managers in the store.








			Support to be offered (advice, counselling, coaching, mentoring, representation, training - attach, for example, a training plan)





			Coaching and mentoring through 121 meetings to complete the sales assistants training.


Training booklet: Commercial 2








			Timings and milestones (see Gantt chart attached)





			Start: 12/07/21


Finish: 14/11/21


Milestones: Training completed and employee starting new positions








			Resources required, including cost (equipment, time, people, materials, guidance)





			Equipment: Department iPad already available to analyse commercial reports.


Time: 4 months.


People: No extra staff members, but an increase of weekly working hours from 20 to 30, of each of the three Sales Assistants selected. Support also available from Deputy Store Manager and General Manager.


Materials: Paper and pens to record 121 meetings, printer, scanner, already available.


Guidance: Commercial Regional Manager, HR Manager.


Cost: 


· Materials, £5/month. All commercial reports and training guidance are available in the store iPads, eco-friendly. 


· Contracted hours increase: £277.50 / month (£9.25 x 30).


· Promotion after training is completed: Cost to be confirmed by HR department.





			Monitoring activities





			121 review meetings every two weeks.


KPI’s analysis.








			Success Measures





			Training goals achieved within timescales set.


KPI’s analysis: Sales growth.
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[bookmark: _Hlk89811469]The basis for creating the plan is to reach the desired stakeholders, in order to improve team productivity, gaining management sponsorship and buy-in, and to support the employees who wish to develop professionally. 



Currently, the communications in the team are mainly through the internal app (via notification), corporative email and in-store posters. For this particular project, the communication methods which we plan to use would be 121 meetings, Teams meetings and email communications, where feedback will be given from all the stakeholders and a plan of action would be set to achieve goals. At the end of the project, all the stakeholders will receive a questionnaire to be filled anonymously.



We would measure the success through a number of variables, such as the number of applicants or the message distribution through the planned channels.



There might be some risks and issues to take into consideration. For instance, changes on the stakeholders throughout the project, or long-term absence.







[bookmark: _Toc465349984]Introduction



[bookmark: _Toc465349985]Background



After the reopening of the store in April 2021, and analysing the KPI’s provided, it is clear that the store has been achieving and exceeding the sales targets, based on the sales from the same period in 2019, as we do not have any figures from the same period in 2020, due to the first lockdown. However, deadlines are usually missed by section managers as their workload is larger and have no support on their days off.



Currently, and due to long term sicknesses, we have been able to temporarily increase some part-time sales assistants’ contracts to a 30-hour contract. These employees work five days a week, mainly supporting the section managers on their days off. The plan is to train and develop their commercial skills and make this positions permanent. This way, section managers would be supported and less overwhelmed, deadlines will not be missed, and we would be providing the employees with career development opportunities.



· Vision and objectives for the Organisation







· To ensure commerciality is present at all times in the merchandising activities on the shopfloor.



· To achieve the sales targets.



· To accomplish the company deadlines.



· To ensure the staff well-being.







· Goals, timeframes, and scope of the projects







· The vacancies will be advertised on the 12th of July and will be open to apply until the 18th of the same month.



· Skills assessments and interviews will take place from the 26th of July until the 1st of August, including providing feedback.



· The three successful sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021, to be working in their new positions from the week commencing the 8th of November.







· Current and past communications activities



Communication usually takes place through the staff mobile app or personal email. In the case of a management job opening or development opportunity, a notification will come through the employee’s mobile app, with information such as deadline to apply and job description. We also make the most of the morning/afternoon meetings, a five-minute briefing meeting before the start of their shift to solve any questions or simply discuss the new opportunities.



· Existing communications staff and stakeholders



Store Manager, Deputy Store Manager, Section Managers, Sales Assistants, HR Manager, Regional Commercial Managers for the three sections.



· Current communications tools, activities, and events



We have Teams available for video conference to inform several stakeholders at the same time, such as regional managers, including HR. 



For this specific case, we will inform the employees in the morning meetings and will create an advertising poster that will be displayed in the common areas in the store. As it is an initiative for our store staff only, we will not be using our staff mobile app, as all the opportunities published there are open to all candidates in the country.



· Means of reviewing communications effectiveness



In an event such as development opportunity, we measure the success with the number of applicants and gathering feedback on those morning meetings.



· Results of past communications surveys



Not available.



· Reasons for requiring more formal communications planning







· To clarify goals and objectives.



· To identify the different audiences and clarify channels, materials, and ways of communication.



· To identify and implement communication activities.



· To help the stakeholders get on the same page.



· To embrace the stakeholders’ input.



· To assess the plan’s success and the areas that need strengthening.



















· Desired outcome of the communications planning process







· To create three Commercial positions in the store, one per department, to support the section managers.



· To ensure the commerciality in the department.



· To achieve commercial deadlines.



· To accomplish the company goals.







[bookmark: _Toc465349986]Situation Analysis



· Strengths: The team involves experienced regional managers from different backgrounds who may be particularly good at identifying the type of information that needs to be delivered and when.







· Weaknesses: The information must be adequate to the audience. Different meetings must be set depending on the audience and what should be shared. For instance, review meetings with the sales assistants should take place individually. However, any feedback must be shared with the different regional managers in a separate meeting. 







· Opportunities: To reinforce the company values, such as internal promotion and continuous career development. Commercial managers might be able to organise workshops to support the trainees.







· Threats: Constructive feedback may cause a loss of motivation for the trainee, as they might just concentrate on the negative aspects of their training. 







[bookmark: _Toc465349987]Lessons Learned



Previously, individual emails would be sent to the manager’s email inbox for them to share it with the team, including a list of FAQ’s to help the manager. This way, all the employees would be informed personally.	



Nowadays, communication of new projects usually comes through a notification on the company’s app. Only the employees who have the notifications ‘on’ on their settings will access the information. This may lead to less successful messages and not everyone will see them, but also managers would have to clarify separately any issues or questions.



By emailing the information to all the employees, we ensure they all receive it and can access it, increasing the audience and involvement in the project.
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Objectives



[bookmark: _Toc465349989]Communications Objectives



· Improving team productivity.



· Gaining management sponsorship and buy-in.



· Supporting the employees who want to develop professionally.







[bookmark: _Toc465349990]Communications Guidelines



· All messages will be tailored to each specific audience, based on what they need to know.



· Every key message will be communicated formally



· Messages will be distributed through either 121 meetings or Teams meetings.



· 121 review meetings with employees will be held every two weeks.



· Copy of review meetings will be sent by email to all regional managers involved.



· The project team will listen and act on feedback.
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Stakeholders



· Project board members: General Manager, Deputy Store Manager, Regional HR Manager, Regional Commercial Managers.



· Project management team: Project Managers and Section Managers.



· Project team members: Sales Assistants, Section Managers, Deputy Store Manager, General Manager, Regional Commercial Managers, Regional HR Manager.



· Project Sponsors: Regional Commercial Managers and Regional HR Manager.











Stakeholder Communication Needs Analysis



				Stakeholder



				Communication Needs



				Degree of Impact[footnoteRef:1] [1: ] 




				Preferred Communication Vehicle



				Frequency of Communication



				Delivered By







				Sales Assistants



				Individual Performance



				High 



				121 meeting



				Every two weeks



				Section Manager







				Section Managers



				Change Plan



				High



				In-store meeting



				Before launch



				General Manager or Deputy Store Manager







				Regional Commercial Managers



				Change Plan







KPI’s: 



Productivity



Sales



				High



				Teams meeting







Email



				Before launch







Every two weeks, after 121 review



				General Manager or Deputy Store Manager







				Regional HR Manager



				Change plan







KPI’s: 



Productivity



Sales



				High



				Teams meeting







Email



				Before launch







Every two weeks, after 121 review



				General Manager or Deputy Store Manager
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Stakeholder Requirements



				Name



				Role



				Information



				Timeframe







				A. B.



K. B.



E. M.



D. A.



				Project Sponsors



				· Detailed project status



· Issues in implementation



· Timeline performance



· KPI’s analysis and action plan.



				Every two weeks







				S. G.



V. W.



D. A.



				Section Managers



				· Detailed project information



				Before launch







				H. T.



I. O.



				Project Managers



				· Employees’ performance



· Issues 



· Timeline performance



				Every two weeks







				Unknown 



				Sales Assistants



				· Advertising poster







· Individual performance



				Beginning of project











Every two weeks















[bookmark: _Toc465349993]Key Messages



· Project launch: Project information to gain applicants.







· Project status: Project implemented within the agreed timeframe and quality targets.







· Project issues: Issues affecting the project and the action plan to resolve them.







· Project risks: The high level risks which may have an impact on the project and what actions will be taken to ease, prevent or decrease them.







· Project resources: Any resource constraints currently affecting the project.
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Channels



[bookmark: _Toc465349995]Delivery Channels



				· Advertising



· Email



· Posters



· Team meetings 



· Workshops























Communication Vehicles Analysis



				Communication Vehicle Description



				Target Audience



				Advantages



				Disadvantages



				Frequency



				Owner (Contact)



				Feedback Mechanism







				Current







				App notification



				Sales Assistants



				All employees must have this app on their phone



Everyone is informed at the same time



				Notification settings might be turned off



				When novelty happens



				Head of department



				Conversation with manager











				Corporative Email



				Managers



				More personalized



May attach files



				Use of extra time to explain the message



				When novelty happens



				Head of department



				Conversation with manager







				Poster



				All employees



				Accessible to everyone in the workplace



				Some people might ignore advert boards



				When novelty happens



				Head of department



				Conversation with manager







				Proposed







				Email



				All employees



				Everyone receives detailed information at the same time



May attach files



				Less personalized



Email might end in ‘Junk’ folder



				Launch of project



				Project Manager



				Anonymous digital survey







				121 meeting



				Sales Assistants



				Individual feedback about performance



				Time-limited 



Dependent on staff cover



				Every two weeks



				Section Managers



				Two-way communication with manager







				Teams/Zoom meeting



				Project Sponsors



				Information shared once at the same time



Main feedback received straight away



				Hard to coordinate as Regional Managers have other commitments



				Before launch



				Project Managers



				Conversation 







				Email



				Project Sponsors



				Everyone receives the information at the same time



May attach files



				Not everyone will open the email straight away so feedback will not be received quick.



				Every two weeks



				Project Managers



				Email 



Phone call
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Information Collection







				Channel



				Application forms







				Information Requirement



				Candidates’ details







				Information Provider



				Sales Assistant







				Collection Timeframe



				12th – 18th July 2021















				Channel



				121 meeting







				Information Requirement



				Individual performance







				Information Provider



				Section Manager







				Collection Timeframe



				Every two weeks















				Channel



				Email 







				Information Requirement



				Individual performance



Project status and issues







				Information Provider



				Project Manager







				Collection Timeframe



				Every two weeks, on Fridays
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Communications Plan



Considerations



· Date: Information message to the Project Sponsors would be communicated prior to the launch, the get their approval. After that, we would communicate with the Sales Assistants to inform them of the project so they can apply for it. Once selected, we would hold a 121 review meeting every two weeks with the Sales Assistants to discuss their performance and forward the information to the Sponsors. There should be no delays in communicating messages as this may delay the project fulfilment.







· Audience: The target audience are Sales Assistants and Project Sponsors. Project Sponsors will support the Project Managers to ensure the objectives are met and Sales Assistants are looking for career development. The messages must be clear and concise, allowing them to ask questions if any doubts arise.







· The reason for the communication is to gain buy-in from Sponsors and employees. There would be a positive response from Sales Assistants as some of the have expressed their desire to grow in the company. On the other hand, Project Sponsors might not agree with the final part of the project, which involves an expense for internal promotion.







· Risks: Messages must be clear to avoid misinterpretation.







· Activities: We would use Teams meetings, 121 meetings, email, and in-store posters.







· The Key Messages are the launch, status, issues, and risks. 
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Communications Schedule







				Communication Activities & Topics (What)



				Target Audience (Who)



				Timing / Frequency (When)



				Developer



				Reviewer



				Approver



				Deliverer



				Vehicle (How)



				Goal







				Current Month (June 2021)



				



				







				Description of plan



				Section Managers



				W/C 20/6/21



				Project Manager



				Project Manager



				Project Manager



				Project Manager



				In-store meeting



				Gain support as trainers







				



				Project Sponsors



				W/C 28/6/21



				Project Manager



				Project Sponsors



				Project Sponsors



				Project Manager



				Teams meeting



				Approval of plan







				Next Month (July 2021)



				



				







				Launch



				Sales Assistants



				12/07/21



				Project Manager



				Project Sponsors



				Project Sponsors



				Project Manager



				In-store Poster



				Applications







				Feedback after skills assessments



				Sales Assistants



				W/C 26/07/21



				Section Manager



Project Manager



				Section Manager



Project Manager



				Section Manager



Project Manager



				Section Manager



Project Manager



				121 meeting



				Selection of three applicants







				



				Project Sponsors



				W/C 26/07/21



				Project Manager



				Project Manager



				Project Manager



				Project Manager



				Email and Teams meeting



				Approval of candidate selection







				And so Forth 



				



				







				Objectives setting



				Sales Assistants



				W/C 02/08/21



				Section Managers



				Project Manager



				Project Manager



				Section Manager



				121 meeting



				Objectives set and agreed







				Objectives review



				Sales Assistants



				W/C 16/08/21



Every two weeks after



				Section Managers



				Project Manager



				Project Manager



				Section Manager



				121 meeting



				Objectives achieved



New objectives set and agreed







				



				Project Sponsors



				W/C 16/08/21



Every two weeks after



				Project Manager



				Project Manager



				Project Manager



				Project Manager



				Email



				Feedback



















[bookmark: _Toc465349999]Communications Events







				ID



				Event



				Description©



				Purpose



				Frequency



				Date(s)







				1



				Performance Review Meeting



				Individual 121 meeting involving the sales assistants and their section managers, to discuss their performance



				To gain feedback from employees and agree objectives, through coaching and mentoring activities.



				Every two weeks



				02/08/21



16/08/21



30/08/21



13/09/21



27/09/21



11/10/21



25/10/21







				2



				Project Board Communication



				Email containing the individual 121 review meetings and new objectives agreed



				To keep Project Sponsors informed with the project process and agree an action plan if any delays.



				Every two weeks on Fridays.



				06/08/21



20/08/21



03/09/21



17/09/21



01/10/21



15/10/21



29/10/21







				3



				Project Board Meeting



				Formal meeting held with the Project Board to assess the overall status of the project.



				To determine whether the project has been completed.



				End of project



				01/11/21















[bookmark: _Toc465350000]Communications Responsibilities 



Key: 



A = Accountable for communication event (as marked in green)



R = Receives communications materials, takes part in meetings (as marked in yellow)



M = Monitors communications process and provides feedback (as marked in orange).







				ID



				Project Sponsor



				Project Manager



				Project Member©







				1



				



				A



				R







				2



				R



				M



				A



				







				3



				A



				M



				R



				



























[bookmark: _Toc465350001]Communications Roadmap







				Audience (Stakeholder)



				Key Messages



				Delivery Channel(s)



				Frequency



				Sender







				Sales Assistants



				Project Launch



				In-store Poster



				Once 



				Project Manager







				Sales Assistants



				Project Status



				121 meeting



				Every two weeks



				Section Manager







				Project Sponsors



				Project Status



				Email



				Every two weeks



				Project Manager







				Project Sponsors



				Project Issues



				Email



Teams Meeting



				Every two weeks



				Project Manager







				Project Manager



				Project Risks



				Teams Meeting



				Before launch



				Project Sponsors




















Feedback







[bookmark: _Toc465350002]Feedback Measures



At the end of the project, all stakeholders will be sent a questionnaire, but they will also have the opportunity to give feedback to the Section Managers, Project Managers or Project Sponsors through 121 review meetings, Teams meetings or via email.



[bookmark: _Toc465350003]Success Criteria



· The message reached its intended audience



· The message was distributed through the planned channel



· The distribution was effective



· The message achieved the desired effect (The applications were received on schedule)



· The message addressed the information requirements of the audience
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Appendix



· Change Plan















· Commercial Advertisement















[bookmark: _Toc465350005]Assumptions



· There are adequate resources available to complete the assigned tasks.



· The timeframes listed in the Communications Schedule are satisfactory.



· The required budget is available to complete the tasks needed.



[bookmark: _Toc465350006]Risks



· The requirements for communication change during the project.



· The project stakeholders changes throughout the project. 



· Long-term absences.
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Change Plan




					Created by




					Maria Mellen Jimenez









					Date




					20/11/21









					Version




					1.0



















					Vision and Objectives









					· To create three Commercial positions in the store, one per department, to support the section managers.




· To ensure the commerciality in the department.




· To achieve commercial deadlines.




· To accomplish the company goals.









					Activities to achieve objectives (see Gantt chart attached)









					· Advertise position for applications  




· Skills assessments and feedback  




· Training  




· 121 Review Meeting  




· Review KPI’s  




· Request Promotions  




· Employees starting new positions  














					Business case (evidence-based - include data, benefits of change, gap analysis – difference between current and future states, issues and risks)









					After analysing the sales against those before the pandemic, two years ago, an increase of a 52 % can be seen as a store in April 2021, and a 42.5% in May, although feedback from regional commercial managers is slightly negative as section managers often missed deadlines for commercial actions. By creating the positions of a Commercial in each department, deadlines would be met as this person would be shown the commercial skills to support the section managers on their days off.









Benefits:




· Section managers would feel less pressured and overwhelmed.




· Deadlines met.




· Career progression, internal promotion.




· Continuous sales increase.









Issues:




· Not additional training budget.




· Slight salary increase for those successful after training is finished.









Risks:




· Isolation periods if someone contracts Covid may delay objectives achievement.




· Changes in stakeholders.












































					People affected (stakeholders – employees, particular employees, customers, shareholders)









					Section managers.




Sales assistants on a 30-hour contract or higher.




General Manager.




Deputy Store Manager.




Regional Commercial Managers.




HR Manager.














					Scope of change (eg one site, one product group)









					[bookmark: _Hlk88426521]Three 30-hour sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021.














					Roles (project manager, sponsor, team members)









					Project managers: General Manager and Deputy Store Manager




Sponsors: Regional Commercial Managers and HR Manager




Change champions: Section Managers




Trainer: Section Managers




Trainees: Sales Assistants














					Communication strategy (attach communication plan, list of change champions)









					



















The change champions are the three Section Managers in the store.














					Support to be offered (advice, counselling, coaching, mentoring, representation, training - attach, for example, a training plan)









					Coaching and mentoring through 121 meetings to complete the sales assistants training.




Training booklet: Commercial 2














					Timings and milestones (see Gantt chart attached)









					Start: 12/07/21




Finish: 14/11/21




Milestones: Training completed and employee starting new positions














					Resources required, including cost (equipment, time, people, materials, guidance)









					Equipment: Department iPad already available to analyse commercial reports.




Time: 4 months.




People: No extra staff members, but an increase of weekly working hours from 20 to 30, of each of the three Sales Assistants selected. Support also available from Deputy Store Manager and General Manager.




Materials: Paper and pens to record 121 meetings, printer, scanner, already available.




Guidance: Commercial Regional Manager, HR Manager.




Cost: 




· Materials, £5/month. All commercial reports and training guidance are available in the store iPads, eco-friendly. 




· Contracted hours increase: £277.50 / month (£9.25 x 30).




· Promotion after training is completed: Cost to be confirmed by HR department.









					Monitoring activities









					121 review meetings every two weeks.




KPI’s analysis.














					Success Measures









					Training goals achieved within timescales set.




KPI’s analysis: Sales growth.
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Document Approvals





						Role





						Name©





						Signature





						Date











						





Project Sponsors











						Regional Commercial Manager





Regional HR Manager





						





						











						Project Review Group











						General Manager





Deputy Store Manager





Regional Commercial Manager Ladies





Regional Commercial Manager Men





Regional Commercial Manager Kids





Regional HR Manager





Section Manager Ladies





Section Manager Men





Section Manager Kids





						





						











						





Project Managers











						General Manager 





Deputy Store Manager
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[bookmark: _Hlk89811469]The basis for creating the plan is to reach the desired stakeholders, in order to improve team productivity, gaining management sponsorship and buy-in, and to support the employees who wish to develop professionally. 





Currently, the communications in the team are mainly through the internal app (via notification), corporative email and in-store posters. For this particular project, the communication methods which we plan to use would be 121 meetings, Teams meetings and email communications, where feedback will be given from all the stakeholders and a plan of action would be set to achieve goals. At the end of the project, all the stakeholders will receive a questionnaire to be filled anonymously.





We would measure the success through a number of variables, such as the number of applicants or the message distribution through the planned channels.





There might be some risks and issues to take into consideration. For instance, changes on the stakeholders throughout the project, or long-term absence.











[bookmark: _Toc465349984]Introduction





[bookmark: _Toc465349985]Background





After the reopening of the store in April 2021, and analysing the KPI’s provided, it is clear that the store has been achieving and exceeding the sales targets, based on the sales from the same period in 2019, as we do not have any figures from the same period in 2020, due to the first lockdown. However, deadlines are usually missed by section managers as their workload is larger and have no support on their days off.





Currently, and due to long term sicknesses, we have been able to temporarily increase some part-time sales assistants’ contracts to a 30-hour contract. These employees work five days a week, mainly supporting the section managers on their days off. The plan is to train and develop their commercial skills and make this positions permanent. This way, section managers would be supported and less overwhelmed, deadlines will not be missed, and we would be providing the employees with career development opportunities.





· Vision and objectives for the Organisation











· To ensure commerciality is present at all times in the merchandising activities on the shopfloor.





· To achieve the sales targets.





· To accomplish the company deadlines.





· To ensure the staff well-being.











· Goals, timeframes, and scope of the projects











· The vacancies will be advertised on the 12th of July and will be open to apply until the 18th of the same month.





· Skills assessments and interviews will take place from the 26th of July until the 1st of August, including providing feedback.





· The three successful sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021, to be working in their new positions from the week commencing the 8th of November.











· Current and past communications activities





Communication usually takes place through the staff mobile app or personal email. In the case of a management job opening or development opportunity, a notification will come through the employee’s mobile app, with information such as deadline to apply and job description. We also make the most of the morning/afternoon meetings, a five-minute briefing meeting before the start of their shift to solve any questions or simply discuss the new opportunities.





· Existing communications staff and stakeholders





Store Manager, Deputy Store Manager, Section Managers, Sales Assistants, HR Manager, Regional Commercial Managers for the three sections.





· Current communications tools, activities, and events





We have Teams available for video conference to inform several stakeholders at the same time, such as regional managers, including HR. 





For this specific case, we will inform the employees in the morning meetings and will create an advertising poster that will be displayed in the common areas in the store. As it is an initiative for our store staff only, we will not be using our staff mobile app, as all the opportunities published there are open to all candidates in the country.





· Means of reviewing communications effectiveness





In an event such as development opportunity, we measure the success with the number of applicants and gathering feedback on those morning meetings.





· Results of past communications surveys





Not available.





· Reasons for requiring more formal communications planning











· To clarify goals and objectives.





· To identify the different audiences and clarify channels, materials, and ways of communication.





· To identify and implement communication activities.





· To help the stakeholders get on the same page.





· To embrace the stakeholders’ input.





· To assess the plan’s success and the areas that need strengthening.





























· Desired outcome of the communications planning process











· To create three Commercial positions in the store, one per department, to support the section managers.





· To ensure the commerciality in the department.





· To achieve commercial deadlines.





· To accomplish the company goals.











[bookmark: _Toc465349986]Situation Analysis





· Strengths: The team involves experienced regional managers from different backgrounds who may be particularly good at identifying the type of information that needs to be delivered and when.











· Weaknesses: The information must be adequate to the audience. Different meetings must be set depending on the audience and what should be shared. For instance, review meetings with the sales assistants should take place individually. However, any feedback must be shared with the different regional managers in a separate meeting. 











· Opportunities: To reinforce the company values, such as internal promotion and continuous career development. Commercial managers might be able to organise workshops to support the trainees.











· Threats: Constructive feedback may cause a loss of motivation for the trainee, as they might just concentrate on the negative aspects of their training. 











[bookmark: _Toc465349987]Lessons Learned





Previously, individual emails would be sent to the manager’s email inbox for them to share it with the team, including a list of FAQ’s to help the manager. This way, all the employees would be informed personally.	





Nowadays, communication of new projects usually comes through a notification on the company’s app. Only the employees who have the notifications ‘on’ on their settings will access the information. This may lead to less successful messages and not everyone will see them, but also managers would have to clarify separately any issues or questions.





By emailing the information to all the employees, we ensure they all receive it and can access it, increasing the audience and involvement in the project.
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Objectives





[bookmark: _Toc465349989]Communications Objectives





· Improving team productivity.





· Gaining management sponsorship and buy-in.





· Supporting the employees who want to develop professionally.











[bookmark: _Toc465349990]Communications Guidelines





· All messages will be tailored to each specific audience, based on what they need to know.





· Every key message will be communicated formally





· Messages will be distributed through either 121 meetings or Teams meetings.





· 121 review meetings with employees will be held every two weeks.





· Copy of review meetings will be sent by email to all regional managers involved.





· The project team will listen and act on feedback.
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Stakeholders





· Project board members: General Manager, Deputy Store Manager, Regional HR Manager, Regional Commercial Managers.





· Project management team: Project Managers and Section Managers.





· Project team members: Sales Assistants, Section Managers, Deputy Store Manager, General Manager, Regional Commercial Managers, Regional HR Manager.





· Project Sponsors: Regional Commercial Managers and Regional HR Manager.

















Stakeholder Communication Needs Analysis





						Stakeholder





						Communication Needs





						Degree of Impact[footnoteRef:1] [1: ] 






						Preferred Communication Vehicle





						Frequency of Communication





						Delivered By











						Sales Assistants





						Individual Performance





						High 





						121 meeting





						Every two weeks





						Section Manager











						Regional Commercial Managers





						Change Plan





KPI’s: 





Productivity





Sales





						High





						Email





						Every two weeks, after 121 review





						General Manager or Deputy Store Manager











						Regional HR Manager





						Change plan





KPI’s: 





Productivity





Sales





						High





						Email





						Every two weeks, after 121 review





						General Manager or Deputy Store Manager























[bookmark: _Toc465349992]












Stakeholder Requirements





						Name





						Role





						Information





						Timeframe











						A. B.





K. B.





E. M.





D. A.





						Project Sponsors





						· Detailed project status





· Issues in implementation





· Timeline performance





· KPI’s analysis and action plan.





						Every two weeks











						H. T.





I. O.





						Project Managers





						· Employees’ performance





· Issues 





· Timeline performance





						Every two weeks











						Unknown 





						Sales Assistants





						· Advertising poster











· Individual performance





						Beginning of project

















Every two weeks























[bookmark: _Toc465349993]Key Messages





· Project launch: Project information to gain applicants.











· Project status: Project implemented within the agreed timeframe and quality targets.











· Project issues: Issues affecting the project and the action plan to resolve them.











· Project risks: The high level risks which may have an impact on the project and what actions will be taken to ease, prevent or decrease them.











· Project resources: Any resource constraints currently affecting the project.











[bookmark: _Toc465349994]






Channels





[bookmark: _Toc465349995]Delivery Channels





						· Advertising





· Email





· Posters





· Team meetings 





· Workshops



































Communication Vehicles Analysis





						Communication Vehicle Description





						Target Audience





						Advantages





						Disadvantages





						Frequency





						Owner (Contact)





						Feedback Mechanism











						Current











						App notification





						Sales Assistants





						All employees must have this app on their phone





Everyone is informed at the same time





						Notification settings might be turned off





						When novelty happens





						Head of department





						Conversation with manager

















						Corporative Email





						Managers





						More personalized





May attach files





						Use of extra time to explain the message





						When novelty happens





						Head of department





						Conversation with manager











						Poster





						All employees





						Accessible to everyone in the workplace





						Some people might ignore advert boards





						When novelty happens





						Head of department





						Conversation with manager











						Proposed











						Email





						All employees





						Everyone receives detailed information at the same time





May attach files





						Less personalized





Email might end in ‘Junk’ folder





						Launch of project





						Project Manager





						Anonymous digital survey











						121 meeting





						Sales Assistants





						Individual feedback about performance





						Time-limited 





Dependent on staff cover





						Every two weeks





						Section Managers





						Two-way communication with manager











						Teams/Zoom meeting





						Project Sponsors





						Information shared once at the same time





Main feedback received straight away





						Hard to coordinate as Regional Managers have other commitments





						Before launch





						Project Managers





						Conversation 











						Email





						Project Sponsors





						Everyone receives the information at the same time





May attach files





						Not everyone will open the email straight away so feedback will not be received quick.





						Every two weeks





						Project Managers





						Email 





Phone call























[bookmark: _Toc465349996]











Information Collection











						Channel





						Application forms











						Information Requirement





						Candidates’ details











						Information Provider





						Sales Assistant











						Collection Timeframe





						12th – 18th July 2021























						Channel





						121 meeting











						Information Requirement





						Individual performance











						Information Provider





						Section Manager











						Collection Timeframe





						Every two weeks























						Channel





						Email 











						Information Requirement





						Individual performance





Project status and issues











						Information Provider





						Project Manager











						Collection Timeframe





						Every two weeks, on Fridays
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Communications Plan





Considerations





· Date: Information message to the Project Sponsors would be communicated prior to the launch, the get their approval. After that, we would communicate with the Sales Assistants to inform them of the project so they can apply for it. Once selected, we would hold a 121 review meeting every two weeks with the Sales Assistants to discuss their performance and forward the information to the Sponsors. There should be no delays in communicating messages as this may delay the project fulfilment.











· Audience: The target audience are Sales Assistants and Project Sponsors. Project Sponsors will support the Project Managers to ensure the objectives are met and Sales Assistants are looking for career development. The messages must be clear and concise, allowing them to ask questions if any doubts arise.











· The reason for the communication is to gain buy-in from Sponsors and employees. There would be a positive response from Sales Assistants as some of the have expressed their desire to grow in the company. On the other hand, Project Sponsors might not agree with the final part of the project, which involves an expense for internal promotion.











· Risks: Messages must be clear to avoid misinterpretation.











· Activities: We would use Teams meetings, 121 meetings, email, and in-store posters.











· The Key Messages are the launch, status, issues, and risks. 
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Communications Schedule











						Communication Activities & Topics (What)





						Target Audience (Who)





						Timing / Frequency (When)





						Developer





						Reviewer





						Approver





						Deliverer





						Vehicle (How)





						Goal











						Current Month (June 2021)





						





						











						Description of plan





						Project Sponsors





						W/C 28/6/21





						Project Manager





						Project Sponsors





						Project Sponsors





						Section Managers





						Teams meeting





						Approval of plan











						Next Month (July 2021)





						





						











						Launch





						Sales Assistants





						12/07/21





						Project Manager





						Project Sponsors





						Project Sponsors





						Project Manager





						In-store Poster





						Applications











						Feedback after skills assessments





						Sales Assistants





						W/C 26/07/21





						Section Manager





Project Manager





						Section Manager





Project Manager





						Section Manager





Project Manager





						Section Manager





Project Manager





						121 meeting





						Selection of three applicants











						





						Project Sponsors





						W/C 26/07/21





						Project Manager





						Project Manager





						Project Manager





						Project Manager





						Email and Teams meeting





						Approval of candidate selection











						And so Forth 





						





						











						Objectives setting





						Sales Assistants





						W/C 02/08/21





						Section Managers





						Project Manager





						Project Manager





						Section Manager





						121 meeting





						Objectives set and agreed











						Objectives review





						Sales Assistants





						W/C 16/08/21





Every two weeks after





						Section Managers





						Project Manager





						Project Manager





						Section Manager





						121 meeting





						Objectives achieved





New objectives set and agreed











						





						Project Sponsors





						W/C 16/08/21





Every two weeks after





						Project Manager





						Project Manager





						Project Manager





						Project Manager





						Email





						Feedback
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						ID





						Event





						Description©





						Purpose





						Frequency





						Date(s)











						1





						Performance Review Meeting





						Individual 121 meeting involving the sales assistants and their section managers, to discuss their performance





						To gain feedback from employees and agree objectives, through coaching and mentoring activities.





						Every two weeks





						02/08/21





16/08/21





30/08/21





13/09/21





27/09/21





11/10/21





25/10/21











						2





						Project Board Communication





						Email containing the individual 121 review meetings and new objectives agreed





						To keep Project Sponsors informed with the project process and agree an action plan if any delays.





						Every two weeks on Fridays.





						06/08/21





20/08/21





03/09/21





17/09/21





01/10/21





15/10/21





29/10/21











						3





						Project Board Meeting





						Formal meeting held with the Project Board to assess the overall status of the project.





						To determine whether the project has been completed.





						End of project





						01/11/21























[bookmark: _Toc465350000]Communications Responsibilities 





Key: 





A = Accountable for communication event (as marked in green)





R = Receives communications materials, takes part in meetings (as marked in yellow)





M = Monitors communications process and provides feedback (as marked in orange).











						ID





						Project Sponsor





						Project Manager





						Project Member©











						1





						





						A





						R











						2





						R





						M





						A





						











						3





						A





						M





						R





						









































[bookmark: _Toc465350001]Communications Roadmap











						Audience (Stakeholder)





						Key Messages





						Delivery Channel(s)





						Frequency





						Sender











						Sales Assistants





						Project Launch





						In-store Poster





						Once 





						Project Manager











						Sales Assistants





						Project Status





						121 meeting





						Every two weeks





						Section Manager











						Project Sponsors





						Project Status





						Email





						Every two weeks





						Project Manager











						Project Sponsors





						Project Issues





						Email





Teams Meeting





						Every two weeks





						Project Manager











						Project Manager





						Project Risks





						Teams Meeting





						Before launch





						Project Sponsors






























Feedback











[bookmark: _Toc465350002]Feedback Measures





At the end of the project, all stakeholders will be sent a questionnaire, but they will also have the opportunity to give feedback to the Section Managers, Project Managers or Project Sponsors through 121 review meetings, Teams meetings or via email.





[bookmark: _Toc465350003]Success Criteria





· The message reached its intended audience





· The message was distributed through the planned channel





· The distribution was effective





· The message achieved the desired effect (The applications were received on schedule)





· The message addressed the information requirements of the audience
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Appendix





· Change Plan























· Commercial Advertisement
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· There are adequate resources available to complete the assigned tasks.





· The timeframes listed in the Communications Schedule are satisfactory.





· The required budget is available to complete the tasks needed.





[bookmark: _Toc465350006]Risks





· The requirements for communication change during the project.





· The project stakeholders changes throughout the project. 





· Long-term absences.
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Change Plan






							Created by






							Maria Mellen Jimenez













							Date






							20/11/21













							Version






							1.0



























							Vision and Objectives













							· To create three Commercial positions in the store, one per department, to support the section managers.






· To ensure the commerciality in the department.






· To achieve commercial deadlines.






· To accomplish the company goals.













							Activities to achieve objectives (see Gantt chart attached)













							· Advertise position for applications  






· Skills assessments and feedback  






· Training  






· 121 Review Meeting  






· Review KPI’s  






· Request Promotions  






· Employees starting new positions  




















							Business case (evidence-based - include data, benefits of change, gap analysis – difference between current and future states, issues and risks)













							After analysing the sales against those before the pandemic, two years ago, an increase of a 52 % can be seen as a store in April 2021, and a 42.5% in May, although feedback from regional commercial managers is slightly negative as section managers often missed deadlines for commercial actions. By creating the positions of a Commercial in each department, deadlines would be met as this person would be shown the commercial skills to support the section managers on their days off.













Benefits:






· Section managers would feel less pressured and overwhelmed.






· Deadlines met.






· Career progression, internal promotion.






· Continuous sales increase.













Issues:






· Not additional training budget.






· Slight salary increase for those successful after training is finished.













Risks:






· Isolation periods if someone contracts Covid may delay objectives achievement.






· Changes in stakeholders.






























































							People affected (stakeholders – employees, particular employees, customers, shareholders)













							Section managers.






Sales assistants on a 30-hour contract or higher.






General Manager.






Deputy Store Manager.






Regional Commercial Managers.






HR Manager.




















							Scope of change (eg one site, one product group)













							[bookmark: _Hlk88426521]Three 30-hour sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021.




















							Roles (project manager, sponsor, team members)













							Project managers: General Manager and Deputy Store Manager






Sponsors: Regional Commercial Managers and HR Manager






Change champions: Section Managers






Trainer: Section Managers






Trainees: Sales Assistants




















							Communication strategy (attach communication plan, list of change champions)













							



























The change champions are the three Section Managers in the store.




















							Support to be offered (advice, counselling, coaching, mentoring, representation, training - attach, for example, a training plan)













							Coaching and mentoring through 121 meetings to complete the sales assistants training.






Training booklet: Commercial 2




















							Timings and milestones (see Gantt chart attached)













							Start: 12/07/21






Finish: 14/11/21






Milestones: Training completed and employee starting new positions




















							Resources required, including cost (equipment, time, people, materials, guidance)













							Equipment: Department iPad already available to analyse commercial reports.






Time: 4 months.






People: No extra staff members, but an increase of weekly working hours from 20 to 30, of each of the three Sales Assistants selected. Support also available from Deputy Store Manager and General Manager.






Materials: Paper and pens to record 121 meetings, printer, scanner, already available.






Guidance: Commercial Regional Manager, HR Manager.






Cost: 






· Materials, £5/month. All commercial reports and training guidance are available in the store iPads, eco-friendly. 






· Contracted hours increase: £277.50 / month (£9.25 x 30).






· Promotion after training is completed: Cost to be confirmed by HR department.













							Monitoring activities













							121 review meetings every two weeks.






KPI’s analysis.




















							Success Measures













							Training goals achieved within timescales set.






KPI’s analysis: Sales growth.
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The basis for creating the plan is to reach the desired stakeholders, in order to improve team productivity, gaining management sponsorship and buy-in, and to support the employees who wish to develop professionally. 







Currently, the communications in the team are mainly through the internal app (via notification), corporative email and in-store posters. For this particular project, the communication methods which we plan to use would be 121 meetings, Teams meetings and email communications, where feedback will be given from all the stakeholders and a plan of action would be set to achieve goals. At the end of the project, all the stakeholders will receive a questionnaire to be filled anonymously.







We would measure the success through a number of variables, such as the number of applicants or the message distribution through the planned channels.







There might be some risks and issues to take into consideration. For instance, changes on the stakeholders throughout the project, or long-term absence.
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After the reopening of the store in April 2021, and analysing the KPI’s provided, it is clear that the store has been achieving and exceeding the sales targets, based on the sales from the same period in 2019, as we do not have any figures from the same period in 2020, due to the first lockdown. However, deadlines are usually missed by section managers as their workload is larger and have no support on their days off.







Currently, and due to long term sicknesses, we have been able to temporarily increase some part-time sales assistants’ contracts to a 30-hour contract. These employees work five days a week, mainly supporting the section managers on their days off. The plan is to train and develop their commercial skills and make this positions permanent. This way, section managers would be supported and less overwhelmed, deadlines will not be missed, and we would be providing the employees with career development opportunities.







· Vision and objectives for the Organisation















· To ensure commerciality is present at all times in the merchandising activities on the shopfloor.







· To achieve the sales targets.







· To accomplish the company deadlines.







· To ensure the staff well-being.















· Goals, timeframes, and scope of the projects















· The vacancies will be advertised on the 12th of July and will be open to apply until the 18th of the same month.







· Skills assessments and interviews will take place from the 26th of July until the 1st of August, including providing feedback.







· The three successful sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021, to be working in their new positions from the week commencing the 8th of November.















· Current and past communications activities







Communication usually takes place through the staff mobile app or personal email. In the case of a management job opening or development opportunity, a notification will come through the employee’s mobile app, with information such as deadline to apply and job description. We also make the most of the morning/afternoon meetings, a five-minute briefing meeting before the start of their shift to solve any questions or simply discuss the new opportunities.







· Existing communications staff and stakeholders







Store Manager, Deputy Store Manager, Section Managers, Sales Assistants, HR Manager, Regional Commercial Managers for the three sections.







· Current communications tools, activities, and events







We have Teams available for video conference to inform several stakeholders at the same time, such as regional managers, including HR. 







For this specific case, we will inform the employees in the morning meetings and will create an advertising poster that will be displayed in the common areas in the store. As it is an initiative for our store staff only, we will not be using our staff mobile app, as all the opportunities published there are open to all candidates in the country.







· Means of reviewing communications effectiveness







In an event such as development opportunity, we measure the success with the number of applicants and gathering feedback on those morning meetings.







· Results of past communications surveys







Not available.







· Reasons for requiring more formal communications planning















· To clarify goals and objectives.







· To identify the different audiences and clarify channels, materials, and ways of communication.







· To identify and implement communication activities.







· To help the stakeholders get on the same page.







· To embrace the stakeholders’ input.







· To assess the plan’s success and the areas that need strengthening.







































· Desired outcome of the communications planning process















· To create three Commercial positions in the store, one per department, to support the section managers.







· To ensure the commerciality in the department.







· To achieve commercial deadlines.







· To accomplish the company goals.
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· Strengths: The team involves experienced regional managers from different backgrounds who may be particularly good at identifying the type of information that needs to be delivered and when.















· Weaknesses: The information must be adequate to the audience. Different meetings must be set depending on the audience and what should be shared. For instance, review meetings with the sales assistants should take place individually. However, any feedback must be shared with the different regional managers in a separate meeting. 















· Opportunities: To reinforce the company values, such as internal promotion and continuous career development. Commercial managers might be able to organise workshops to support the trainees.















· Threats: Constructive feedback may cause a loss of motivation for the trainee, as they might just concentrate on the negative aspects of their training. 
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Previously, individual emails would be sent to the manager’s email inbox for them to share it with the team, including a list of FAQ’s to help the manager. This way, all the employees would be informed personally.	







Nowadays, communication of new projects usually comes through a notification on the company’s app. Only the employees who have the notifications ‘on’ on their settings will access the information. This may lead to less successful messages and not everyone will see them, but also managers would have to clarify separately any issues or questions.







By emailing the information to all the employees, we ensure they all receive it and can access it, increasing the audience and involvement in the project.
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Objectives
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· Improving team productivity.







· Gaining management sponsorship and buy-in.







· Supporting the employees who want to develop professionally.
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· All messages will be tailored to each specific audience, based on what they need to know.







· Every key message will be communicated formally







· Messages will be distributed through either 121 meetings or Teams meetings.







· 121 review meetings with employees will be held every two weeks.







· Copy of review meetings will be sent by email to all regional managers involved.







· The project team will listen and act on feedback.
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Stakeholders







· Project board members: General Manager, Deputy Store Manager, Regional HR Manager, Regional Commercial Managers.







· Project management team: Project Managers and Section Managers.







· Project team members: Sales Assistants, Section Managers, Deputy Store Manager, General Manager, Regional Commercial Managers, Regional HR Manager.







· Project Sponsors: Regional Commercial Managers and Regional HR Manager.























Stakeholder Communication Needs Analysis







								Stakeholder







								Communication Needs







								Degree of Impact[footnoteRef:1] [1: ] 








								Preferred Communication Vehicle







								Frequency of Communication







								Delivered By















								Sales Assistants







								Individual Performance







								High 







								121 meeting







								Every two weeks







								Section Manager















								Regional Commercial Managers







								KPI’s: 







Productivity







Sales







								High







								Email







								Every two weeks, after 121 review







								General Manager or Deputy Store Manager















								Regional HR Manager







								KPI’s: 







Productivity







Sales







								High







								Email







								Every two weeks, after 121 review







								General Manager or Deputy Store Manager































[bookmark: _Toc465349992]
















Stakeholder Requirements







								Name







								Role







								Information







								Timeframe















								A. B.







K. B.







E. M.







D. A.







								Project Sponsors







								· Detailed project status







· Issues in implementation







· Timeline performance







· KPI’s analysis and action plan.







								Every two weeks















								H. T.







I. O.







								Project Managers







								· Employees’ performance







· Issues 







· Timeline performance







								Every two weeks















								Unknown 







								Sales Assistants







								· Advertising poster















· Individual performance







								Beginning of project























Every two weeks
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· Project launch: Project information to gain applicants.















· Project status: Project implemented within the agreed timeframe and quality targets.















· Project issues: Issues affecting the project and the action plan to resolve them.















· Project risks: The high level risks which may have an impact on the project and what actions will be taken to ease, prevent or decrease them.















· Project resources: Any resource constraints currently affecting the project.
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Channels
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								· Advertising







· Email







· Posters







· Team meetings 







· Workshops















































Communication Vehicles Analysis







								Communication Vehicle Description







								Target Audience







								Advantages







								Disadvantages







								Frequency







								Owner (Contact)







								Feedback Mechanism















								Current















								App notification







								Sales Assistants







								All employees must have this app on their phone







Everyone is informed at the same time







								Notification settings might be turned off







								When novelty happens







								Head of department







								Conversation with manager























								Corporative Email







								Managers







								More personalized







May attach files







								Use of extra time to explain the message







								When novelty happens







								Head of department







								Conversation with manager















								Poster







								All employees







								Accessible to everyone in the workplace







								Some people might ignore advert boards







								When novelty happens







								Head of department







								Conversation with manager















								Proposed















								Email







								All employees







								Everyone receives detailed information at the same time







May attach files







								Less personalized







Email might end in ‘Junk’ folder







								Launch of project







								Project Manager







								Anonymous digital survey















								121 meeting







								Sales Assistants







								Individual feedback about performance







								Time-limited 







Dependent on staff cover







								Every two weeks







								Section Managers







								Two-way communication with manager















								Teams/Zoom meeting







								Project Sponsors







								Information shared once at the same time







Main feedback received straight away







								Hard to coordinate as Regional Managers have other commitments







								Before launch







								Project Managers







								Conversation 















								Email







								Project Sponsors







								Everyone receives the information at the same time







May attach files







								Not everyone will open the email straight away so feedback will not be received quick.







								Every two weeks







								Project Managers







								Email 







Phone call































[bookmark: _Toc465349996]















Information Collection















								Channel







								Application forms















								Information Requirement







								Candidates’ details















								Information Provider







								Sales Assistant















								Collection Timeframe







								12th – 18th July 2021































								Channel







								121 meeting















								Information Requirement







								Individual performance















								Information Provider







								Section Manager















								Collection Timeframe







								Every two weeks































								Channel







								Email 















								Information Requirement







								Individual performance







Project status and issues















								Information Provider







								Project Manager















								Collection Timeframe







								Every two weeks, on Fridays
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Communications Plan







Considerations







· Date: Information message to the Project Sponsors would be communicated prior to the launch, the get their approval. After that, we would communicate with the Sales Assistants to inform them of the project so they can apply for it. Once selected, we would hold a 121 review meeting every two weeks with the Sales Assistants to discuss their performance and forward the information to the Sponsors. There should be no delays in communicating messages as this may delay the project fulfilment.















· Audience: The target audience are Sales Assistants and Project Sponsors. Project Sponsors will support the Project Managers to ensure the objectives are met and Sales Assistants are looking for career development. The messages must be clear and concise, allowing them to ask questions if any doubts arise.















· The reason for the communication is to gain buy-in from Sponsors and employees. There would be a positive response from Sales Assistants as some of the have expressed their desire to grow in the company. On the other hand, Project Sponsors might not agree with the final part of the project, which involves an expense for internal promotion.















· Risks: Messages must be clear to avoid misinterpretation.















· Activities: We would use Teams meetings, 121 meetings, email, and in-store posters.















· The Key Messages are the launch, status, issues, and risks. 
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Communications Schedule















								Communication Activities & Topics (What)







								Target Audience (Who)







								Timing / Frequency (When)







								Developer







								Reviewer







								Approver







								Deliverer







								Vehicle (How)







								Goal















								Current Month (June 2021)







								







								















								Description of plan







								Project Sponsors







								W/C 28/6/21







								Project Manager







								Project Sponsors







								Project Sponsors







								Section Managers







								Teams meeting







								Approval of plan















								Next Month (July 2021)







								







								















								Launch







								Sales Assistants







								12/07/21







								Project Manager







								Project Sponsors







								Project Sponsors







								Project Manager







								In-store Poster







								Applications















								Feedback after skills assessments







								Sales Assistants







								W/C 26/07/21







								Section Manager







Project Manager







								Section Manager







Project Manager







								Section Manager







Project Manager







								Section Manager







Project Manager







								121 meeting







								Selection of three applicants















								







								Project Sponsors







								W/C 26/07/21







								Project Manager







								Project Manager







								Project Manager







								Project Manager







								Email and Teams meeting







								Approval of candidate selection















								And so Forth 







								







								















								Objectives setting







								Sales Assistants







								W/C 02/08/21







								Section Managers







								Project Manager







								Project Manager







								Section Manager







								121 meeting







								Objectives set and agreed















								Objectives review







								Sales Assistants







								W/C 16/08/21







Every two weeks after







								Section Managers







								Project Manager







								Project Manager







								Section Manager







								121 meeting







								Objectives achieved







New objectives set and agreed















								







								Project Sponsors







								W/C 16/08/21







Every two weeks after







								Project Manager







								Project Manager







								Project Manager







								Project Manager







								Email







								Feedback
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								ID







								Event







								Description©







								Purpose







								Frequency







								Date(s)















								1







								Performance Review Meeting







								Individual 121 meeting involving the sales assistants and their section managers, to discuss their performance







								To gain feedback from employees and agree objectives, through coaching and mentoring activities.







								Every two weeks







								02/08/21







16/08/21







30/08/21







13/09/21







27/09/21







11/10/21







25/10/21















								2







								Project Board Communication







								Email containing the individual 121 review meetings and new objectives agreed







								To keep Project Sponsors informed with the project process and agree an action plan if any delays.







								Every two weeks on Fridays.







								06/08/21







20/08/21







03/09/21







17/09/21







01/10/21







15/10/21







29/10/21















								3







								Project Board Meeting







								Formal meeting held with the Project Board to assess the overall status of the project.







								To determine whether the project has been completed.







								End of project







								01/11/21
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Key: 







A = Accountable for communication event (as marked in green)







R = Receives communications materials, takes part in meetings (as marked in yellow)







M = Monitors communications process and provides feedback (as marked in orange).















								ID







								Project Sponsor







								Project Manager







								Project Member©















								1







								







								A







								R















								2







								R







								M







								A







								















								3







								A







								M







								R
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								Audience (Stakeholder)







								Key Messages







								Delivery Channel(s)







								Frequency







								Sender















								Sales Assistants







								Project Launch







								In-store Poster







								Once 







								Project Manager















								Sales Assistants







								Project Status







								121 meeting







								Every two weeks







								Section Manager















								Project Sponsors







								Project Status







								Email







								Every two weeks







								Project Manager















								Project Sponsors







								Project Issues







								Email







Teams Meeting







								Every two weeks







								Project Manager















								Project Manager







								Project Risks







								Teams Meeting







								Before launch







								Project Sponsors








































Feedback
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At the end of the project, all stakeholders will be sent a questionnaire, but they will also have the opportunity to give feedback to the Section Managers, Project Managers or Project Sponsors through 121 review meetings, Teams meetings or via email.
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· The message reached its intended audience







· The message was distributed through the planned channel







· The distribution was effective







· The message achieved the desired effect (The applications were received on schedule)







· The message addressed the information requirements of the audience
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Appendix







· Change Plan































· Commercial Advertisement
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· There are adequate resources available to complete the assigned tasks.







· The timeframes listed in the Communications Schedule are satisfactory.







· The required budget is available to complete the tasks needed.
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· The requirements for communication change during the project.







· The project stakeholders changes throughout the project. 







· Long-term absences.
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Example Change Plan








									Created by








									Maria Mellen Jimenez

















									Date








									

















									Version








									1.0



































									Vision and Objectives

















									· To create three Commercial positions in the store, one per department, to support the section managers.








· To ensure the commerciality in the department.








· To achieve commercial deadlines.








· To accomplish the company goals.

















									Activities to achieve objectives (see Gantt chart attached)

















									· Advertise position for applications  








· Skills assessments and feedback  








· Training  








· 121 Review Meeting  








· Review KPI’s  








· Request Promotions  








· Employees starting new positions  


























									Business case (evidence-based - include data, benefits of change, gap analysis – difference between current and future states, issues and risks)

















									After analysing the sales against those before the pandemic, two years ago, an increase of a X % can be seen as a store, although feedback from regional commercial managers is slightly negative as section managers often missed deadlines for commercial actions. By creating the positions of a Commercial in each department, deadlines would be met as this person would be shown the commercial skills to support the section managers on their days off. 

















Benefits:








· Section managers would feel less pressured and overwhelmed.








· Deadlines met.








· Career progression, internal promotion.








· Continuous sales increase.

















Issues:








· Not additional training budget.








· Slight salary increase for those successful after training is finished.

















Risks:








· Isolation periods if someone contracts Covid may delay objectives achievement.



































									People affected (stakeholders – employees, particular employees, customers, shareholders)

















									Section managers.








Sales assistants on a 30-hour contract or higher.








Regional Commercial Managers.








HR Manager.

















									Scope of change (eg one site, one product group)

















									[bookmark: _Hlk88426521]Three 30-hour sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021.


























									Roles (project manager, sponsor, team members)

















									Project manager: General Manager and Deputy Store Manager








Sponsor: Regional Commercial Managers








Change champions: Section Managers








Trainer: Section Managers








Trainees: Sales Assistants


























									Communication strategy (attach communication plan, list of change champions)

















									



































									Support to be offered (advice, counselling, coaching, mentoring, representation, training - attach, for example, a training plan)

















									Coaching and mentoring through 121 meetings








Training booklet: Commercial 2


























									Timings and milestones (see Gantt chart)

















									Start: 12/07/21








Finish: 14/11/21








Milestones: Training completed and employee starting new positions


























									Resources required, including cost (equipment, time, people, materials, guidance)

















									Equipment: Department iPad already available to analyse commercial reports.








Time: 4 months.








People: No extra staff members, but support available from Deputy Store Manager and General Manager.








Materials: Paper and pens to record 121 meetings, printer, scanner, already available.








Guidance: Commercial Regional Manager, HR Manager.








Cost: Derived from materials, £5/month. All commercial reports and training guidance are available in the store iPads, eco-friendly.


























									Monitoring activities

















									121 review meetings every two weeks








KPI’s analysis


























									Success Measures

















									Training goals achieved








Sales growth
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?








Would you like to grow and become a COMMERCIAL







































































If you have:








Visual flair and creative thinking








Passion for fashion








Good team management skills








Numeric and analytic skills








Strong communication and interpersonal skills








Initiative and self motivation








Time management and organisational skills








Commitment to excellent customer service








Problem solving ability

















Speak to your line manager for more information about applying for this opportunity. Deadline: 18th July 2021
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Would you like to grow and become a COMMERCIAL























































If you have:






Visual flair and creative thinking






Passion for fashion






Good team management skills






Numeric and analytic skills






Strong communication and interpersonal skills






Initiative and self motivation






Time management and organisational skills






Commitment to excellent customer service






Problem solving ability













Speak to your line manager for more information about applying for this opportunity. Deadline: 18th July 2021
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If you have:




Visual flair and creative thinking
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To: You

Sorry about the delay. Of course | can write a few lines about the commercial initiative.

Since we opened the store again in April 2021, the store sales have been constantly growing. As a General Manager, and with Maria's support as Deputy Store Manager, we made the.

decision to request new positions in the store to support the Section Managers. As | was going to be away from the business during the month of July, Maria would be acting General Manager
and would be the one in charge of the plan. She drew a plan with objectives, deadlines, people involved, which she communicated to the regional team during a Teams Meeting. Even though
she tried her best to get the regional managers approval for the final promotion, this was not approved, but she got the team on board to authorise these new vacancies.

She organised the skills assessments for all the applicants, carried out the interviews and provided the feedback. She also helped the section managers to set the initial objectives and was
supporting them as much as she could, as during that time she was taking more responsibilities. She has been excellent at keeping track of everyone's performance and communicating the
feedback to the regional team.

Although she is gone back to working as a Section Manager now, after her contract to cover maternity leave ended in October, she has carried on being involved i iner of

one of the 30-hour sales assistants.

the process, as a t

Kind regards,

General Manager

From: Maria Mellén Jiménez <maria_mellen@hotmail.com>
Sent: 07 December 2021 10:17 PM

To: Maria Mellén Jiménez <maria_mellen@hotmail.com>
‘Subject: Change plan

2016
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Change Plan

		Created by

		Maria Mellen Jimenez



		Date

		20/11/21



		Version

		1.0







		Vision and Objectives



		· [bookmark: _Hlk90846787]To create three Commercial positions in the store, one per department, to support the section managers.

· To ensure the commerciality in the department.

· To achieve commercial deadlines.

· To accomplish the company goals.



		Activities to achieve objectives (see Gantt chart attached)



		· Advertise position for applications  

· Skills assessments and feedback  

· Training  

· 121 Review Meeting  

· Review KPI’s  

· Request Promotions  

· Employees starting new positions  





		Business case (evidence-based - include data, benefits of change, gap analysis – difference between current and future states, issues and risks)



		After analysing the sales against those before the pandemic, two years ago, an increase of a 52 % can be seen as a store in April 2021, and a 42.5% in May, although feedback from regional commercial managers is slightly negative as section managers often missed deadlines for commercial actions. By creating the positions of a Commercial in each department, deadlines would be met as this person would be shown the commercial skills to support the section managers on their days off.



Benefits:

· Section managers would feel less pressured and overwhelmed.

· Deadlines met.

· Career progression, internal promotion.

· Continuous sales increase.



Issues:

· Not additional training budget.

· Slight salary increase for those successful after training is finished.



Risks:

· Isolation periods if someone contracts Covid may delay objectives achievement.

· Changes in stakeholders.

















		People affected (stakeholders – employees, particular employees, customers, shareholders)



		Section managers.

Sales assistants on a 30-hour contract or higher.

General Manager.

Deputy Store Manager.

Regional Commercial Managers.

HR Manager.





		Scope of change (eg one site, one product group)



		[bookmark: _Hlk88426521]Three 30-hour sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021.





		Roles (project manager, sponsor, team members)



		Project managers: General Manager and Deputy Store Manager

Sponsors: Regional Commercial Managers and HR Manager

Change champions: Section Managers

Trainer: Section Managers

Trainees: Sales Assistants





		Communication strategy (attach communication plan, list of change champions)



		







The change champions are the three Section Managers in the store.





		Support to be offered (advice, counselling, coaching, mentoring, representation, training - attach, for example, a training plan)



		Coaching and mentoring through 121 meetings to complete the sales assistants training.

Training booklet: Commercial 2





		Timings and milestones (see Gantt chart attached)



		Start: 12/07/21

Finish: 14/11/21

Milestones: Training completed and employee starting new positions





		Resources required, including cost (equipment, time, people, materials, guidance)



		Equipment: Department iPad already available to analyse commercial reports.

Time: 4 months.

People: No extra staff members, but an increase of weekly working hours from 20 to 30, of each of the three Sales Assistants selected. Support also available from Deputy Store Manager and General Manager.

Materials: Paper and pens to record 121 meetings, printer, scanner, already available.

Guidance: Commercial Regional Manager, HR Manager.

Cost: 

· Materials, £5/month. All commercial reports and training guidance are available in the store iPads, eco-friendly. 

· Contracted hours increase: £277.50 / month (£9.25 x 30).

· Promotion after training is completed: Cost to be confirmed by HR department.



		Monitoring activities



		121 review meetings every two weeks.

KPI’s analysis.





		Success Measures



		Training goals achieved within timescales set.

KPI’s analysis: Sales growth.
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[bookmark: _Toc465349983][bookmark: _Toc51749735]Summary


[bookmark: _Hlk89811469]The basis for creating the plan is to reach the desired stakeholders, in order to improve team productivity, gaining management sponsorship and buy-in, and to support the employees who wish to develop professionally. 


Currently, the communications in the team are mainly through the internal app (via notification), corporative email and in-store posters. For this particular project, the communication methods which we plan to use would be 121 meetings, Teams meetings and email communications, where feedback will be given from all the stakeholders and a plan of action would be set to achieve goals. At the end of the project, all the stakeholders will receive a questionnaire to be filled anonymously.


We would measure the success through a number of variables, such as the number of applicants or the message distribution through the planned channels.


There might be some risks and issues to take into consideration. For instance, changes on the stakeholders throughout the project, or long-term absence.





[bookmark: _Toc465349984]Introduction


[bookmark: _Toc465349985]Background


After the reopening of the store in April 2021, and analysing the KPI’s provided, it is clear that the store has been achieving and exceeding the sales targets, based on the sales from the same period in 2019, as we do not have any figures from the same period in 2020, due to the first lockdown. However, deadlines are usually missed by section managers as their workload is larger and have no support on their days off.


Currently, and due to long term sicknesses, we have been able to temporarily increase some part-time sales assistants’ contracts to a 30-hour contract. These employees work five days a week, mainly supporting the section managers on their days off. The plan is to train and develop their commercial skills and make this positions permanent. This way, section managers would be supported and less overwhelmed, deadlines will not be missed, and we would be providing the employees with career development opportunities.


· Vision and objectives for the Organisation





· To ensure commerciality is present at all times in the merchandising activities on the shopfloor.


· To achieve the sales targets.


· To accomplish the company deadlines.


· To ensure the staff well-being.





· Goals, timeframes, and scope of the projects





· The vacancies will be advertised on the 12th of July and will be open to apply until the 18th of the same month.


· Skills assessments and interviews will take place from the 26th of July until the 1st of August, including providing feedback.


· The three successful sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021, to be working in their new positions from the week commencing the 8th of November.





· Current and past communications activities


Communication usually takes place through the staff mobile app or personal email. In the case of a management job opening or development opportunity, a notification will come through the employee’s mobile app, with information such as deadline to apply and job description. We also make the most of the morning/afternoon meetings, a five-minute briefing meeting before the start of their shift to solve any questions or simply discuss the new opportunities.


· Existing communications staff and stakeholders


Store Manager, Deputy Store Manager, Section Managers, Sales Assistants, HR Manager, Regional Commercial Managers for the three sections.


· Current communications tools, activities, and events


We have Teams available for video conference to inform several stakeholders at the same time, such as regional managers, including HR. 


For this specific case, we will inform the employees in the morning meetings and will create an advertising poster that will be displayed in the common areas in the store. As it is an initiative for our store staff only, we will not be using our staff mobile app, as all the opportunities published there are open to all candidates in the country.


· Means of reviewing communications effectiveness


In an event such as development opportunity, we measure the success with the number of applicants and gathering feedback on those morning meetings.


· Results of past communications surveys


Not available.


· Reasons for requiring more formal communications planning





· To clarify goals and objectives.


· To identify the different audiences and clarify channels, materials, and ways of communication.


· To identify and implement communication activities.


· To help the stakeholders get on the same page.


· To embrace the stakeholders’ input.


· To assess the plan’s success and the areas that need strengthening.














· Desired outcome of the communications planning process





· To create three Commercial positions in the store, one per department, to support the section managers.


· To ensure the commerciality in the department.


· To achieve commercial deadlines.


· To accomplish the company goals.





[bookmark: _Toc465349986]Situation Analysis


· Strengths: The team involves experienced regional managers from different backgrounds who may be particularly good at identifying the type of information that needs to be delivered and when.





· Weaknesses: The information must be adequate to the audience. Different meetings must be set depending on the audience and what should be shared. For instance, review meetings with the sales assistants should take place individually. However, any feedback must be shared with the different regional managers in a separate meeting. 





· Opportunities: To reinforce the company values, such as internal promotion and continuous career development. Commercial managers might be able to organise workshops to support the trainees.





· Threats: Constructive feedback may cause a loss of motivation for the trainee, as they might just concentrate on the negative aspects of their training. 





[bookmark: _Toc465349987]Lessons Learned


Previously, individual emails would be sent to the manager’s email inbox for them to share it with the team, including a list of FAQ’s to help the manager. This way, all the employees would be informed personally.	


Nowadays, communication of new projects usually comes through a notification on the company’s app. Only the employees who have the notifications ‘on’ on their settings will access the information. This may lead to less successful messages and not everyone will see them, but also managers would have to clarify separately any issues or questions.


By emailing the information to all the employees, we ensure they all receive it and can access it, increasing the audience and involvement in the project.





[bookmark: _Toc465349988]



Objectives


[bookmark: _Toc465349989]Communications Objectives


· Improving team productivity.


· Gaining management sponsorship and buy-in.


· Supporting the employees who want to develop professionally.





[bookmark: _Toc465349990]Communications Guidelines


· All messages will be tailored to each specific audience, based on what they need to know.


· Every key message will be communicated formally


· Messages will be distributed through either 121 meetings or Teams meetings.


· 121 review meetings with employees will be held every two weeks.


· Copy of review meetings will be sent by email to all regional managers involved.


· The project team will listen and act on feedback.





[bookmark: _Toc465349991]



Stakeholders


· Project board members: General Manager, Deputy Store Manager, Regional HR Manager, Regional Commercial Managers.


· Project management team: Project Managers and Section Managers.


· Project team members: Sales Assistants, Section Managers, Deputy Store Manager, General Manager, Regional Commercial Managers, Regional HR Manager.


· Project Sponsors: Regional Commercial Managers and Regional HR Manager.








Stakeholder Communication Needs Analysis


			Stakeholder


			Communication Needs


			Degree of Impact[footnoteRef:1] [1: ] 



			Preferred Communication Vehicle


			Frequency of Communication


			Delivered By





			Sales Assistants


			Individual Performance


			High 


			121 meeting


			Every two weeks


			Section Manager





			Section Managers


			Change Plan


			High


			In-store meeting


			Before launch


			General Manager or Deputy Store Manager





			Regional Commercial Managers


			Change Plan





KPI’s: 


Productivity


Sales


			High


			Teams meeting





Email


			Before launch





Every two weeks, after 121 review


			General Manager or Deputy Store Manager





			Regional HR Manager


			Change plan





KPI’s: 


Productivity


Sales


			High


			Teams meeting





Email


			Before launch





Every two weeks, after 121 review


			General Manager or Deputy Store Manager











[bookmark: _Toc465349992]






Stakeholder Requirements


			Name


			Role


			Information


			Timeframe





			A. B.


K. B.


E. M.


D. A.


			Project Sponsors


			· Detailed project status


· Issues in implementation


· Timeline performance


· KPI’s analysis and action plan.


			Every two weeks





			S. G.


V. W.


D. A.


			Section Managers


			· Detailed project information


			Before launch





			H. T.


I. O.


			Project Managers


			· Employees’ performance


· Issues 


· Timeline performance


			Every two weeks





			Unknown 


			Sales Assistants


			· Advertising poster





· Individual performance


			Beginning of project








Every two weeks











[bookmark: _Toc465349993]Key Messages


· Project launch: Project information to gain applicants.





· Project status: Project implemented within the agreed timeframe and quality targets.





· Project issues: Issues affecting the project and the action plan to resolve them.





· Project risks: The high level risks which may have an impact on the project and what actions will be taken to ease, prevent or decrease them.





· Project resources: Any resource constraints currently affecting the project.





[bookmark: _Toc465349994]



Channels


[bookmark: _Toc465349995]Delivery Channels


			· Advertising


· Email


· Posters


· Team meetings 


· Workshops

















Communication Vehicles Analysis


			Communication Vehicle Description


			Target Audience


			Advantages


			Disadvantages


			Frequency


			Owner (Contact)


			Feedback Mechanism





			Current





			App notification


			Sales Assistants


			All employees must have this app on their phone


Everyone is informed at the same time


			Notification settings might be turned off


			When novelty happens


			Head of department


			Conversation with manager








			Corporative Email


			Managers


			More personalized


May attach files


			Use of extra time to explain the message


			When novelty happens


			Head of department


			Conversation with manager





			Poster


			All employees


			Accessible to everyone in the workplace


			Some people might ignore advert boards


			When novelty happens


			Head of department


			Conversation with manager





			Proposed





			Email


			All employees


			Everyone receives detailed information at the same time


May attach files


			Less personalized


Email might end in ‘Junk’ folder


			Launch of project


			Project Manager


			Anonymous digital survey





			121 meeting


			Sales Assistants


			Individual feedback about performance


			Time-limited 


Dependent on staff cover


			Every two weeks


			Section Managers


			Two-way communication with manager





			Teams/Zoom meeting


			Project Sponsors


			Information shared once at the same time


Main feedback received straight away


			Hard to coordinate as Regional Managers have other commitments


			Before launch


			Project Managers


			Conversation 





			Email


			Project Sponsors


			Everyone receives the information at the same time


May attach files


			Not everyone will open the email straight away so feedback will not be received quick.


			Every two weeks


			Project Managers


			Email 


Phone call











[bookmark: _Toc465349996]





Information Collection





			Channel


			Application forms





			Information Requirement


			Candidates’ details





			Information Provider


			Sales Assistant





			Collection Timeframe


			12th – 18th July 2021











			Channel


			121 meeting





			Information Requirement


			Individual performance





			Information Provider


			Section Manager





			Collection Timeframe


			Every two weeks











			Channel


			Email 





			Information Requirement


			Individual performance


Project status and issues





			Information Provider


			Project Manager





			Collection Timeframe


			Every two weeks, on Fridays














[bookmark: _Toc465349997]






Communications Plan


Considerations


· Date: Information message to the Project Sponsors would be communicated prior to the launch, the get their approval. After that, we would communicate with the Sales Assistants to inform them of the project so they can apply for it. Once selected, we would hold a 121 review meeting every two weeks with the Sales Assistants to discuss their performance and forward the information to the Sponsors. There should be no delays in communicating messages as this may delay the project fulfilment.





· Audience: The target audience are Sales Assistants and Project Sponsors. Project Sponsors will support the Project Managers to ensure the objectives are met and Sales Assistants are looking for career development. The messages must be clear and concise, allowing them to ask questions if any doubts arise.





· The reason for the communication is to gain buy-in from Sponsors and employees. There would be a positive response from Sales Assistants as some of the have expressed their desire to grow in the company. On the other hand, Project Sponsors might not agree with the final part of the project, which involves an expense for internal promotion.





· Risks: Messages must be clear to avoid misinterpretation.





· Activities: We would use Teams meetings, 121 meetings, email, and in-store posters.





· The Key Messages are the launch, status, issues, and risks. 











[bookmark: _Toc465349998]


















Communications Schedule





			Communication Activities & Topics (What)


			Target Audience (Who)


			Timing / Frequency (When)


			Developer


			Reviewer


			Approver


			Deliverer


			Vehicle (How)


			Goal





			Current Month (June 2021)


			


			





			Description of plan


			Section Managers


			W/C 20/6/21


			Project Manager


			Project Manager


			Project Manager


			Project Manager


			In-store meeting


			Gain support as trainers





			


			Project Sponsors


			W/C 28/6/21


			Project Manager


			Project Sponsors


			Project Sponsors


			Project Manager


			Teams meeting


			Approval of plan





			Next Month (July 2021)


			


			





			Launch


			Sales Assistants


			12/07/21


			Project Manager


			Project Sponsors


			Project Sponsors


			Project Manager


			In-store Poster


			Applications





			Feedback after skills assessments


			Sales Assistants


			W/C 26/07/21


			Section Manager


Project Manager


			Section Manager


Project Manager


			Section Manager


Project Manager


			Section Manager


Project Manager


			121 meeting


			Selection of three applicants





			


			Project Sponsors


			W/C 26/07/21


			Project Manager


			Project Manager


			Project Manager


			Project Manager


			Email and Teams meeting


			Approval of candidate selection





			And so Forth 


			


			





			Objectives setting


			Sales Assistants


			W/C 02/08/21


			Section Managers


			Project Manager


			Project Manager


			Section Manager


			121 meeting


			Objectives set and agreed





			Objectives review


			Sales Assistants


			W/C 16/08/21


Every two weeks after


			Section Managers


			Project Manager


			Project Manager


			Section Manager


			121 meeting


			Objectives achieved


New objectives set and agreed





			


			Project Sponsors


			W/C 16/08/21


Every two weeks after


			Project Manager


			Project Manager


			Project Manager


			Project Manager


			Email


			Feedback














[bookmark: _Toc465349999]Communications Events





			ID


			Event


			Description©


			Purpose


			Frequency


			Date(s)





			1


			Performance Review Meeting


			Individual 121 meeting involving the sales assistants and their section managers, to discuss their performance


			To gain feedback from employees and agree objectives, through coaching and mentoring activities.


			Every two weeks


			02/08/21


16/08/21


30/08/21


13/09/21


27/09/21


11/10/21


25/10/21





			2


			Project Board Communication


			Email containing the individual 121 review meetings and new objectives agreed


			To keep Project Sponsors informed with the project process and agree an action plan if any delays.


			Every two weeks on Fridays.


			06/08/21


20/08/21


03/09/21


17/09/21


01/10/21


15/10/21


29/10/21





			3


			Project Board Meeting


			Formal meeting held with the Project Board to assess the overall status of the project.


			To determine whether the project has been completed.


			End of project


			01/11/21











[bookmark: _Toc465350000]Communications Responsibilities 


Key: 


A = Accountable for communication event (as marked in green)


R = Receives communications materials, takes part in meetings (as marked in yellow)


M = Monitors communications process and provides feedback (as marked in orange).





			ID


			Project Sponsor


			Project Manager


			Project Member©





			1


			


			A


			R





			2


			R


			M


			A


			





			3


			A


			M


			R


			




















[bookmark: _Toc465350001]Communications Roadmap





			Audience (Stakeholder)


			Key Messages


			Delivery Channel(s)


			Frequency


			Sender





			Sales Assistants


			Project Launch


			In-store Poster


			Once 


			Project Manager





			Sales Assistants


			Project Status


			121 meeting


			Every two weeks


			Section Manager





			Project Sponsors


			Project Status


			Email


			Every two weeks


			Project Manager





			Project Sponsors


			Project Issues


			Email


Teams Meeting


			Every two weeks


			Project Manager





			Project Manager


			Project Risks


			Teams Meeting


			Before launch


			Project Sponsors















Feedback





[bookmark: _Toc465350002]Feedback Measures


At the end of the project, all stakeholders will be sent a questionnaire, but they will also have the opportunity to give feedback to the Section Managers, Project Managers or Project Sponsors through 121 review meetings, Teams meetings or via email.


[bookmark: _Toc465350003]Success Criteria


· The message reached its intended audience


· The message was distributed through the planned channel


· The distribution was effective


· The message achieved the desired effect (The applications were received on schedule)


· The message addressed the information requirements of the audience


[bookmark: _Toc61876359][bookmark: _Toc465350004]















Appendix


· Change Plan











· Commercial Advertisement











[bookmark: _Toc465350005]Assumptions


· There are adequate resources available to complete the assigned tasks.


· The timeframes listed in the Communications Schedule are satisfactory.


· The required budget is available to complete the tasks needed.


[bookmark: _Toc465350006]Risks


· The requirements for communication change during the project.


· The project stakeholders changes throughout the project. 


· Long-term absences.
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Change Plan



				Created by



				Maria Mellen Jimenez







				Date



				20/11/21







				Version



				1.0















				Vision and Objectives







				· To create three Commercial positions in the store, one per department, to support the section managers.



· To ensure the commerciality in the department.



· To achieve commercial deadlines.



· To accomplish the company goals.







				Activities to achieve objectives (see Gantt chart attached)







				· Advertise position for applications  



· Skills assessments and feedback  



· Training  



· 121 Review Meeting  



· Review KPI’s  



· Request Promotions  



· Employees starting new positions  











				Business case (evidence-based - include data, benefits of change, gap analysis – difference between current and future states, issues and risks)







				After analysing the sales against those before the pandemic, two years ago, an increase of a 52 % can be seen as a store in April 2021, and a 42.5% in May, although feedback from regional commercial managers is slightly negative as section managers often missed deadlines for commercial actions. By creating the positions of a Commercial in each department, deadlines would be met as this person would be shown the commercial skills to support the section managers on their days off.







Benefits:



· Section managers would feel less pressured and overwhelmed.



· Deadlines met.



· Career progression, internal promotion.



· Continuous sales increase.







Issues:



· Not additional training budget.



· Slight salary increase for those successful after training is finished.







Risks:



· Isolation periods if someone contracts Covid may delay objectives achievement.



· Changes in stakeholders.



































				People affected (stakeholders – employees, particular employees, customers, shareholders)







				Section managers.



Sales assistants on a 30-hour contract or higher.



General Manager.



Deputy Store Manager.



Regional Commercial Managers.



HR Manager.











				Scope of change (eg one site, one product group)







				[bookmark: _Hlk88426521]Three 30-hour sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021.











				Roles (project manager, sponsor, team members)







				Project managers: General Manager and Deputy Store Manager



Sponsors: Regional Commercial Managers and HR Manager



Change champions: Section Managers



Trainer: Section Managers



Trainees: Sales Assistants











				Communication strategy (attach communication plan, list of change champions)







				















The change champions are the three Section Managers in the store.











				Support to be offered (advice, counselling, coaching, mentoring, representation, training - attach, for example, a training plan)







				Coaching and mentoring through 121 meetings to complete the sales assistants training.



Training booklet: Commercial 2











				Timings and milestones (see Gantt chart attached)







				Start: 12/07/21



Finish: 14/11/21



Milestones: Training completed and employee starting new positions











				Resources required, including cost (equipment, time, people, materials, guidance)







				Equipment: Department iPad already available to analyse commercial reports.



Time: 4 months.



People: No extra staff members, but an increase of weekly working hours from 20 to 30, of each of the three Sales Assistants selected. Support also available from Deputy Store Manager and General Manager.



Materials: Paper and pens to record 121 meetings, printer, scanner, already available.



Guidance: Commercial Regional Manager, HR Manager.



Cost: 



· Materials, £5/month. All commercial reports and training guidance are available in the store iPads, eco-friendly. 



· Contracted hours increase: £277.50 / month (£9.25 x 30).



· Promotion after training is completed: Cost to be confirmed by HR department.







				Monitoring activities







				121 review meetings every two weeks.



KPI’s analysis.











				Success Measures







				Training goals achieved within timescales set.



KPI’s analysis: Sales growth.
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[bookmark: _Hlk89811469]The basis for creating the plan is to reach the desired stakeholders, in order to improve team productivity, gaining management sponsorship and buy-in, and to support the employees who wish to develop professionally. 




Currently, the communications in the team are mainly through the internal app (via notification), corporative email and in-store posters. For this particular project, the communication methods which we plan to use would be 121 meetings, Teams meetings and email communications, where feedback will be given from all the stakeholders and a plan of action would be set to achieve goals. At the end of the project, all the stakeholders will receive a questionnaire to be filled anonymously.




We would measure the success through a number of variables, such as the number of applicants or the message distribution through the planned channels.




There might be some risks and issues to take into consideration. For instance, changes on the stakeholders throughout the project, or long-term absence.
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[bookmark: _Toc465349985]Background




After the reopening of the store in April 2021, and analysing the KPI’s provided, it is clear that the store has been achieving and exceeding the sales targets, based on the sales from the same period in 2019, as we do not have any figures from the same period in 2020, due to the first lockdown. However, deadlines are usually missed by section managers as their workload is larger and have no support on their days off.




Currently, and due to long term sicknesses, we have been able to temporarily increase some part-time sales assistants’ contracts to a 30-hour contract. These employees work five days a week, mainly supporting the section managers on their days off. The plan is to train and develop their commercial skills and make this positions permanent. This way, section managers would be supported and less overwhelmed, deadlines will not be missed, and we would be providing the employees with career development opportunities.




· Vision and objectives for the Organisation









· To ensure commerciality is present at all times in the merchandising activities on the shopfloor.




· To achieve the sales targets.




· To accomplish the company deadlines.




· To ensure the staff well-being.









· Goals, timeframes, and scope of the projects









· The vacancies will be advertised on the 12th of July and will be open to apply until the 18th of the same month.




· Skills assessments and interviews will take place from the 26th of July until the 1st of August, including providing feedback.




· The three successful sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021, to be working in their new positions from the week commencing the 8th of November.









· Current and past communications activities




Communication usually takes place through the staff mobile app or personal email. In the case of a management job opening or development opportunity, a notification will come through the employee’s mobile app, with information such as deadline to apply and job description. We also make the most of the morning/afternoon meetings, a five-minute briefing meeting before the start of their shift to solve any questions or simply discuss the new opportunities.




· Existing communications staff and stakeholders




Store Manager, Deputy Store Manager, Section Managers, Sales Assistants, HR Manager, Regional Commercial Managers for the three sections.




· Current communications tools, activities, and events




We have Teams available for video conference to inform several stakeholders at the same time, such as regional managers, including HR. 




For this specific case, we will inform the employees in the morning meetings and will create an advertising poster that will be displayed in the common areas in the store. As it is an initiative for our store staff only, we will not be using our staff mobile app, as all the opportunities published there are open to all candidates in the country.




· Means of reviewing communications effectiveness




In an event such as development opportunity, we measure the success with the number of applicants and gathering feedback on those morning meetings.




· Results of past communications surveys




Not available.




· Reasons for requiring more formal communications planning









· To clarify goals and objectives.




· To identify the different audiences and clarify channels, materials, and ways of communication.




· To identify and implement communication activities.




· To help the stakeholders get on the same page.




· To embrace the stakeholders’ input.




· To assess the plan’s success and the areas that need strengthening.
























· Desired outcome of the communications planning process









· To create three Commercial positions in the store, one per department, to support the section managers.




· To ensure the commerciality in the department.




· To achieve commercial deadlines.




· To accomplish the company goals.
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· Strengths: The team involves experienced regional managers from different backgrounds who may be particularly good at identifying the type of information that needs to be delivered and when.









· Weaknesses: The information must be adequate to the audience. Different meetings must be set depending on the audience and what should be shared. For instance, review meetings with the sales assistants should take place individually. However, any feedback must be shared with the different regional managers in a separate meeting. 









· Opportunities: To reinforce the company values, such as internal promotion and continuous career development. Commercial managers might be able to organise workshops to support the trainees.









· Threats: Constructive feedback may cause a loss of motivation for the trainee, as they might just concentrate on the negative aspects of their training. 
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Previously, individual emails would be sent to the manager’s email inbox for them to share it with the team, including a list of FAQ’s to help the manager. This way, all the employees would be informed personally.	




Nowadays, communication of new projects usually comes through a notification on the company’s app. Only the employees who have the notifications ‘on’ on their settings will access the information. This may lead to less successful messages and not everyone will see them, but also managers would have to clarify separately any issues or questions.




By emailing the information to all the employees, we ensure they all receive it and can access it, increasing the audience and involvement in the project.
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Objectives




[bookmark: _Toc465349989]Communications Objectives




· Improving team productivity.




· Gaining management sponsorship and buy-in.




· Supporting the employees who want to develop professionally.
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· All messages will be tailored to each specific audience, based on what they need to know.




· Every key message will be communicated formally




· Messages will be distributed through either 121 meetings or Teams meetings.




· 121 review meetings with employees will be held every two weeks.




· Copy of review meetings will be sent by email to all regional managers involved.




· The project team will listen and act on feedback.
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Stakeholders




· Project board members: General Manager, Deputy Store Manager, Regional HR Manager, Regional Commercial Managers.




· Project management team: Project Managers and Section Managers.




· Project team members: Sales Assistants, Section Managers, Deputy Store Manager, General Manager, Regional Commercial Managers, Regional HR Manager.




· Project Sponsors: Regional Commercial Managers and Regional HR Manager.














Stakeholder Communication Needs Analysis




					Stakeholder




					Communication Needs




					Degree of Impact[footnoteRef:1] [1: ] 





					Preferred Communication Vehicle




					Frequency of Communication




					Delivered By









					Sales Assistants




					Individual Performance




					High 




					121 meeting




					Every two weeks




					Section Manager









					Regional Commercial Managers




					Change Plan




KPI’s: 




Productivity




Sales




					High




					Email




					Every two weeks, after 121 review




					General Manager or Deputy Store Manager









					Regional HR Manager




					Change plan




KPI’s: 




Productivity




Sales




					High




					Email




					Every two weeks, after 121 review




					General Manager or Deputy Store Manager
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Stakeholder Requirements




					Name




					Role




					Information




					Timeframe









					A. B.




K. B.




E. M.




D. A.




					Project Sponsors




					· Detailed project status




· Issues in implementation




· Timeline performance




· KPI’s analysis and action plan.




					Every two weeks









					H. T.




I. O.




					Project Managers




					· Employees’ performance




· Issues 




· Timeline performance




					Every two weeks









					Unknown 




					Sales Assistants




					· Advertising poster









· Individual performance




					Beginning of project














Every two weeks
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· Project launch: Project information to gain applicants.









· Project status: Project implemented within the agreed timeframe and quality targets.









· Project issues: Issues affecting the project and the action plan to resolve them.









· Project risks: The high level risks which may have an impact on the project and what actions will be taken to ease, prevent or decrease them.









· Project resources: Any resource constraints currently affecting the project.
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Channels




[bookmark: _Toc465349995]Delivery Channels




					· Advertising




· Email




· Posters




· Team meetings 




· Workshops





























Communication Vehicles Analysis




					Communication Vehicle Description




					Target Audience




					Advantages




					Disadvantages




					Frequency




					Owner (Contact)




					Feedback Mechanism









					Current









					App notification




					Sales Assistants




					All employees must have this app on their phone




Everyone is informed at the same time




					Notification settings might be turned off




					When novelty happens




					Head of department




					Conversation with manager














					Corporative Email




					Managers




					More personalized




May attach files




					Use of extra time to explain the message




					When novelty happens




					Head of department




					Conversation with manager









					Poster




					All employees




					Accessible to everyone in the workplace




					Some people might ignore advert boards




					When novelty happens




					Head of department




					Conversation with manager









					Proposed









					Email




					All employees




					Everyone receives detailed information at the same time




May attach files




					Less personalized




Email might end in ‘Junk’ folder




					Launch of project




					Project Manager




					Anonymous digital survey









					121 meeting




					Sales Assistants




					Individual feedback about performance




					Time-limited 




Dependent on staff cover




					Every two weeks




					Section Managers




					Two-way communication with manager









					Teams/Zoom meeting




					Project Sponsors




					Information shared once at the same time




Main feedback received straight away




					Hard to coordinate as Regional Managers have other commitments




					Before launch




					Project Managers




					Conversation 









					Email




					Project Sponsors




					Everyone receives the information at the same time




May attach files




					Not everyone will open the email straight away so feedback will not be received quick.




					Every two weeks




					Project Managers




					Email 




Phone call
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Information Collection









					Channel




					Application forms









					Information Requirement




					Candidates’ details









					Information Provider




					Sales Assistant









					Collection Timeframe




					12th – 18th July 2021



















					Channel




					121 meeting









					Information Requirement




					Individual performance









					Information Provider




					Section Manager









					Collection Timeframe




					Every two weeks



















					Channel




					Email 









					Information Requirement




					Individual performance




Project status and issues









					Information Provider




					Project Manager









					Collection Timeframe




					Every two weeks, on Fridays
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Communications Plan




Considerations




· Date: Information message to the Project Sponsors would be communicated prior to the launch, the get their approval. After that, we would communicate with the Sales Assistants to inform them of the project so they can apply for it. Once selected, we would hold a 121 review meeting every two weeks with the Sales Assistants to discuss their performance and forward the information to the Sponsors. There should be no delays in communicating messages as this may delay the project fulfilment.









· Audience: The target audience are Sales Assistants and Project Sponsors. Project Sponsors will support the Project Managers to ensure the objectives are met and Sales Assistants are looking for career development. The messages must be clear and concise, allowing them to ask questions if any doubts arise.









· The reason for the communication is to gain buy-in from Sponsors and employees. There would be a positive response from Sales Assistants as some of the have expressed their desire to grow in the company. On the other hand, Project Sponsors might not agree with the final part of the project, which involves an expense for internal promotion.









· Risks: Messages must be clear to avoid misinterpretation.









· Activities: We would use Teams meetings, 121 meetings, email, and in-store posters.









· The Key Messages are the launch, status, issues, and risks. 
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Communications Schedule









					Communication Activities & Topics (What)




					Target Audience (Who)




					Timing / Frequency (When)




					Developer




					Reviewer




					Approver




					Deliverer




					Vehicle (How)




					Goal









					Current Month (June 2021)




					




					









					Description of plan




					Project Sponsors




					W/C 28/6/21




					Project Manager




					Project Sponsors




					Project Sponsors




					Section Managers




					Teams meeting




					Approval of plan









					Next Month (July 2021)




					




					









					Launch




					Sales Assistants




					12/07/21




					Project Manager




					Project Sponsors




					Project Sponsors




					Project Manager




					In-store Poster




					Applications









					Feedback after skills assessments




					Sales Assistants




					W/C 26/07/21




					Section Manager




Project Manager




					Section Manager




Project Manager




					Section Manager




Project Manager




					Section Manager




Project Manager




					121 meeting




					Selection of three applicants









					




					Project Sponsors




					W/C 26/07/21




					Project Manager




					Project Manager




					Project Manager




					Project Manager




					Email and Teams meeting




					Approval of candidate selection









					And so Forth 




					




					









					Objectives setting




					Sales Assistants




					W/C 02/08/21




					Section Managers




					Project Manager




					Project Manager




					Section Manager




					121 meeting




					Objectives set and agreed









					Objectives review




					Sales Assistants




					W/C 16/08/21




Every two weeks after




					Section Managers




					Project Manager




					Project Manager




					Section Manager




					121 meeting




					Objectives achieved




New objectives set and agreed









					




					Project Sponsors




					W/C 16/08/21




Every two weeks after




					Project Manager




					Project Manager




					Project Manager




					Project Manager




					Email




					Feedback
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					ID




					Event




					Description©




					Purpose




					Frequency




					Date(s)









					1




					Performance Review Meeting




					Individual 121 meeting involving the sales assistants and their section managers, to discuss their performance




					To gain feedback from employees and agree objectives, through coaching and mentoring activities.




					Every two weeks




					02/08/21




16/08/21




30/08/21




13/09/21




27/09/21




11/10/21




25/10/21









					2




					Project Board Communication




					Email containing the individual 121 review meetings and new objectives agreed




					To keep Project Sponsors informed with the project process and agree an action plan if any delays.




					Every two weeks on Fridays.




					06/08/21




20/08/21




03/09/21




17/09/21




01/10/21




15/10/21




29/10/21









					3




					Project Board Meeting




					Formal meeting held with the Project Board to assess the overall status of the project.




					To determine whether the project has been completed.




					End of project




					01/11/21
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Key: 




A = Accountable for communication event (as marked in green)




R = Receives communications materials, takes part in meetings (as marked in yellow)




M = Monitors communications process and provides feedback (as marked in orange).









					ID




					Project Sponsor




					Project Manager




					Project Member©









					1




					




					A




					R









					2




					R




					M




					A




					









					3




					A




					M




					R




					


































[bookmark: _Toc465350001]Communications Roadmap









					Audience (Stakeholder)




					Key Messages




					Delivery Channel(s)




					Frequency




					Sender









					Sales Assistants




					Project Launch




					In-store Poster




					Once 




					Project Manager









					Sales Assistants




					Project Status




					121 meeting




					Every two weeks




					Section Manager









					Project Sponsors




					Project Status




					Email




					Every two weeks




					Project Manager









					Project Sponsors




					Project Issues




					Email




Teams Meeting




					Every two weeks




					Project Manager









					Project Manager




					Project Risks




					Teams Meeting




					Before launch




					Project Sponsors

























Feedback
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At the end of the project, all stakeholders will be sent a questionnaire, but they will also have the opportunity to give feedback to the Section Managers, Project Managers or Project Sponsors through 121 review meetings, Teams meetings or via email.
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· The message reached its intended audience




· The message was distributed through the planned channel




· The distribution was effective




· The message achieved the desired effect (The applications were received on schedule)




· The message addressed the information requirements of the audience
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Appendix




· Change Plan



















· Commercial Advertisement
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· There are adequate resources available to complete the assigned tasks.




· The timeframes listed in the Communications Schedule are satisfactory.




· The required budget is available to complete the tasks needed.
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· The requirements for communication change during the project.




· The project stakeholders changes throughout the project. 




· Long-term absences.
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Change Plan





						Created by





						Maria Mellen Jimenez











						Date





						20/11/21











						Version





						1.0























						Vision and Objectives











						· To create three Commercial positions in the store, one per department, to support the section managers.





· To ensure the commerciality in the department.





· To achieve commercial deadlines.





· To accomplish the company goals.











						Activities to achieve objectives (see Gantt chart attached)











						· Advertise position for applications  





· Skills assessments and feedback  





· Training  





· 121 Review Meeting  





· Review KPI’s  





· Request Promotions  





· Employees starting new positions  

















						Business case (evidence-based - include data, benefits of change, gap analysis – difference between current and future states, issues and risks)











						After analysing the sales against those before the pandemic, two years ago, an increase of a 52 % can be seen as a store in April 2021, and a 42.5% in May, although feedback from regional commercial managers is slightly negative as section managers often missed deadlines for commercial actions. By creating the positions of a Commercial in each department, deadlines would be met as this person would be shown the commercial skills to support the section managers on their days off.











Benefits:





· Section managers would feel less pressured and overwhelmed.





· Deadlines met.





· Career progression, internal promotion.





· Continuous sales increase.











Issues:





· Not additional training budget.





· Slight salary increase for those successful after training is finished.











Risks:





· Isolation periods if someone contracts Covid may delay objectives achievement.





· Changes in stakeholders.





















































						People affected (stakeholders – employees, particular employees, customers, shareholders)











						Section managers.





Sales assistants on a 30-hour contract or higher.





General Manager.





Deputy Store Manager.





Regional Commercial Managers.





HR Manager.

















						Scope of change (eg one site, one product group)











						[bookmark: _Hlk88426521]Three 30-hour sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021.

















						Roles (project manager, sponsor, team members)











						Project managers: General Manager and Deputy Store Manager





Sponsors: Regional Commercial Managers and HR Manager





Change champions: Section Managers





Trainer: Section Managers





Trainees: Sales Assistants

















						Communication strategy (attach communication plan, list of change champions)











						























The change champions are the three Section Managers in the store.

















						Support to be offered (advice, counselling, coaching, mentoring, representation, training - attach, for example, a training plan)











						Coaching and mentoring through 121 meetings to complete the sales assistants training.





Training booklet: Commercial 2

















						Timings and milestones (see Gantt chart attached)











						Start: 12/07/21





Finish: 14/11/21





Milestones: Training completed and employee starting new positions

















						Resources required, including cost (equipment, time, people, materials, guidance)











						Equipment: Department iPad already available to analyse commercial reports.





Time: 4 months.





People: No extra staff members, but an increase of weekly working hours from 20 to 30, of each of the three Sales Assistants selected. Support also available from Deputy Store Manager and General Manager.





Materials: Paper and pens to record 121 meetings, printer, scanner, already available.





Guidance: Commercial Regional Manager, HR Manager.





Cost: 





· Materials, £5/month. All commercial reports and training guidance are available in the store iPads, eco-friendly. 





· Contracted hours increase: £277.50 / month (£9.25 x 30).





· Promotion after training is completed: Cost to be confirmed by HR department.











						Monitoring activities











						121 review meetings every two weeks.





KPI’s analysis.

















						Success Measures











						Training goals achieved within timescales set.





KPI’s analysis: Sales growth.
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The basis for creating the plan is to reach the desired stakeholders, in order to improve team productivity, gaining management sponsorship and buy-in, and to support the employees who wish to develop professionally. 






Currently, the communications in the team are mainly through the internal app (via notification), corporative email and in-store posters. For this particular project, the communication methods which we plan to use would be 121 meetings, Teams meetings and email communications, where feedback will be given from all the stakeholders and a plan of action would be set to achieve goals. At the end of the project, all the stakeholders will receive a questionnaire to be filled anonymously.






We would measure the success through a number of variables, such as the number of applicants or the message distribution through the planned channels.






There might be some risks and issues to take into consideration. For instance, changes on the stakeholders throughout the project, or long-term absence.
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After the reopening of the store in April 2021, and analysing the KPI’s provided, it is clear that the store has been achieving and exceeding the sales targets, based on the sales from the same period in 2019, as we do not have any figures from the same period in 2020, due to the first lockdown. However, deadlines are usually missed by section managers as their workload is larger and have no support on their days off.






Currently, and due to long term sicknesses, we have been able to temporarily increase some part-time sales assistants’ contracts to a 30-hour contract. These employees work five days a week, mainly supporting the section managers on their days off. The plan is to train and develop their commercial skills and make this positions permanent. This way, section managers would be supported and less overwhelmed, deadlines will not be missed, and we would be providing the employees with career development opportunities.






· Vision and objectives for the Organisation













· To ensure commerciality is present at all times in the merchandising activities on the shopfloor.






· To achieve the sales targets.






· To accomplish the company deadlines.






· To ensure the staff well-being.













· Goals, timeframes, and scope of the projects













· The vacancies will be advertised on the 12th of July and will be open to apply until the 18th of the same month.






· Skills assessments and interviews will take place from the 26th of July until the 1st of August, including providing feedback.






· The three successful sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021, to be working in their new positions from the week commencing the 8th of November.













· Current and past communications activities






Communication usually takes place through the staff mobile app or personal email. In the case of a management job opening or development opportunity, a notification will come through the employee’s mobile app, with information such as deadline to apply and job description. We also make the most of the morning/afternoon meetings, a five-minute briefing meeting before the start of their shift to solve any questions or simply discuss the new opportunities.






· Existing communications staff and stakeholders






Store Manager, Deputy Store Manager, Section Managers, Sales Assistants, HR Manager, Regional Commercial Managers for the three sections.






· Current communications tools, activities, and events






We have Teams available for video conference to inform several stakeholders at the same time, such as regional managers, including HR. 






For this specific case, we will inform the employees in the morning meetings and will create an advertising poster that will be displayed in the common areas in the store. As it is an initiative for our store staff only, we will not be using our staff mobile app, as all the opportunities published there are open to all candidates in the country.






· Means of reviewing communications effectiveness






In an event such as development opportunity, we measure the success with the number of applicants and gathering feedback on those morning meetings.






· Results of past communications surveys






Not available.






· Reasons for requiring more formal communications planning













· To clarify goals and objectives.






· To identify the different audiences and clarify channels, materials, and ways of communication.






· To identify and implement communication activities.






· To help the stakeholders get on the same page.






· To embrace the stakeholders’ input.






· To assess the plan’s success and the areas that need strengthening.


































· Desired outcome of the communications planning process













· To create three Commercial positions in the store, one per department, to support the section managers.






· To ensure the commerciality in the department.






· To achieve commercial deadlines.






· To accomplish the company goals.













[bookmark: _Toc465349986]Situation Analysis






· Strengths: The team involves experienced regional managers from different backgrounds who may be particularly good at identifying the type of information that needs to be delivered and when.













· Weaknesses: The information must be adequate to the audience. Different meetings must be set depending on the audience and what should be shared. For instance, review meetings with the sales assistants should take place individually. However, any feedback must be shared with the different regional managers in a separate meeting. 













· Opportunities: To reinforce the company values, such as internal promotion and continuous career development. Commercial managers might be able to organise workshops to support the trainees.













· Threats: Constructive feedback may cause a loss of motivation for the trainee, as they might just concentrate on the negative aspects of their training. 













[bookmark: _Toc465349987]Lessons Learned






Previously, individual emails would be sent to the manager’s email inbox for them to share it with the team, including a list of FAQ’s to help the manager. This way, all the employees would be informed personally.	






Nowadays, communication of new projects usually comes through a notification on the company’s app. Only the employees who have the notifications ‘on’ on their settings will access the information. This may lead to less successful messages and not everyone will see them, but also managers would have to clarify separately any issues or questions.






By emailing the information to all the employees, we ensure they all receive it and can access it, increasing the audience and involvement in the project.
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Objectives






[bookmark: _Toc465349989]Communications Objectives






· Improving team productivity.






· Gaining management sponsorship and buy-in.






· Supporting the employees who want to develop professionally.













[bookmark: _Toc465349990]Communications Guidelines






· All messages will be tailored to each specific audience, based on what they need to know.






· Every key message will be communicated formally






· Messages will be distributed through either 121 meetings or Teams meetings.






· 121 review meetings with employees will be held every two weeks.






· Copy of review meetings will be sent by email to all regional managers involved.






· The project team will listen and act on feedback.
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Stakeholders






· Project board members: General Manager, Deputy Store Manager, Regional HR Manager, Regional Commercial Managers.






· Project management team: Project Managers and Section Managers.






· Project team members: Sales Assistants, Section Managers, Deputy Store Manager, General Manager, Regional Commercial Managers, Regional HR Manager.






· Project Sponsors: Regional Commercial Managers and Regional HR Manager.




















Stakeholder Communication Needs Analysis






							Stakeholder






							Communication Needs






							Degree of Impact[footnoteRef:1] [1: ] 







							Preferred Communication Vehicle






							Frequency of Communication






							Delivered By













							Sales Assistants






							Individual Performance






							High 






							121 meeting






							Every two weeks






							Section Manager













							Regional Commercial Managers






							KPI’s: 






Productivity






Sales






							High






							Email






							Every two weeks, after 121 review






							General Manager or Deputy Store Manager













							Regional HR Manager






							KPI’s: 






Productivity






Sales






							High






							Email






							Every two weeks, after 121 review






							General Manager or Deputy Store Manager
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Stakeholder Requirements






							Name






							Role






							Information






							Timeframe













							A. B.






K. B.






E. M.






D. A.






							Project Sponsors






							· Detailed project status






· Issues in implementation






· Timeline performance






· KPI’s analysis and action plan.






							Every two weeks













							H. T.






I. O.






							Project Managers






							· Employees’ performance






· Issues 






· Timeline performance






							Every two weeks













							Unknown 






							Sales Assistants






							· Advertising poster













· Individual performance






							Beginning of project




















Every two weeks



























[bookmark: _Toc465349993]Key Messages






· Project launch: Project information to gain applicants.













· Project status: Project implemented within the agreed timeframe and quality targets.













· Project issues: Issues affecting the project and the action plan to resolve them.













· Project risks: The high level risks which may have an impact on the project and what actions will be taken to ease, prevent or decrease them.













· Project resources: Any resource constraints currently affecting the project.
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Channels






[bookmark: _Toc465349995]Delivery Channels






							· Advertising






· Email






· Posters






· Team meetings 






· Workshops









































Communication Vehicles Analysis






							Communication Vehicle Description






							Target Audience






							Advantages






							Disadvantages






							Frequency






							Owner (Contact)






							Feedback Mechanism













							Current













							App notification






							Sales Assistants






							All employees must have this app on their phone






Everyone is informed at the same time






							Notification settings might be turned off






							When novelty happens






							Head of department






							Conversation with manager




















							Corporative Email






							Managers






							More personalized






May attach files






							Use of extra time to explain the message






							When novelty happens






							Head of department






							Conversation with manager













							Poster






							All employees






							Accessible to everyone in the workplace






							Some people might ignore advert boards






							When novelty happens






							Head of department






							Conversation with manager













							Proposed













							Email






							All employees






							Everyone receives detailed information at the same time






May attach files






							Less personalized






Email might end in ‘Junk’ folder






							Launch of project






							Project Manager






							Anonymous digital survey













							121 meeting






							Sales Assistants






							Individual feedback about performance






							Time-limited 






Dependent on staff cover






							Every two weeks






							Section Managers






							Two-way communication with manager













							Teams/Zoom meeting






							Project Sponsors






							Information shared once at the same time






Main feedback received straight away






							Hard to coordinate as Regional Managers have other commitments






							Before launch






							Project Managers






							Conversation 













							Email






							Project Sponsors






							Everyone receives the information at the same time






May attach files






							Not everyone will open the email straight away so feedback will not be received quick.






							Every two weeks






							Project Managers






							Email 






Phone call
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Information Collection













							Channel






							Application forms













							Information Requirement






							Candidates’ details













							Information Provider






							Sales Assistant













							Collection Timeframe






							12th – 18th July 2021



























							Channel






							121 meeting













							Information Requirement






							Individual performance













							Information Provider






							Section Manager













							Collection Timeframe






							Every two weeks



























							Channel






							Email 













							Information Requirement






							Individual performance






Project status and issues













							Information Provider






							Project Manager













							Collection Timeframe






							Every two weeks, on Fridays
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Communications Plan






Considerations






· Date: Information message to the Project Sponsors would be communicated prior to the launch, the get their approval. After that, we would communicate with the Sales Assistants to inform them of the project so they can apply for it. Once selected, we would hold a 121 review meeting every two weeks with the Sales Assistants to discuss their performance and forward the information to the Sponsors. There should be no delays in communicating messages as this may delay the project fulfilment.













· Audience: The target audience are Sales Assistants and Project Sponsors. Project Sponsors will support the Project Managers to ensure the objectives are met and Sales Assistants are looking for career development. The messages must be clear and concise, allowing them to ask questions if any doubts arise.













· The reason for the communication is to gain buy-in from Sponsors and employees. There would be a positive response from Sales Assistants as some of the have expressed their desire to grow in the company. On the other hand, Project Sponsors might not agree with the final part of the project, which involves an expense for internal promotion.













· Risks: Messages must be clear to avoid misinterpretation.













· Activities: We would use Teams meetings, 121 meetings, email, and in-store posters.













· The Key Messages are the launch, status, issues, and risks. 
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Communications Schedule













							Communication Activities & Topics (What)






							Target Audience (Who)






							Timing / Frequency (When)






							Developer






							Reviewer






							Approver






							Deliverer






							Vehicle (How)






							Goal













							Current Month (June 2021)






							






							













							Description of plan






							Project Sponsors






							W/C 28/6/21






							Project Manager






							Project Sponsors






							Project Sponsors






							Section Managers






							Teams meeting






							Approval of plan













							Next Month (July 2021)






							






							













							Launch






							Sales Assistants






							12/07/21






							Project Manager






							Project Sponsors






							Project Sponsors






							Project Manager






							In-store Poster






							Applications













							Feedback after skills assessments






							Sales Assistants






							W/C 26/07/21






							Section Manager






Project Manager






							Section Manager






Project Manager






							Section Manager






Project Manager






							Section Manager






Project Manager






							121 meeting






							Selection of three applicants













							






							Project Sponsors






							W/C 26/07/21






							Project Manager






							Project Manager






							Project Manager






							Project Manager






							Email and Teams meeting






							Approval of candidate selection













							And so Forth 






							






							













							Objectives setting






							Sales Assistants






							W/C 02/08/21






							Section Managers






							Project Manager






							Project Manager






							Section Manager






							121 meeting






							Objectives set and agreed













							Objectives review






							Sales Assistants






							W/C 16/08/21






Every two weeks after






							Section Managers






							Project Manager






							Project Manager






							Section Manager






							121 meeting






							Objectives achieved






New objectives set and agreed













							






							Project Sponsors






							W/C 16/08/21






Every two weeks after






							Project Manager






							Project Manager






							Project Manager






							Project Manager






							Email






							Feedback
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							ID






							Event






							Description©






							Purpose






							Frequency






							Date(s)













							1






							Performance Review Meeting






							Individual 121 meeting involving the sales assistants and their section managers, to discuss their performance






							To gain feedback from employees and agree objectives, through coaching and mentoring activities.






							Every two weeks






							02/08/21






16/08/21






30/08/21






13/09/21






27/09/21






11/10/21






25/10/21













							2






							Project Board Communication






							Email containing the individual 121 review meetings and new objectives agreed






							To keep Project Sponsors informed with the project process and agree an action plan if any delays.






							Every two weeks on Fridays.






							06/08/21






20/08/21






03/09/21






17/09/21






01/10/21






15/10/21






29/10/21













							3






							Project Board Meeting






							Formal meeting held with the Project Board to assess the overall status of the project.






							To determine whether the project has been completed.






							End of project






							01/11/21



























[bookmark: _Toc465350000]Communications Responsibilities 






Key: 






A = Accountable for communication event (as marked in green)






R = Receives communications materials, takes part in meetings (as marked in yellow)






M = Monitors communications process and provides feedback (as marked in orange).













							ID






							Project Sponsor






							Project Manager






							Project Member©













							1






							






							A






							R













							2






							R






							M






							A






							













							3






							A






							M






							R
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							Audience (Stakeholder)






							Key Messages






							Delivery Channel(s)






							Frequency






							Sender













							Sales Assistants






							Project Launch






							In-store Poster






							Once 






							Project Manager













							Sales Assistants






							Project Status






							121 meeting






							Every two weeks






							Section Manager













							Project Sponsors






							Project Status






							Email






							Every two weeks






							Project Manager













							Project Sponsors






							Project Issues






							Email






Teams Meeting






							Every two weeks






							Project Manager













							Project Manager






							Project Risks






							Teams Meeting






							Before launch






							Project Sponsors



































Feedback
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At the end of the project, all stakeholders will be sent a questionnaire, but they will also have the opportunity to give feedback to the Section Managers, Project Managers or Project Sponsors through 121 review meetings, Teams meetings or via email.
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· The message reached its intended audience






· The message was distributed through the planned channel






· The distribution was effective






· The message achieved the desired effect (The applications were received on schedule)






· The message addressed the information requirements of the audience
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Appendix






· Change Plan



























· Commercial Advertisement
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· There are adequate resources available to complete the assigned tasks.






· The timeframes listed in the Communications Schedule are satisfactory.






· The required budget is available to complete the tasks needed.






[bookmark: _Toc465350006]Risks






· The requirements for communication change during the project.






· The project stakeholders changes throughout the project. 






· Long-term absences.
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Example Change Plan







								Created by







								Maria Mellen Jimenez















								Date







								















								Version







								1.0































								Vision and Objectives















								· To create three Commercial positions in the store, one per department, to support the section managers.







· To ensure the commerciality in the department.







· To achieve commercial deadlines.







· To accomplish the company goals.















								Activities to achieve objectives (see Gantt chart attached)















								· Advertise position for applications  







· Skills assessments and feedback  







· Training  







· 121 Review Meeting  







· Review KPI’s  







· Request Promotions  







· Employees starting new positions  























								Business case (evidence-based - include data, benefits of change, gap analysis – difference between current and future states, issues and risks)















								After analysing the sales against those before the pandemic, two years ago, an increase of a X % can be seen as a store, although feedback from regional commercial managers is slightly negative as section managers often missed deadlines for commercial actions. By creating the positions of a Commercial in each department, deadlines would be met as this person would be shown the commercial skills to support the section managers on their days off. 















Benefits:







· Section managers would feel less pressured and overwhelmed.







· Deadlines met.







· Career progression, internal promotion.







· Continuous sales increase.















Issues:







· Not additional training budget.







· Slight salary increase for those successful after training is finished.















Risks:







· Isolation periods if someone contracts Covid may delay objectives achievement.































								People affected (stakeholders – employees, particular employees, customers, shareholders)















								Section managers.







Sales assistants on a 30-hour contract or higher.







Regional Commercial Managers.







HR Manager.















								Scope of change (eg one site, one product group)















								[bookmark: _Hlk88426521]Three 30-hour sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021.























								Roles (project manager, sponsor, team members)















								Project manager: General Manager and Deputy Store Manager







Sponsor: Regional Commercial Managers







Change champions: Section Managers







Trainer: Section Managers







Trainees: Sales Assistants























								Communication strategy (attach communication plan, list of change champions)















								































								Support to be offered (advice, counselling, coaching, mentoring, representation, training - attach, for example, a training plan)















								Coaching and mentoring through 121 meetings







Training booklet: Commercial 2























								Timings and milestones (see Gantt chart)















								Start: 12/07/21







Finish: 14/11/21







Milestones: Training completed and employee starting new positions























								Resources required, including cost (equipment, time, people, materials, guidance)















								Equipment: Department iPad already available to analyse commercial reports.







Time: 4 months.







People: No extra staff members, but support available from Deputy Store Manager and General Manager.







Materials: Paper and pens to record 121 meetings, printer, scanner, already available.







Guidance: Commercial Regional Manager, HR Manager.







Cost: Derived from materials, £5/month. All commercial reports and training guidance are available in the store iPads, eco-friendly.























								Monitoring activities















								121 review meetings every two weeks







KPI’s analysis























								Success Measures















								Training goals achieved







Sales growth
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Would you like to grow and become a COMMERCIAL































































If you have:







Visual flair and creative thinking







Passion for fashion







Good team management skills







Numeric and analytic skills







Strong communication and interpersonal skills







Initiative and self motivation







Time management and organisational skills







Commitment to excellent customer service







Problem solving ability















Speak to your line manager for more information about applying for this opportunity. Deadline: 18th July 2021
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Visual flair and creative thinking





Passion for fashion





Good team management skills





Numeric and analytic skills





Strong communication and interpersonal skills





Initiative and self motivation





Time management and organisational skills





Commitment to excellent customer service





Problem solving ability











Speak to your line manager for more information about applying for this opportunity. Deadline: 18th July 2021
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[bookmark: _Toc465349983][bookmark: _Toc51749735]Summary

[bookmark: _Hlk89811469]The basis for creating the plan is to reach the desired stakeholders, in order to improve team productivity, gaining management sponsorship and buy-in, and to support the employees who wish to develop professionally. 

Currently, the communications in the team are mainly through the internal app (via notification), corporative email and in-store posters. For this particular project, the communication methods which we plan to use would be 121 meetings, Teams meetings and email communications, where feedback will be given from all the stakeholders and a plan of action would be set to achieve goals. At the end of the project, all the stakeholders will receive a questionnaire to be filled anonymously.

We would measure the success through a number of variables, such as the number of applicants or the message distribution through the planned channels.

There might be some risks and issues to take into consideration. For instance, changes on the stakeholders throughout the project, or long-term absence.



[bookmark: _Toc465349984]Introduction

[bookmark: _Toc465349985]Background

After the reopening of the store in April 2021, and analysing the KPI’s provided, it is clear that the store has been achieving and exceeding the sales targets, based on the sales from the same period in 2019, as we do not have any figures from the same period in 2020, due to the first lockdown. However, deadlines are usually missed by section managers as their workload is larger and have no support on their days off.

Currently, and due to long term sicknesses, we have been able to temporarily increase some part-time sales assistants’ contracts to a 30-hour contract. These employees work five days a week, mainly supporting the section managers on their days off. The plan is to train and develop their commercial skills and make this positions permanent. This way, section managers would be supported and less overwhelmed, deadlines will not be missed, and we would be providing the employees with career development opportunities.

· Vision and objectives for the Organisation



· To ensure commerciality is present at all times in the merchandising activities on the shopfloor.

· To achieve the sales targets.

· To accomplish the company deadlines.

· To ensure the staff well-being.



· Goals, timeframes, and scope of the projects



· The vacancies will be advertised on the 12th of July and will be open to apply until the 18th of the same month.

· Skills assessments and interviews will take place from the 26th of July until the 1st of August, including providing feedback.

· The three successful sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021, to be working in their new positions from the week commencing the 8th of November.



· Current and past communications activities

Communication usually takes place through the staff mobile app or personal email. In the case of a management job opening or development opportunity, a notification will come through the employee’s mobile app, with information such as deadline to apply and job description. We also make the most of the morning/afternoon meetings, a five-minute briefing meeting before the start of their shift to solve any questions or simply discuss the new opportunities.

· Existing communications staff and stakeholders

Store Manager, Deputy Store Manager, Section Managers, Sales Assistants, HR Manager, Regional Commercial Managers for the three sections.

· Current communications tools, activities, and events

We have Teams available for video conference to inform several stakeholders at the same time, such as regional managers, including HR. 

For this specific case, we will inform the employees in the morning meetings and will create an advertising poster that will be displayed in the common areas in the store. As it is an initiative for our store staff only, we will not be using our staff mobile app, as all the opportunities published there are open to all candidates in the country.

· Means of reviewing communications effectiveness

In an event such as development opportunity, we measure the success with the number of applicants and gathering feedback on those morning meetings.

· Results of past communications surveys

Not available.

· Reasons for requiring more formal communications planning



· To clarify goals and objectives.

· To identify the different audiences and clarify channels, materials, and ways of communication.

· To identify and implement communication activities.

· To help the stakeholders get on the same page.

· To embrace the stakeholders’ input.

· To assess the plan’s success and the areas that need strengthening.









· Desired outcome of the communications planning process



· To create three Commercial positions in the store, one per department, to support the section managers.

· To ensure the commerciality in the department.

· To achieve commercial deadlines.

· To accomplish the company goals.



[bookmark: _Toc465349986]Situation Analysis

· Strengths: The team involves experienced regional managers from different backgrounds who may be particularly good at identifying the type of information that needs to be delivered and when.



· Weaknesses: The information must be adequate to the audience. Different meetings must be set depending on the audience and what should be shared. For instance, review meetings with the sales assistants should take place individually. However, any feedback must be shared with the different regional managers in a separate meeting. 



· Opportunities: To reinforce the company values, such as internal promotion and continuous career development. Commercial managers might be able to organise workshops to support the trainees.



· Threats: Constructive feedback may cause a loss of motivation for the trainee, as they might just concentrate on the negative aspects of their training. 



[bookmark: _Toc465349987]Lessons Learned

Previously, individual emails would be sent to the manager’s email inbox for them to share it with the team, including a list of FAQ’s to help the manager. This way, all the employees would be informed personally.	

Nowadays, communication of new projects usually comes through a notification on the company’s app. Only the employees who have the notifications ‘on’ on their settings will access the information. This may lead to less successful messages and not everyone will see them, but also managers would have to clarify separately any issues or questions.

By emailing the information to all the employees, we ensure they all receive it and can access it, increasing the audience and involvement in the project.
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Objectives

[bookmark: _Toc465349989]Communications Objectives

· Improving team productivity.

· Gaining management sponsorship and buy-in.

· Supporting the employees who want to develop professionally.



[bookmark: _Toc465349990]Communications Guidelines

· All messages will be tailored to each specific audience, based on what they need to know.

· Every key message will be communicated formally

· Messages will be distributed through either 121 meetings or Teams meetings.

· 121 review meetings with employees will be held every two weeks.

· Copy of review meetings will be sent by email to all regional managers involved.

· The project team will listen and act on feedback.
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Stakeholders

· Project board members: General Manager, Deputy Store Manager, Regional HR Manager, Regional Commercial Managers.

· Project management team: Project Managers and Section Managers.

· Project team members: Sales Assistants, Section Managers, Deputy Store Manager, General Manager, Regional Commercial Managers, Regional HR Manager.

· Project Sponsors: Regional Commercial Managers and Regional HR Manager.





Stakeholder Communication Needs Analysis

		Stakeholder

		Communication Needs

		Degree of Impact[footnoteRef:1] [1: ] 


		Preferred Communication Vehicle

		Frequency of Communication

		Delivered By



		Sales Assistants

		Individual Performance

		High 

		121 meeting

		Every two weeks

		Section Manager



		Section Managers

		Change Plan

		High

		In-store meeting

		Before launch

		General Manager or Deputy Store Manager



		Regional Commercial Managers

		Change Plan



KPI’s: 

Productivity

Sales

		High

		Teams meeting



Email

		Before launch



Every two weeks, after 121 review

		General Manager or Deputy Store Manager



		Regional HR Manager

		Change plan



KPI’s: 

Productivity

Sales

		High

		Teams meeting



Email

		Before launch



Every two weeks, after 121 review

		General Manager or Deputy Store Manager
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Stakeholder Requirements

		Name

		Role

		Information

		Timeframe



		A. B.

K. B.

E. M.

D. A.

		Project Sponsors

		· Detailed project status

· Issues in implementation

· Timeline performance

· KPI’s analysis and action plan.

		Every two weeks



		S. G.

V. W.

D. A.

		Section Managers

		· Detailed project information

		Before launch



		H. T.

I. O.

		Project Managers

		· Employees’ performance

· Issues 

· Timeline performance

		Every two weeks



		Unknown 

		Sales Assistants

		· Advertising poster



· Individual performance

		Beginning of project





Every two weeks
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· Project launch: Project information to gain applicants.



· Project status: Project implemented within the agreed timeframe and quality targets.



· Project issues: Issues affecting the project and the action plan to resolve them.



· Project risks: The high level risks which may have an impact on the project and what actions will be taken to ease, prevent or decrease them.



· Project resources: Any resource constraints currently affecting the project.
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Channels

[bookmark: _Toc465349995]Delivery Channels

		· Advertising

· Email

· Posters

· Team meetings 

· Workshops











Communication Vehicles Analysis

		Communication Vehicle Description

		Target Audience

		Advantages

		Disadvantages

		Frequency

		Owner (Contact)

		Feedback Mechanism



		Current



		App notification

		Sales Assistants

		All employees must have this app on their phone

Everyone is informed at the same time

		Notification settings might be turned off

		When novelty happens

		Head of department

		Conversation with manager





		Corporative Email

		Managers

		More personalized

May attach files

		Use of extra time to explain the message

		When novelty happens

		Head of department

		Conversation with manager



		Poster

		All employees

		Accessible to everyone in the workplace

		Some people might ignore advert boards

		When novelty happens

		Head of department

		Conversation with manager



		Proposed



		Email

		All employees

		Everyone receives detailed information at the same time

May attach files

		Less personalized

Email might end in ‘Junk’ folder

		Launch of project

		Project Manager

		Anonymous digital survey



		121 meeting

		Sales Assistants

		Individual feedback about performance

		Time-limited 

Dependent on staff cover

		Every two weeks

		Section Managers

		Two-way communication with manager



		Teams/Zoom meeting

		Project Sponsors

		Information shared once at the same time

Main feedback received straight away

		Hard to coordinate as Regional Managers have other commitments

		Before launch

		Project Managers

		Conversation 



		Email

		Project Sponsors

		Everyone receives the information at the same time

May attach files

		Not everyone will open the email straight away so feedback will not be received quick.

		Every two weeks

		Project Managers

		Email 

Phone call
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Information Collection



		Channel

		Application forms



		Information Requirement

		Candidates’ details



		Information Provider

		Sales Assistant



		Collection Timeframe

		12th – 18th July 2021







		Channel

		121 meeting



		Information Requirement

		Individual performance



		Information Provider

		Section Manager



		Collection Timeframe

		Every two weeks







		Channel

		Email 



		Information Requirement

		Individual performance

Project status and issues



		Information Provider

		Project Manager



		Collection Timeframe

		Every two weeks, on Fridays
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Communications Plan

Considerations

· Date: Information message to the Project Sponsors would be communicated prior to the launch, the get their approval. After that, we would communicate with the Sales Assistants to inform them of the project so they can apply for it. Once selected, we would hold a 121 review meeting every two weeks with the Sales Assistants to discuss their performance and forward the information to the Sponsors. There should be no delays in communicating messages as this may delay the project fulfilment.



· Audience: The target audience are Sales Assistants and Project Sponsors. Project Sponsors will support the Project Managers to ensure the objectives are met and Sales Assistants are looking for career development. The messages must be clear and concise, allowing them to ask questions if any doubts arise.



· The reason for the communication is to gain buy-in from Sponsors and employees. There would be a positive response from Sales Assistants as some of the have expressed their desire to grow in the company. On the other hand, Project Sponsors might not agree with the final part of the project, which involves an expense for internal promotion.



· Risks: Messages must be clear to avoid misinterpretation.



· Activities: We would use Teams meetings, 121 meetings, email, and in-store posters.



· The Key Messages are the launch, status, issues, and risks. 
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Communications Schedule



		Communication Activities & Topics (What)

		Target Audience (Who)

		Timing / Frequency (When)

		Developer

		Reviewer

		Approver

		Deliverer

		Vehicle (How)

		Goal



		Current Month (June 2021)

		

		



		Description of plan

		Section Managers

		W/C 20/6/21

		Project Manager

		Project Manager

		Project Manager

		Project Manager

		In-store meeting

		Gain support as trainers



		

		Project Sponsors

		W/C 28/6/21

		Project Manager

		Project Sponsors

		Project Sponsors

		Project Manager

		Teams meeting

		Approval of plan



		Next Month (July 2021)

		

		



		Launch

		Sales Assistants

		12/07/21

		Project Manager

		Project Sponsors

		Project Sponsors

		Project Manager

		In-store Poster

		Applications



		Feedback after skills assessments

		Sales Assistants

		W/C 26/07/21

		Section Manager

Project Manager

		Section Manager

Project Manager

		Section Manager

Project Manager

		Section Manager

Project Manager

		121 meeting

		Selection of three applicants



		

		Project Sponsors

		W/C 26/07/21

		Project Manager

		Project Manager

		Project Manager

		Project Manager

		Email and Teams meeting

		Approval of candidate selection



		And so Forth 

		

		



		Objectives setting

		Sales Assistants

		W/C 02/08/21

		Section Managers

		Project Manager

		Project Manager

		Section Manager

		121 meeting

		Objectives set and agreed



		Objectives review

		Sales Assistants

		W/C 16/08/21

Every two weeks after

		Section Managers

		Project Manager

		Project Manager

		Section Manager

		121 meeting

		Objectives achieved

New objectives set and agreed



		

		Project Sponsors

		W/C 16/08/21

Every two weeks after

		Project Manager

		Project Manager

		Project Manager

		Project Manager

		Email

		Feedback
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		ID

		Event

		Description©

		Purpose

		Frequency

		Date(s)



		1

		Performance Review Meeting

		Individual 121 meeting involving the sales assistants and their section managers, to discuss their performance

		To gain feedback from employees and agree objectives, through coaching and mentoring activities.

		Every two weeks

		02/08/21

16/08/21

30/08/21

13/09/21

27/09/21

11/10/21

25/10/21



		2

		Project Board Communication

		Email containing the individual 121 review meetings and new objectives agreed

		To keep Project Sponsors informed with the project process and agree an action plan if any delays.

		Every two weeks on Fridays.

		06/08/21

20/08/21

03/09/21

17/09/21

01/10/21

15/10/21

29/10/21



		3

		Project Board Meeting

		Formal meeting held with the Project Board to assess the overall status of the project.

		To determine whether the project has been completed.

		End of project

		01/11/21







[bookmark: _Toc465350000]Communications Responsibilities 

Key: 

A = Accountable for communication event (as marked in green)

R = Receives communications materials, takes part in meetings (as marked in yellow)

M = Monitors communications process and provides feedback (as marked in orange).



		ID

		Project Sponsor

		Project Manager

		Project Member©



		1

		

		A

		R



		2

		R

		M

		A

		



		3

		A

		M

		R

		













[bookmark: _Toc465350001]Communications Roadmap



		Audience (Stakeholder)

		Key Messages

		Delivery Channel(s)

		Frequency

		Sender



		Sales Assistants

		Project Launch

		In-store Poster

		Once 

		Project Manager



		Sales Assistants

		Project Status

		121 meeting

		Every two weeks

		Section Manager



		Project Sponsors

		Project Status

		Email

		Every two weeks

		Project Manager



		Project Sponsors

		Project Issues

		Email

Teams Meeting

		Every two weeks

		Project Manager



		Project Manager

		Project Risks

		Teams Meeting

		Before launch

		Project Sponsors










Feedback



[bookmark: _Toc465350002]Feedback Measures

At the end of the project, all stakeholders will be sent a questionnaire, but they will also have the opportunity to give feedback to the Section Managers, Project Managers or Project Sponsors through 121 review meetings, Teams meetings or via email.

[bookmark: _Toc465350003]Success Criteria

· The message reached its intended audience

· The message was distributed through the planned channel

· The distribution was effective

· The message achieved the desired effect (The applications were received on schedule)

· The message addressed the information requirements of the audience
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Appendix

· Change Plan







· Commercial Advertisement
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· There are adequate resources available to complete the assigned tasks.

· The timeframes listed in the Communications Schedule are satisfactory.

· The required budget is available to complete the tasks needed.

[bookmark: _Toc465350006]Risks

· The requirements for communication change during the project.

· The project stakeholders changes throughout the project. 

· Long-term absences.
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Change Plan


			Created by


			Maria Mellen Jimenez





			Date


			20/11/21





			Version


			1.0











			Vision and Objectives





			· [bookmark: _Hlk90846787]To create three Commercial positions in the store, one per department, to support the section managers.


· To ensure the commerciality in the department.


· To achieve commercial deadlines.


· To accomplish the company goals.





			Activities to achieve objectives (see Gantt chart attached)





			· Advertise position for applications  


· Skills assessments and feedback  


· Training  


· 121 Review Meeting  


· Review KPI’s  


· Request Promotions  


· Employees starting new positions  








			Business case (evidence-based - include data, benefits of change, gap analysis – difference between current and future states, issues and risks)





			After analysing the sales against those before the pandemic, two years ago, an increase of a 52 % can be seen as a store in April 2021, and a 42.5% in May, although feedback from regional commercial managers is slightly negative as section managers often missed deadlines for commercial actions. By creating the positions of a Commercial in each department, deadlines would be met as this person would be shown the commercial skills to support the section managers on their days off.





Benefits:


· Section managers would feel less pressured and overwhelmed.


· Deadlines met.


· Career progression, internal promotion.


· Continuous sales increase.





Issues:


· Not additional training budget.


· Slight salary increase for those successful after training is finished.





Risks:


· Isolation periods if someone contracts Covid may delay objectives achievement.


· Changes in stakeholders.


























			People affected (stakeholders – employees, particular employees, customers, shareholders)





			Section managers.


Sales assistants on a 30-hour contract or higher.


General Manager.


Deputy Store Manager.


Regional Commercial Managers.


HR Manager.








			Scope of change (eg one site, one product group)





			[bookmark: _Hlk88426521]Three 30-hour sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021.








			Roles (project manager, sponsor, team members)





			Project managers: General Manager and Deputy Store Manager


Sponsors: Regional Commercial Managers and HR Manager


Change champions: Section Managers


Trainer: Section Managers


Trainees: Sales Assistants








			Communication strategy (attach communication plan, list of change champions)





			











The change champions are the three Section Managers in the store.








			Support to be offered (advice, counselling, coaching, mentoring, representation, training - attach, for example, a training plan)





			Coaching and mentoring through 121 meetings to complete the sales assistants training.


Training booklet: Commercial 2








			Timings and milestones (see Gantt chart attached)





			Start: 12/07/21


Finish: 14/11/21


Milestones: Training completed and employee starting new positions








			Resources required, including cost (equipment, time, people, materials, guidance)





			Equipment: Department iPad already available to analyse commercial reports.


Time: 4 months.


People: No extra staff members, but an increase of weekly working hours from 20 to 30, of each of the three Sales Assistants selected. Support also available from Deputy Store Manager and General Manager.


Materials: Paper and pens to record 121 meetings, printer, scanner, already available.


Guidance: Commercial Regional Manager, HR Manager.


Cost: 


· Materials, £5/month. All commercial reports and training guidance are available in the store iPads, eco-friendly. 


· Contracted hours increase: £277.50 / month (£9.25 x 30).


· Promotion after training is completed: Cost to be confirmed by HR department.





			Monitoring activities





			121 review meetings every two weeks.


KPI’s analysis.








			Success Measures





			Training goals achieved within timescales set.


KPI’s analysis: Sales growth.
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[bookmark: _Hlk89811469]The basis for creating the plan is to reach the desired stakeholders, in order to improve team productivity, gaining management sponsorship and buy-in, and to support the employees who wish to develop professionally. 



Currently, the communications in the team are mainly through the internal app (via notification), corporative email and in-store posters. For this particular project, the communication methods which we plan to use would be 121 meetings, Teams meetings and email communications, where feedback will be given from all the stakeholders and a plan of action would be set to achieve goals. At the end of the project, all the stakeholders will receive a questionnaire to be filled anonymously.



We would measure the success through a number of variables, such as the number of applicants or the message distribution through the planned channels.



There might be some risks and issues to take into consideration. For instance, changes on the stakeholders throughout the project, or long-term absence.
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[bookmark: _Toc465349985]Background



After the reopening of the store in April 2021, and analysing the KPI’s provided, it is clear that the store has been achieving and exceeding the sales targets, based on the sales from the same period in 2019, as we do not have any figures from the same period in 2020, due to the first lockdown. However, deadlines are usually missed by section managers as their workload is larger and have no support on their days off.



Currently, and due to long term sicknesses, we have been able to temporarily increase some part-time sales assistants’ contracts to a 30-hour contract. These employees work five days a week, mainly supporting the section managers on their days off. The plan is to train and develop their commercial skills and make this positions permanent. This way, section managers would be supported and less overwhelmed, deadlines will not be missed, and we would be providing the employees with career development opportunities.



· Vision and objectives for the Organisation







· To ensure commerciality is present at all times in the merchandising activities on the shopfloor.



· To achieve the sales targets.



· To accomplish the company deadlines.



· To ensure the staff well-being.







· Goals, timeframes, and scope of the projects







· The vacancies will be advertised on the 12th of July and will be open to apply until the 18th of the same month.



· Skills assessments and interviews will take place from the 26th of July until the 1st of August, including providing feedback.



· The three successful sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021, to be working in their new positions from the week commencing the 8th of November.







· Current and past communications activities



Communication usually takes place through the staff mobile app or personal email. In the case of a management job opening or development opportunity, a notification will come through the employee’s mobile app, with information such as deadline to apply and job description. We also make the most of the morning/afternoon meetings, a five-minute briefing meeting before the start of their shift to solve any questions or simply discuss the new opportunities.



· Existing communications staff and stakeholders



Store Manager, Deputy Store Manager, Section Managers, Sales Assistants, HR Manager, Regional Commercial Managers for the three sections.



· Current communications tools, activities, and events



We have Teams available for video conference to inform several stakeholders at the same time, such as regional managers, including HR. 



For this specific case, we will inform the employees in the morning meetings and will create an advertising poster that will be displayed in the common areas in the store. As it is an initiative for our store staff only, we will not be using our staff mobile app, as all the opportunities published there are open to all candidates in the country.



· Means of reviewing communications effectiveness



In an event such as development opportunity, we measure the success with the number of applicants and gathering feedback on those morning meetings.



· Results of past communications surveys



Not available.



· Reasons for requiring more formal communications planning







· To clarify goals and objectives.



· To identify the different audiences and clarify channels, materials, and ways of communication.



· To identify and implement communication activities.



· To help the stakeholders get on the same page.



· To embrace the stakeholders’ input.



· To assess the plan’s success and the areas that need strengthening.



















· Desired outcome of the communications planning process







· To create three Commercial positions in the store, one per department, to support the section managers.



· To ensure the commerciality in the department.



· To achieve commercial deadlines.



· To accomplish the company goals.







[bookmark: _Toc465349986]Situation Analysis



· Strengths: The team involves experienced regional managers from different backgrounds who may be particularly good at identifying the type of information that needs to be delivered and when.







· Weaknesses: The information must be adequate to the audience. Different meetings must be set depending on the audience and what should be shared. For instance, review meetings with the sales assistants should take place individually. However, any feedback must be shared with the different regional managers in a separate meeting. 







· Opportunities: To reinforce the company values, such as internal promotion and continuous career development. Commercial managers might be able to organise workshops to support the trainees.







· Threats: Constructive feedback may cause a loss of motivation for the trainee, as they might just concentrate on the negative aspects of their training. 







[bookmark: _Toc465349987]Lessons Learned



Previously, individual emails would be sent to the manager’s email inbox for them to share it with the team, including a list of FAQ’s to help the manager. This way, all the employees would be informed personally.	



Nowadays, communication of new projects usually comes through a notification on the company’s app. Only the employees who have the notifications ‘on’ on their settings will access the information. This may lead to less successful messages and not everyone will see them, but also managers would have to clarify separately any issues or questions.



By emailing the information to all the employees, we ensure they all receive it and can access it, increasing the audience and involvement in the project.
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Objectives



[bookmark: _Toc465349989]Communications Objectives



· Improving team productivity.



· Gaining management sponsorship and buy-in.



· Supporting the employees who want to develop professionally.







[bookmark: _Toc465349990]Communications Guidelines



· All messages will be tailored to each specific audience, based on what they need to know.



· Every key message will be communicated formally



· Messages will be distributed through either 121 meetings or Teams meetings.



· 121 review meetings with employees will be held every two weeks.



· Copy of review meetings will be sent by email to all regional managers involved.



· The project team will listen and act on feedback.
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Stakeholders



· Project board members: General Manager, Deputy Store Manager, Regional HR Manager, Regional Commercial Managers.



· Project management team: Project Managers and Section Managers.



· Project team members: Sales Assistants, Section Managers, Deputy Store Manager, General Manager, Regional Commercial Managers, Regional HR Manager.



· Project Sponsors: Regional Commercial Managers and Regional HR Manager.











Stakeholder Communication Needs Analysis



				Stakeholder



				Communication Needs



				Degree of Impact[footnoteRef:1] [1: ] 




				Preferred Communication Vehicle



				Frequency of Communication



				Delivered By







				Sales Assistants



				Individual Performance



				High 



				121 meeting



				Every two weeks



				Section Manager







				Section Managers



				Change Plan



				High



				In-store meeting



				Before launch



				General Manager or Deputy Store Manager







				Regional Commercial Managers



				Change Plan







KPI’s: 



Productivity



Sales



				High



				Teams meeting







Email



				Before launch







Every two weeks, after 121 review



				General Manager or Deputy Store Manager







				Regional HR Manager



				Change plan







KPI’s: 



Productivity



Sales



				High



				Teams meeting







Email



				Before launch







Every two weeks, after 121 review



				General Manager or Deputy Store Manager
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Stakeholder Requirements



				Name



				Role



				Information



				Timeframe







				A. B.



K. B.



E. M.



D. A.



				Project Sponsors



				· Detailed project status



· Issues in implementation



· Timeline performance



· KPI’s analysis and action plan.



				Every two weeks







				S. G.



V. W.



D. A.



				Section Managers



				· Detailed project information



				Before launch







				H. T.



I. O.



				Project Managers



				· Employees’ performance



· Issues 



· Timeline performance



				Every two weeks







				Unknown 



				Sales Assistants



				· Advertising poster







· Individual performance



				Beginning of project











Every two weeks















[bookmark: _Toc465349993]Key Messages



· Project launch: Project information to gain applicants.







· Project status: Project implemented within the agreed timeframe and quality targets.







· Project issues: Issues affecting the project and the action plan to resolve them.







· Project risks: The high level risks which may have an impact on the project and what actions will be taken to ease, prevent or decrease them.







· Project resources: Any resource constraints currently affecting the project.
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Channels



[bookmark: _Toc465349995]Delivery Channels



				· Advertising



· Email



· Posters



· Team meetings 



· Workshops























Communication Vehicles Analysis



				Communication Vehicle Description



				Target Audience



				Advantages



				Disadvantages



				Frequency



				Owner (Contact)



				Feedback Mechanism







				Current







				App notification



				Sales Assistants



				All employees must have this app on their phone



Everyone is informed at the same time



				Notification settings might be turned off



				When novelty happens



				Head of department



				Conversation with manager











				Corporative Email



				Managers



				More personalized



May attach files



				Use of extra time to explain the message



				When novelty happens



				Head of department



				Conversation with manager







				Poster



				All employees



				Accessible to everyone in the workplace



				Some people might ignore advert boards



				When novelty happens



				Head of department



				Conversation with manager







				Proposed







				Email



				All employees



				Everyone receives detailed information at the same time



May attach files



				Less personalized



Email might end in ‘Junk’ folder



				Launch of project



				Project Manager



				Anonymous digital survey







				121 meeting



				Sales Assistants



				Individual feedback about performance



				Time-limited 



Dependent on staff cover



				Every two weeks



				Section Managers



				Two-way communication with manager







				Teams/Zoom meeting



				Project Sponsors



				Information shared once at the same time



Main feedback received straight away



				Hard to coordinate as Regional Managers have other commitments



				Before launch



				Project Managers



				Conversation 







				Email



				Project Sponsors



				Everyone receives the information at the same time



May attach files



				Not everyone will open the email straight away so feedback will not be received quick.



				Every two weeks



				Project Managers



				Email 



Phone call
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Information Collection







				Channel



				Application forms







				Information Requirement



				Candidates’ details







				Information Provider



				Sales Assistant







				Collection Timeframe



				12th – 18th July 2021















				Channel



				121 meeting







				Information Requirement



				Individual performance







				Information Provider



				Section Manager







				Collection Timeframe



				Every two weeks















				Channel



				Email 







				Information Requirement



				Individual performance



Project status and issues







				Information Provider



				Project Manager







				Collection Timeframe



				Every two weeks, on Fridays
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Communications Plan



Considerations



· Date: Information message to the Project Sponsors would be communicated prior to the launch, the get their approval. After that, we would communicate with the Sales Assistants to inform them of the project so they can apply for it. Once selected, we would hold a 121 review meeting every two weeks with the Sales Assistants to discuss their performance and forward the information to the Sponsors. There should be no delays in communicating messages as this may delay the project fulfilment.







· Audience: The target audience are Sales Assistants and Project Sponsors. Project Sponsors will support the Project Managers to ensure the objectives are met and Sales Assistants are looking for career development. The messages must be clear and concise, allowing them to ask questions if any doubts arise.







· The reason for the communication is to gain buy-in from Sponsors and employees. There would be a positive response from Sales Assistants as some of the have expressed their desire to grow in the company. On the other hand, Project Sponsors might not agree with the final part of the project, which involves an expense for internal promotion.







· Risks: Messages must be clear to avoid misinterpretation.







· Activities: We would use Teams meetings, 121 meetings, email, and in-store posters.







· The Key Messages are the launch, status, issues, and risks. 
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Communications Schedule







				Communication Activities & Topics (What)



				Target Audience (Who)



				Timing / Frequency (When)



				Developer



				Reviewer



				Approver



				Deliverer



				Vehicle (How)



				Goal







				Current Month (June 2021)



				



				







				Description of plan



				Section Managers



				W/C 20/6/21



				Project Manager



				Project Manager



				Project Manager



				Project Manager



				In-store meeting



				Gain support as trainers







				



				Project Sponsors



				W/C 28/6/21



				Project Manager



				Project Sponsors



				Project Sponsors



				Project Manager



				Teams meeting



				Approval of plan







				Next Month (July 2021)



				



				







				Launch



				Sales Assistants



				12/07/21



				Project Manager



				Project Sponsors



				Project Sponsors



				Project Manager



				In-store Poster



				Applications







				Feedback after skills assessments



				Sales Assistants



				W/C 26/07/21



				Section Manager



Project Manager



				Section Manager



Project Manager



				Section Manager



Project Manager



				Section Manager



Project Manager



				121 meeting



				Selection of three applicants







				



				Project Sponsors



				W/C 26/07/21



				Project Manager



				Project Manager



				Project Manager



				Project Manager



				Email and Teams meeting



				Approval of candidate selection







				And so Forth 



				



				







				Objectives setting



				Sales Assistants



				W/C 02/08/21



				Section Managers



				Project Manager



				Project Manager



				Section Manager



				121 meeting



				Objectives set and agreed







				Objectives review



				Sales Assistants



				W/C 16/08/21



Every two weeks after



				Section Managers



				Project Manager



				Project Manager



				Section Manager



				121 meeting



				Objectives achieved



New objectives set and agreed







				



				Project Sponsors



				W/C 16/08/21



Every two weeks after



				Project Manager



				Project Manager



				Project Manager



				Project Manager



				Email



				Feedback
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				ID



				Event



				Description©



				Purpose



				Frequency



				Date(s)







				1



				Performance Review Meeting



				Individual 121 meeting involving the sales assistants and their section managers, to discuss their performance



				To gain feedback from employees and agree objectives, through coaching and mentoring activities.



				Every two weeks



				02/08/21



16/08/21



30/08/21



13/09/21



27/09/21



11/10/21



25/10/21







				2



				Project Board Communication



				Email containing the individual 121 review meetings and new objectives agreed



				To keep Project Sponsors informed with the project process and agree an action plan if any delays.



				Every two weeks on Fridays.



				06/08/21



20/08/21



03/09/21



17/09/21



01/10/21



15/10/21



29/10/21







				3



				Project Board Meeting



				Formal meeting held with the Project Board to assess the overall status of the project.



				To determine whether the project has been completed.



				End of project



				01/11/21















[bookmark: _Toc465350000]Communications Responsibilities 



Key: 



A = Accountable for communication event (as marked in green)



R = Receives communications materials, takes part in meetings (as marked in yellow)



M = Monitors communications process and provides feedback (as marked in orange).







				ID



				Project Sponsor



				Project Manager



				Project Member©







				1



				



				A



				R







				2



				R



				M



				A



				







				3



				A



				M



				R



				



























[bookmark: _Toc465350001]Communications Roadmap







				Audience (Stakeholder)



				Key Messages



				Delivery Channel(s)



				Frequency



				Sender







				Sales Assistants



				Project Launch



				In-store Poster



				Once 



				Project Manager







				Sales Assistants



				Project Status



				121 meeting



				Every two weeks



				Section Manager







				Project Sponsors



				Project Status



				Email



				Every two weeks



				Project Manager







				Project Sponsors



				Project Issues



				Email



Teams Meeting



				Every two weeks



				Project Manager







				Project Manager



				Project Risks



				Teams Meeting



				Before launch



				Project Sponsors




















Feedback







[bookmark: _Toc465350002]Feedback Measures



At the end of the project, all stakeholders will be sent a questionnaire, but they will also have the opportunity to give feedback to the Section Managers, Project Managers or Project Sponsors through 121 review meetings, Teams meetings or via email.



[bookmark: _Toc465350003]Success Criteria



· The message reached its intended audience



· The message was distributed through the planned channel



· The distribution was effective



· The message achieved the desired effect (The applications were received on schedule)



· The message addressed the information requirements of the audience
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Appendix



· Change Plan















· Commercial Advertisement















[bookmark: _Toc465350005]Assumptions



· There are adequate resources available to complete the assigned tasks.



· The timeframes listed in the Communications Schedule are satisfactory.



· The required budget is available to complete the tasks needed.



[bookmark: _Toc465350006]Risks



· The requirements for communication change during the project.



· The project stakeholders changes throughout the project. 



· Long-term absences.
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Change Plan




					Created by




					Maria Mellen Jimenez









					Date




					20/11/21









					Version




					1.0



















					Vision and Objectives









					· To create three Commercial positions in the store, one per department, to support the section managers.




· To ensure the commerciality in the department.




· To achieve commercial deadlines.




· To accomplish the company goals.









					Activities to achieve objectives (see Gantt chart attached)









					· Advertise position for applications  




· Skills assessments and feedback  




· Training  




· 121 Review Meeting  




· Review KPI’s  




· Request Promotions  




· Employees starting new positions  














					Business case (evidence-based - include data, benefits of change, gap analysis – difference between current and future states, issues and risks)









					After analysing the sales against those before the pandemic, two years ago, an increase of a 52 % can be seen as a store in April 2021, and a 42.5% in May, although feedback from regional commercial managers is slightly negative as section managers often missed deadlines for commercial actions. By creating the positions of a Commercial in each department, deadlines would be met as this person would be shown the commercial skills to support the section managers on their days off.









Benefits:




· Section managers would feel less pressured and overwhelmed.




· Deadlines met.




· Career progression, internal promotion.




· Continuous sales increase.









Issues:




· Not additional training budget.




· Slight salary increase for those successful after training is finished.









Risks:




· Isolation periods if someone contracts Covid may delay objectives achievement.




· Changes in stakeholders.












































					People affected (stakeholders – employees, particular employees, customers, shareholders)









					Section managers.




Sales assistants on a 30-hour contract or higher.




General Manager.




Deputy Store Manager.




Regional Commercial Managers.




HR Manager.














					Scope of change (eg one site, one product group)









					[bookmark: _Hlk88426521]Three 30-hour sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021.














					Roles (project manager, sponsor, team members)









					Project managers: General Manager and Deputy Store Manager




Sponsors: Regional Commercial Managers and HR Manager




Change champions: Section Managers




Trainer: Section Managers




Trainees: Sales Assistants














					Communication strategy (attach communication plan, list of change champions)









					



















The change champions are the three Section Managers in the store.














					Support to be offered (advice, counselling, coaching, mentoring, representation, training - attach, for example, a training plan)









					Coaching and mentoring through 121 meetings to complete the sales assistants training.




Training booklet: Commercial 2














					Timings and milestones (see Gantt chart attached)









					Start: 12/07/21




Finish: 14/11/21




Milestones: Training completed and employee starting new positions














					Resources required, including cost (equipment, time, people, materials, guidance)









					Equipment: Department iPad already available to analyse commercial reports.




Time: 4 months.




People: No extra staff members, but an increase of weekly working hours from 20 to 30, of each of the three Sales Assistants selected. Support also available from Deputy Store Manager and General Manager.




Materials: Paper and pens to record 121 meetings, printer, scanner, already available.




Guidance: Commercial Regional Manager, HR Manager.




Cost: 




· Materials, £5/month. All commercial reports and training guidance are available in the store iPads, eco-friendly. 




· Contracted hours increase: £277.50 / month (£9.25 x 30).




· Promotion after training is completed: Cost to be confirmed by HR department.









					Monitoring activities









					121 review meetings every two weeks.




KPI’s analysis.














					Success Measures









					Training goals achieved within timescales set.




KPI’s analysis: Sales growth.
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[bookmark: _Toc57468548]





Document Approvals





						Role





						Name©
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						Project Review Group
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Regional Commercial Manager Ladies





Regional Commercial Manager Men
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Section Manager Men





Section Manager Kids





						





						











						





Project Managers











						General Manager 





Deputy Store Manager
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[bookmark: _Hlk89811469]The basis for creating the plan is to reach the desired stakeholders, in order to improve team productivity, gaining management sponsorship and buy-in, and to support the employees who wish to develop professionally. 





Currently, the communications in the team are mainly through the internal app (via notification), corporative email and in-store posters. For this particular project, the communication methods which we plan to use would be 121 meetings, Teams meetings and email communications, where feedback will be given from all the stakeholders and a plan of action would be set to achieve goals. At the end of the project, all the stakeholders will receive a questionnaire to be filled anonymously.





We would measure the success through a number of variables, such as the number of applicants or the message distribution through the planned channels.





There might be some risks and issues to take into consideration. For instance, changes on the stakeholders throughout the project, or long-term absence.











[bookmark: _Toc465349984]Introduction





[bookmark: _Toc465349985]Background





After the reopening of the store in April 2021, and analysing the KPI’s provided, it is clear that the store has been achieving and exceeding the sales targets, based on the sales from the same period in 2019, as we do not have any figures from the same period in 2020, due to the first lockdown. However, deadlines are usually missed by section managers as their workload is larger and have no support on their days off.





Currently, and due to long term sicknesses, we have been able to temporarily increase some part-time sales assistants’ contracts to a 30-hour contract. These employees work five days a week, mainly supporting the section managers on their days off. The plan is to train and develop their commercial skills and make this positions permanent. This way, section managers would be supported and less overwhelmed, deadlines will not be missed, and we would be providing the employees with career development opportunities.





· Vision and objectives for the Organisation











· To ensure commerciality is present at all times in the merchandising activities on the shopfloor.





· To achieve the sales targets.





· To accomplish the company deadlines.





· To ensure the staff well-being.











· Goals, timeframes, and scope of the projects











· The vacancies will be advertised on the 12th of July and will be open to apply until the 18th of the same month.





· Skills assessments and interviews will take place from the 26th of July until the 1st of August, including providing feedback.





· The three successful sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021, to be working in their new positions from the week commencing the 8th of November.











· Current and past communications activities





Communication usually takes place through the staff mobile app or personal email. In the case of a management job opening or development opportunity, a notification will come through the employee’s mobile app, with information such as deadline to apply and job description. We also make the most of the morning/afternoon meetings, a five-minute briefing meeting before the start of their shift to solve any questions or simply discuss the new opportunities.





· Existing communications staff and stakeholders





Store Manager, Deputy Store Manager, Section Managers, Sales Assistants, HR Manager, Regional Commercial Managers for the three sections.





· Current communications tools, activities, and events





We have Teams available for video conference to inform several stakeholders at the same time, such as regional managers, including HR. 





For this specific case, we will inform the employees in the morning meetings and will create an advertising poster that will be displayed in the common areas in the store. As it is an initiative for our store staff only, we will not be using our staff mobile app, as all the opportunities published there are open to all candidates in the country.





· Means of reviewing communications effectiveness





In an event such as development opportunity, we measure the success with the number of applicants and gathering feedback on those morning meetings.





· Results of past communications surveys





Not available.





· Reasons for requiring more formal communications planning











· To clarify goals and objectives.





· To identify the different audiences and clarify channels, materials, and ways of communication.





· To identify and implement communication activities.





· To help the stakeholders get on the same page.





· To embrace the stakeholders’ input.





· To assess the plan’s success and the areas that need strengthening.





























· Desired outcome of the communications planning process











· To create three Commercial positions in the store, one per department, to support the section managers.





· To ensure the commerciality in the department.





· To achieve commercial deadlines.





· To accomplish the company goals.











[bookmark: _Toc465349986]Situation Analysis





· Strengths: The team involves experienced regional managers from different backgrounds who may be particularly good at identifying the type of information that needs to be delivered and when.











· Weaknesses: The information must be adequate to the audience. Different meetings must be set depending on the audience and what should be shared. For instance, review meetings with the sales assistants should take place individually. However, any feedback must be shared with the different regional managers in a separate meeting. 











· Opportunities: To reinforce the company values, such as internal promotion and continuous career development. Commercial managers might be able to organise workshops to support the trainees.











· Threats: Constructive feedback may cause a loss of motivation for the trainee, as they might just concentrate on the negative aspects of their training. 











[bookmark: _Toc465349987]Lessons Learned





Previously, individual emails would be sent to the manager’s email inbox for them to share it with the team, including a list of FAQ’s to help the manager. This way, all the employees would be informed personally.	





Nowadays, communication of new projects usually comes through a notification on the company’s app. Only the employees who have the notifications ‘on’ on their settings will access the information. This may lead to less successful messages and not everyone will see them, but also managers would have to clarify separately any issues or questions.





By emailing the information to all the employees, we ensure they all receive it and can access it, increasing the audience and involvement in the project.
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Objectives





[bookmark: _Toc465349989]Communications Objectives





· Improving team productivity.





· Gaining management sponsorship and buy-in.





· Supporting the employees who want to develop professionally.











[bookmark: _Toc465349990]Communications Guidelines





· All messages will be tailored to each specific audience, based on what they need to know.





· Every key message will be communicated formally





· Messages will be distributed through either 121 meetings or Teams meetings.





· 121 review meetings with employees will be held every two weeks.





· Copy of review meetings will be sent by email to all regional managers involved.





· The project team will listen and act on feedback.











[bookmark: _Toc465349991]






Stakeholders





· Project board members: General Manager, Deputy Store Manager, Regional HR Manager, Regional Commercial Managers.





· Project management team: Project Managers and Section Managers.





· Project team members: Sales Assistants, Section Managers, Deputy Store Manager, General Manager, Regional Commercial Managers, Regional HR Manager.





· Project Sponsors: Regional Commercial Managers and Regional HR Manager.

















Stakeholder Communication Needs Analysis





						Stakeholder





						Communication Needs





						Degree of Impact[footnoteRef:1] [1: ] 






						Preferred Communication Vehicle





						Frequency of Communication





						Delivered By











						Sales Assistants





						Individual Performance





						High 





						121 meeting





						Every two weeks





						Section Manager











						Regional Commercial Managers





						Change Plan





KPI’s: 





Productivity





Sales





						High





						Email





						Every two weeks, after 121 review





						General Manager or Deputy Store Manager











						Regional HR Manager





						Change plan





KPI’s: 





Productivity





Sales





						High





						Email





						Every two weeks, after 121 review





						General Manager or Deputy Store Manager























[bookmark: _Toc465349992]












Stakeholder Requirements





						Name





						Role





						Information





						Timeframe











						A. B.





K. B.





E. M.





D. A.





						Project Sponsors





						· Detailed project status





· Issues in implementation





· Timeline performance





· KPI’s analysis and action plan.





						Every two weeks











						H. T.





I. O.





						Project Managers





						· Employees’ performance





· Issues 





· Timeline performance





						Every two weeks











						Unknown 





						Sales Assistants





						· Advertising poster











· Individual performance





						Beginning of project

















Every two weeks























[bookmark: _Toc465349993]Key Messages





· Project launch: Project information to gain applicants.











· Project status: Project implemented within the agreed timeframe and quality targets.











· Project issues: Issues affecting the project and the action plan to resolve them.











· Project risks: The high level risks which may have an impact on the project and what actions will be taken to ease, prevent or decrease them.











· Project resources: Any resource constraints currently affecting the project.
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Channels





[bookmark: _Toc465349995]Delivery Channels





						· Advertising





· Email





· Posters





· Team meetings 





· Workshops



































Communication Vehicles Analysis





						Communication Vehicle Description





						Target Audience





						Advantages





						Disadvantages





						Frequency





						Owner (Contact)





						Feedback Mechanism











						Current











						App notification





						Sales Assistants





						All employees must have this app on their phone





Everyone is informed at the same time





						Notification settings might be turned off





						When novelty happens





						Head of department





						Conversation with manager

















						Corporative Email





						Managers





						More personalized





May attach files





						Use of extra time to explain the message





						When novelty happens





						Head of department





						Conversation with manager











						Poster





						All employees





						Accessible to everyone in the workplace





						Some people might ignore advert boards





						When novelty happens





						Head of department





						Conversation with manager











						Proposed











						Email





						All employees





						Everyone receives detailed information at the same time





May attach files





						Less personalized





Email might end in ‘Junk’ folder





						Launch of project





						Project Manager





						Anonymous digital survey











						121 meeting





						Sales Assistants





						Individual feedback about performance





						Time-limited 





Dependent on staff cover





						Every two weeks





						Section Managers





						Two-way communication with manager











						Teams/Zoom meeting





						Project Sponsors





						Information shared once at the same time





Main feedback received straight away





						Hard to coordinate as Regional Managers have other commitments





						Before launch





						Project Managers





						Conversation 











						Email





						Project Sponsors





						Everyone receives the information at the same time





May attach files





						Not everyone will open the email straight away so feedback will not be received quick.





						Every two weeks





						Project Managers





						Email 





Phone call
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Information Collection











						Channel





						Application forms











						Information Requirement





						Candidates’ details











						Information Provider





						Sales Assistant











						Collection Timeframe





						12th – 18th July 2021























						Channel





						121 meeting











						Information Requirement





						Individual performance











						Information Provider





						Section Manager











						Collection Timeframe





						Every two weeks























						Channel





						Email 











						Information Requirement





						Individual performance





Project status and issues











						Information Provider





						Project Manager











						Collection Timeframe





						Every two weeks, on Fridays
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Communications Plan





Considerations





· Date: Information message to the Project Sponsors would be communicated prior to the launch, the get their approval. After that, we would communicate with the Sales Assistants to inform them of the project so they can apply for it. Once selected, we would hold a 121 review meeting every two weeks with the Sales Assistants to discuss their performance and forward the information to the Sponsors. There should be no delays in communicating messages as this may delay the project fulfilment.











· Audience: The target audience are Sales Assistants and Project Sponsors. Project Sponsors will support the Project Managers to ensure the objectives are met and Sales Assistants are looking for career development. The messages must be clear and concise, allowing them to ask questions if any doubts arise.











· The reason for the communication is to gain buy-in from Sponsors and employees. There would be a positive response from Sales Assistants as some of the have expressed their desire to grow in the company. On the other hand, Project Sponsors might not agree with the final part of the project, which involves an expense for internal promotion.











· Risks: Messages must be clear to avoid misinterpretation.











· Activities: We would use Teams meetings, 121 meetings, email, and in-store posters.











· The Key Messages are the launch, status, issues, and risks. 
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Communications Schedule











						Communication Activities & Topics (What)





						Target Audience (Who)





						Timing / Frequency (When)





						Developer





						Reviewer





						Approver





						Deliverer





						Vehicle (How)





						Goal











						Current Month (June 2021)





						





						











						Description of plan





						Project Sponsors





						W/C 28/6/21





						Project Manager





						Project Sponsors





						Project Sponsors





						Section Managers





						Teams meeting





						Approval of plan











						Next Month (July 2021)





						





						











						Launch





						Sales Assistants





						12/07/21





						Project Manager





						Project Sponsors





						Project Sponsors





						Project Manager





						In-store Poster





						Applications











						Feedback after skills assessments





						Sales Assistants





						W/C 26/07/21





						Section Manager





Project Manager





						Section Manager





Project Manager





						Section Manager





Project Manager





						Section Manager





Project Manager





						121 meeting





						Selection of three applicants











						





						Project Sponsors





						W/C 26/07/21





						Project Manager





						Project Manager





						Project Manager





						Project Manager





						Email and Teams meeting





						Approval of candidate selection











						And so Forth 





						





						











						Objectives setting





						Sales Assistants





						W/C 02/08/21





						Section Managers





						Project Manager





						Project Manager





						Section Manager





						121 meeting





						Objectives set and agreed











						Objectives review





						Sales Assistants





						W/C 16/08/21





Every two weeks after





						Section Managers





						Project Manager





						Project Manager





						Section Manager





						121 meeting





						Objectives achieved





New objectives set and agreed











						





						Project Sponsors





						W/C 16/08/21





Every two weeks after





						Project Manager





						Project Manager





						Project Manager





						Project Manager





						Email





						Feedback
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						ID





						Event





						Description©





						Purpose





						Frequency





						Date(s)











						1





						Performance Review Meeting





						Individual 121 meeting involving the sales assistants and their section managers, to discuss their performance





						To gain feedback from employees and agree objectives, through coaching and mentoring activities.





						Every two weeks





						02/08/21





16/08/21





30/08/21





13/09/21





27/09/21





11/10/21





25/10/21











						2





						Project Board Communication





						Email containing the individual 121 review meetings and new objectives agreed





						To keep Project Sponsors informed with the project process and agree an action plan if any delays.





						Every two weeks on Fridays.





						06/08/21





20/08/21





03/09/21





17/09/21





01/10/21





15/10/21





29/10/21











						3





						Project Board Meeting





						Formal meeting held with the Project Board to assess the overall status of the project.





						To determine whether the project has been completed.





						End of project





						01/11/21























[bookmark: _Toc465350000]Communications Responsibilities 





Key: 





A = Accountable for communication event (as marked in green)





R = Receives communications materials, takes part in meetings (as marked in yellow)





M = Monitors communications process and provides feedback (as marked in orange).











						ID





						Project Sponsor





						Project Manager





						Project Member©











						1





						





						A





						R











						2





						R





						M





						A





						











						3





						A





						M





						R





						









































[bookmark: _Toc465350001]Communications Roadmap











						Audience (Stakeholder)





						Key Messages





						Delivery Channel(s)





						Frequency





						Sender











						Sales Assistants





						Project Launch





						In-store Poster





						Once 





						Project Manager











						Sales Assistants





						Project Status





						121 meeting





						Every two weeks





						Section Manager











						Project Sponsors





						Project Status





						Email





						Every two weeks





						Project Manager











						Project Sponsors





						Project Issues





						Email





Teams Meeting





						Every two weeks





						Project Manager











						Project Manager





						Project Risks





						Teams Meeting





						Before launch





						Project Sponsors






























Feedback











[bookmark: _Toc465350002]Feedback Measures





At the end of the project, all stakeholders will be sent a questionnaire, but they will also have the opportunity to give feedback to the Section Managers, Project Managers or Project Sponsors through 121 review meetings, Teams meetings or via email.





[bookmark: _Toc465350003]Success Criteria





· The message reached its intended audience





· The message was distributed through the planned channel





· The distribution was effective





· The message achieved the desired effect (The applications were received on schedule)





· The message addressed the information requirements of the audience
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Appendix





· Change Plan























· Commercial Advertisement























[bookmark: _Toc465350005]Assumptions





· There are adequate resources available to complete the assigned tasks.





· The timeframes listed in the Communications Schedule are satisfactory.





· The required budget is available to complete the tasks needed.





[bookmark: _Toc465350006]Risks





· The requirements for communication change during the project.





· The project stakeholders changes throughout the project. 





· Long-term absences.
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Change Plan






							Created by






							Maria Mellen Jimenez













							Date






							20/11/21













							Version






							1.0



























							Vision and Objectives













							· To create three Commercial positions in the store, one per department, to support the section managers.






· To ensure the commerciality in the department.






· To achieve commercial deadlines.






· To accomplish the company goals.













							Activities to achieve objectives (see Gantt chart attached)













							· Advertise position for applications  






· Skills assessments and feedback  






· Training  






· 121 Review Meeting  






· Review KPI’s  






· Request Promotions  






· Employees starting new positions  




















							Business case (evidence-based - include data, benefits of change, gap analysis – difference between current and future states, issues and risks)













							After analysing the sales against those before the pandemic, two years ago, an increase of a 52 % can be seen as a store in April 2021, and a 42.5% in May, although feedback from regional commercial managers is slightly negative as section managers often missed deadlines for commercial actions. By creating the positions of a Commercial in each department, deadlines would be met as this person would be shown the commercial skills to support the section managers on their days off.













Benefits:






· Section managers would feel less pressured and overwhelmed.






· Deadlines met.






· Career progression, internal promotion.






· Continuous sales increase.













Issues:






· Not additional training budget.






· Slight salary increase for those successful after training is finished.













Risks:






· Isolation periods if someone contracts Covid may delay objectives achievement.






· Changes in stakeholders.






























































							People affected (stakeholders – employees, particular employees, customers, shareholders)













							Section managers.






Sales assistants on a 30-hour contract or higher.






General Manager.






Deputy Store Manager.






Regional Commercial Managers.






HR Manager.




















							Scope of change (eg one site, one product group)













							[bookmark: _Hlk88426521]Three 30-hour sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021.




















							Roles (project manager, sponsor, team members)













							Project managers: General Manager and Deputy Store Manager






Sponsors: Regional Commercial Managers and HR Manager






Change champions: Section Managers






Trainer: Section Managers






Trainees: Sales Assistants




















							Communication strategy (attach communication plan, list of change champions)













							



























The change champions are the three Section Managers in the store.




















							Support to be offered (advice, counselling, coaching, mentoring, representation, training - attach, for example, a training plan)













							Coaching and mentoring through 121 meetings to complete the sales assistants training.






Training booklet: Commercial 2




















							Timings and milestones (see Gantt chart attached)













							Start: 12/07/21






Finish: 14/11/21






Milestones: Training completed and employee starting new positions




















							Resources required, including cost (equipment, time, people, materials, guidance)













							Equipment: Department iPad already available to analyse commercial reports.






Time: 4 months.






People: No extra staff members, but an increase of weekly working hours from 20 to 30, of each of the three Sales Assistants selected. Support also available from Deputy Store Manager and General Manager.






Materials: Paper and pens to record 121 meetings, printer, scanner, already available.






Guidance: Commercial Regional Manager, HR Manager.






Cost: 






· Materials, £5/month. All commercial reports and training guidance are available in the store iPads, eco-friendly. 






· Contracted hours increase: £277.50 / month (£9.25 x 30).






· Promotion after training is completed: Cost to be confirmed by HR department.













							Monitoring activities













							121 review meetings every two weeks.






KPI’s analysis.




















							Success Measures













							Training goals achieved within timescales set.






KPI’s analysis: Sales growth.
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The basis for creating the plan is to reach the desired stakeholders, in order to improve team productivity, gaining management sponsorship and buy-in, and to support the employees who wish to develop professionally. 







Currently, the communications in the team are mainly through the internal app (via notification), corporative email and in-store posters. For this particular project, the communication methods which we plan to use would be 121 meetings, Teams meetings and email communications, where feedback will be given from all the stakeholders and a plan of action would be set to achieve goals. At the end of the project, all the stakeholders will receive a questionnaire to be filled anonymously.







We would measure the success through a number of variables, such as the number of applicants or the message distribution through the planned channels.







There might be some risks and issues to take into consideration. For instance, changes on the stakeholders throughout the project, or long-term absence.
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After the reopening of the store in April 2021, and analysing the KPI’s provided, it is clear that the store has been achieving and exceeding the sales targets, based on the sales from the same period in 2019, as we do not have any figures from the same period in 2020, due to the first lockdown. However, deadlines are usually missed by section managers as their workload is larger and have no support on their days off.







Currently, and due to long term sicknesses, we have been able to temporarily increase some part-time sales assistants’ contracts to a 30-hour contract. These employees work five days a week, mainly supporting the section managers on their days off. The plan is to train and develop their commercial skills and make this positions permanent. This way, section managers would be supported and less overwhelmed, deadlines will not be missed, and we would be providing the employees with career development opportunities.







· Vision and objectives for the Organisation















· To ensure commerciality is present at all times in the merchandising activities on the shopfloor.







· To achieve the sales targets.







· To accomplish the company deadlines.







· To ensure the staff well-being.















· Goals, timeframes, and scope of the projects















· The vacancies will be advertised on the 12th of July and will be open to apply until the 18th of the same month.







· Skills assessments and interviews will take place from the 26th of July until the 1st of August, including providing feedback.







· The three successful sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021, to be working in their new positions from the week commencing the 8th of November.















· Current and past communications activities







Communication usually takes place through the staff mobile app or personal email. In the case of a management job opening or development opportunity, a notification will come through the employee’s mobile app, with information such as deadline to apply and job description. We also make the most of the morning/afternoon meetings, a five-minute briefing meeting before the start of their shift to solve any questions or simply discuss the new opportunities.







· Existing communications staff and stakeholders







Store Manager, Deputy Store Manager, Section Managers, Sales Assistants, HR Manager, Regional Commercial Managers for the three sections.







· Current communications tools, activities, and events







We have Teams available for video conference to inform several stakeholders at the same time, such as regional managers, including HR. 







For this specific case, we will inform the employees in the morning meetings and will create an advertising poster that will be displayed in the common areas in the store. As it is an initiative for our store staff only, we will not be using our staff mobile app, as all the opportunities published there are open to all candidates in the country.







· Means of reviewing communications effectiveness







In an event such as development opportunity, we measure the success with the number of applicants and gathering feedback on those morning meetings.







· Results of past communications surveys







Not available.







· Reasons for requiring more formal communications planning















· To clarify goals and objectives.







· To identify the different audiences and clarify channels, materials, and ways of communication.







· To identify and implement communication activities.







· To help the stakeholders get on the same page.







· To embrace the stakeholders’ input.







· To assess the plan’s success and the areas that need strengthening.







































· Desired outcome of the communications planning process















· To create three Commercial positions in the store, one per department, to support the section managers.







· To ensure the commerciality in the department.







· To achieve commercial deadlines.







· To accomplish the company goals.
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· Strengths: The team involves experienced regional managers from different backgrounds who may be particularly good at identifying the type of information that needs to be delivered and when.















· Weaknesses: The information must be adequate to the audience. Different meetings must be set depending on the audience and what should be shared. For instance, review meetings with the sales assistants should take place individually. However, any feedback must be shared with the different regional managers in a separate meeting. 















· Opportunities: To reinforce the company values, such as internal promotion and continuous career development. Commercial managers might be able to organise workshops to support the trainees.















· Threats: Constructive feedback may cause a loss of motivation for the trainee, as they might just concentrate on the negative aspects of their training. 
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Previously, individual emails would be sent to the manager’s email inbox for them to share it with the team, including a list of FAQ’s to help the manager. This way, all the employees would be informed personally.	







Nowadays, communication of new projects usually comes through a notification on the company’s app. Only the employees who have the notifications ‘on’ on their settings will access the information. This may lead to less successful messages and not everyone will see them, but also managers would have to clarify separately any issues or questions.







By emailing the information to all the employees, we ensure they all receive it and can access it, increasing the audience and involvement in the project.
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Objectives
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· Improving team productivity.







· Gaining management sponsorship and buy-in.







· Supporting the employees who want to develop professionally.
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· All messages will be tailored to each specific audience, based on what they need to know.







· Every key message will be communicated formally







· Messages will be distributed through either 121 meetings or Teams meetings.







· 121 review meetings with employees will be held every two weeks.







· Copy of review meetings will be sent by email to all regional managers involved.







· The project team will listen and act on feedback.
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Stakeholders







· Project board members: General Manager, Deputy Store Manager, Regional HR Manager, Regional Commercial Managers.







· Project management team: Project Managers and Section Managers.







· Project team members: Sales Assistants, Section Managers, Deputy Store Manager, General Manager, Regional Commercial Managers, Regional HR Manager.







· Project Sponsors: Regional Commercial Managers and Regional HR Manager.























Stakeholder Communication Needs Analysis







								Stakeholder







								Communication Needs







								Degree of Impact[footnoteRef:1] [1: ] 








								Preferred Communication Vehicle







								Frequency of Communication







								Delivered By















								Sales Assistants







								Individual Performance







								High 







								121 meeting







								Every two weeks







								Section Manager















								Regional Commercial Managers







								KPI’s: 







Productivity







Sales







								High







								Email







								Every two weeks, after 121 review







								General Manager or Deputy Store Manager















								Regional HR Manager







								KPI’s: 







Productivity







Sales







								High







								Email







								Every two weeks, after 121 review







								General Manager or Deputy Store Manager
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Stakeholder Requirements







								Name







								Role







								Information







								Timeframe















								A. B.







K. B.







E. M.







D. A.







								Project Sponsors







								· Detailed project status







· Issues in implementation







· Timeline performance







· KPI’s analysis and action plan.







								Every two weeks















								H. T.







I. O.







								Project Managers







								· Employees’ performance







· Issues 







· Timeline performance







								Every two weeks















								Unknown 







								Sales Assistants







								· Advertising poster















· Individual performance







								Beginning of project























Every two weeks
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· Project launch: Project information to gain applicants.















· Project status: Project implemented within the agreed timeframe and quality targets.















· Project issues: Issues affecting the project and the action plan to resolve them.















· Project risks: The high level risks which may have an impact on the project and what actions will be taken to ease, prevent or decrease them.















· Project resources: Any resource constraints currently affecting the project.
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Channels
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								· Advertising







· Email







· Posters







· Team meetings 







· Workshops















































Communication Vehicles Analysis







								Communication Vehicle Description







								Target Audience







								Advantages







								Disadvantages







								Frequency







								Owner (Contact)







								Feedback Mechanism















								Current















								App notification







								Sales Assistants







								All employees must have this app on their phone







Everyone is informed at the same time







								Notification settings might be turned off







								When novelty happens







								Head of department







								Conversation with manager























								Corporative Email







								Managers







								More personalized







May attach files







								Use of extra time to explain the message







								When novelty happens







								Head of department







								Conversation with manager















								Poster







								All employees







								Accessible to everyone in the workplace







								Some people might ignore advert boards







								When novelty happens







								Head of department







								Conversation with manager















								Proposed















								Email







								All employees







								Everyone receives detailed information at the same time







May attach files







								Less personalized







Email might end in ‘Junk’ folder







								Launch of project







								Project Manager







								Anonymous digital survey















								121 meeting







								Sales Assistants







								Individual feedback about performance







								Time-limited 







Dependent on staff cover







								Every two weeks







								Section Managers







								Two-way communication with manager















								Teams/Zoom meeting







								Project Sponsors







								Information shared once at the same time







Main feedback received straight away







								Hard to coordinate as Regional Managers have other commitments







								Before launch







								Project Managers







								Conversation 















								Email







								Project Sponsors







								Everyone receives the information at the same time







May attach files







								Not everyone will open the email straight away so feedback will not be received quick.







								Every two weeks







								Project Managers







								Email 







Phone call
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Information Collection















								Channel







								Application forms















								Information Requirement







								Candidates’ details















								Information Provider







								Sales Assistant















								Collection Timeframe







								12th – 18th July 2021































								Channel







								121 meeting















								Information Requirement







								Individual performance















								Information Provider







								Section Manager















								Collection Timeframe







								Every two weeks































								Channel







								Email 















								Information Requirement







								Individual performance







Project status and issues















								Information Provider







								Project Manager















								Collection Timeframe







								Every two weeks, on Fridays







































[bookmark: _Toc465349997]
















Communications Plan







Considerations







· Date: Information message to the Project Sponsors would be communicated prior to the launch, the get their approval. After that, we would communicate with the Sales Assistants to inform them of the project so they can apply for it. Once selected, we would hold a 121 review meeting every two weeks with the Sales Assistants to discuss their performance and forward the information to the Sponsors. There should be no delays in communicating messages as this may delay the project fulfilment.















· Audience: The target audience are Sales Assistants and Project Sponsors. Project Sponsors will support the Project Managers to ensure the objectives are met and Sales Assistants are looking for career development. The messages must be clear and concise, allowing them to ask questions if any doubts arise.















· The reason for the communication is to gain buy-in from Sponsors and employees. There would be a positive response from Sales Assistants as some of the have expressed their desire to grow in the company. On the other hand, Project Sponsors might not agree with the final part of the project, which involves an expense for internal promotion.















· Risks: Messages must be clear to avoid misinterpretation.















· Activities: We would use Teams meetings, 121 meetings, email, and in-store posters.















· The Key Messages are the launch, status, issues, and risks. 
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Communications Schedule















								Communication Activities & Topics (What)







								Target Audience (Who)







								Timing / Frequency (When)







								Developer







								Reviewer







								Approver







								Deliverer







								Vehicle (How)







								Goal















								Current Month (June 2021)







								







								















								Description of plan







								Project Sponsors







								W/C 28/6/21







								Project Manager







								Project Sponsors







								Project Sponsors







								Section Managers







								Teams meeting







								Approval of plan















								Next Month (July 2021)







								







								















								Launch







								Sales Assistants







								12/07/21







								Project Manager







								Project Sponsors







								Project Sponsors







								Project Manager







								In-store Poster







								Applications















								Feedback after skills assessments







								Sales Assistants







								W/C 26/07/21







								Section Manager







Project Manager







								Section Manager







Project Manager







								Section Manager







Project Manager







								Section Manager







Project Manager







								121 meeting







								Selection of three applicants















								







								Project Sponsors







								W/C 26/07/21







								Project Manager







								Project Manager







								Project Manager







								Project Manager







								Email and Teams meeting







								Approval of candidate selection















								And so Forth 







								







								















								Objectives setting







								Sales Assistants







								W/C 02/08/21







								Section Managers







								Project Manager







								Project Manager







								Section Manager







								121 meeting







								Objectives set and agreed















								Objectives review







								Sales Assistants







								W/C 16/08/21







Every two weeks after







								Section Managers







								Project Manager







								Project Manager







								Section Manager







								121 meeting







								Objectives achieved







New objectives set and agreed















								







								Project Sponsors







								W/C 16/08/21







Every two weeks after







								Project Manager







								Project Manager







								Project Manager







								Project Manager







								Email







								Feedback
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								ID







								Event







								Description©







								Purpose







								Frequency







								Date(s)















								1







								Performance Review Meeting







								Individual 121 meeting involving the sales assistants and their section managers, to discuss their performance







								To gain feedback from employees and agree objectives, through coaching and mentoring activities.







								Every two weeks







								02/08/21







16/08/21







30/08/21







13/09/21







27/09/21







11/10/21







25/10/21















								2







								Project Board Communication







								Email containing the individual 121 review meetings and new objectives agreed







								To keep Project Sponsors informed with the project process and agree an action plan if any delays.







								Every two weeks on Fridays.







								06/08/21







20/08/21







03/09/21







17/09/21







01/10/21







15/10/21







29/10/21















								3







								Project Board Meeting







								Formal meeting held with the Project Board to assess the overall status of the project.







								To determine whether the project has been completed.







								End of project







								01/11/21
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Key: 







A = Accountable for communication event (as marked in green)







R = Receives communications materials, takes part in meetings (as marked in yellow)







M = Monitors communications process and provides feedback (as marked in orange).















								ID







								Project Sponsor







								Project Manager







								Project Member©















								1







								







								A







								R















								2







								R







								M







								A







								















								3







								A







								M







								R
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								Audience (Stakeholder)







								Key Messages







								Delivery Channel(s)







								Frequency







								Sender















								Sales Assistants







								Project Launch







								In-store Poster







								Once 







								Project Manager















								Sales Assistants







								Project Status







								121 meeting







								Every two weeks







								Section Manager















								Project Sponsors







								Project Status







								Email







								Every two weeks







								Project Manager















								Project Sponsors







								Project Issues







								Email







Teams Meeting







								Every two weeks







								Project Manager















								Project Manager







								Project Risks







								Teams Meeting







								Before launch







								Project Sponsors








































Feedback
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At the end of the project, all stakeholders will be sent a questionnaire, but they will also have the opportunity to give feedback to the Section Managers, Project Managers or Project Sponsors through 121 review meetings, Teams meetings or via email.
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· The message reached its intended audience







· The message was distributed through the planned channel







· The distribution was effective







· The message achieved the desired effect (The applications were received on schedule)







· The message addressed the information requirements of the audience
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Appendix







· Change Plan































· Commercial Advertisement
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· There are adequate resources available to complete the assigned tasks.







· The timeframes listed in the Communications Schedule are satisfactory.







· The required budget is available to complete the tasks needed.
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· The requirements for communication change during the project.







· The project stakeholders changes throughout the project. 







· Long-term absences.
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Example Change Plan








									Created by








									Maria Mellen Jimenez

















									Date








									

















									Version








									1.0



































									Vision and Objectives

















									· To create three Commercial positions in the store, one per department, to support the section managers.








· To ensure the commerciality in the department.








· To achieve commercial deadlines.








· To accomplish the company goals.

















									Activities to achieve objectives (see Gantt chart attached)

















									· Advertise position for applications  








· Skills assessments and feedback  








· Training  








· 121 Review Meeting  








· Review KPI’s  








· Request Promotions  








· Employees starting new positions  


























									Business case (evidence-based - include data, benefits of change, gap analysis – difference between current and future states, issues and risks)

















									After analysing the sales against those before the pandemic, two years ago, an increase of a X % can be seen as a store, although feedback from regional commercial managers is slightly negative as section managers often missed deadlines for commercial actions. By creating the positions of a Commercial in each department, deadlines would be met as this person would be shown the commercial skills to support the section managers on their days off. 

















Benefits:








· Section managers would feel less pressured and overwhelmed.








· Deadlines met.








· Career progression, internal promotion.








· Continuous sales increase.

















Issues:








· Not additional training budget.








· Slight salary increase for those successful after training is finished.

















Risks:








· Isolation periods if someone contracts Covid may delay objectives achievement.



































									People affected (stakeholders – employees, particular employees, customers, shareholders)

















									Section managers.








Sales assistants on a 30-hour contract or higher.








Regional Commercial Managers.








HR Manager.

















									Scope of change (eg one site, one product group)

















									[bookmark: _Hlk88426521]Three 30-hour sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021.


























									Roles (project manager, sponsor, team members)

















									Project manager: General Manager and Deputy Store Manager








Sponsor: Regional Commercial Managers








Change champions: Section Managers








Trainer: Section Managers








Trainees: Sales Assistants


























									Communication strategy (attach communication plan, list of change champions)

















									



































									Support to be offered (advice, counselling, coaching, mentoring, representation, training - attach, for example, a training plan)

















									Coaching and mentoring through 121 meetings








Training booklet: Commercial 2


























									Timings and milestones (see Gantt chart)

















									Start: 12/07/21








Finish: 14/11/21








Milestones: Training completed and employee starting new positions


























									Resources required, including cost (equipment, time, people, materials, guidance)

















									Equipment: Department iPad already available to analyse commercial reports.








Time: 4 months.








People: No extra staff members, but support available from Deputy Store Manager and General Manager.








Materials: Paper and pens to record 121 meetings, printer, scanner, already available.








Guidance: Commercial Regional Manager, HR Manager.








Cost: Derived from materials, £5/month. All commercial reports and training guidance are available in the store iPads, eco-friendly.


























									Monitoring activities

















									121 review meetings every two weeks








KPI’s analysis


























									Success Measures

















									Training goals achieved








Sales growth
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?








Would you like to grow and become a COMMERCIAL







































































If you have:








Visual flair and creative thinking








Passion for fashion








Good team management skills








Numeric and analytic skills








Strong communication and interpersonal skills








Initiative and self motivation








Time management and organisational skills








Commitment to excellent customer service








Problem solving ability

















Speak to your line manager for more information about applying for this opportunity. Deadline: 18th July 2021
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If you have:






Visual flair and creative thinking






Passion for fashion






Good team management skills






Numeric and analytic skills






Strong communication and interpersonal skills






Initiative and self motivation






Time management and organisational skills






Commitment to excellent customer service






Problem solving ability













Speak to your line manager for more information about applying for this opportunity. Deadline: 18th July 2021
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Passion for fashion




Good team management skills




Numeric and analytic skills




Strong communication and interpersonal skills




Initiative and self motivation




Time management and organisational skills




Commitment to excellent customer service




Problem solving ability









Speak to your line manager for more information about applying for this opportunity. Deadline: 18th July 2021
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If you have:


Visual flair and creative thinking


Passion for fashion


Good team management skills


Numeric and analytic skills


Strong communication and interpersonal skills


Initiative and self motivation


Time management and organisational skills


Commitment to excellent customer service


Problem solving ability





Speak to your line manager for more information about applying for this opportunity. Deadline: 18th July 2021
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Change Plan

		Created by

		Maria Mellen Jimenez



		Date

		20/11/21



		Version

		1.0







		Vision and Objectives



		· [bookmark: _Hlk90846787]To create three Commercial positions in the store, one per department, to support the section managers.

· To ensure the commerciality in the department.

· To achieve commercial deadlines.

· To accomplish the company goals.



		Activities to achieve objectives (see Gantt chart attached)



		· Advertise position for applications  

· Skills assessments and feedback  

· Training  

· 121 Review Meeting  

· Review KPI’s  

· Request Promotions  

· Employees starting new positions  





		Business case (evidence-based - include data, benefits of change, gap analysis – difference between current and future states, issues and risks)



		After analysing the sales against those before the pandemic, two years ago, an increase of a 52 % can be seen as a store in April 2021, and a 42.5% in May, although feedback from regional commercial managers is slightly negative as section managers often missed deadlines for commercial actions. By creating the positions of a Commercial in each department, deadlines would be met as this person would be shown the commercial skills to support the section managers on their days off.



Benefits:

· Section managers would feel less pressured and overwhelmed.

· Deadlines met.

· Career progression, internal promotion.

· Continuous sales increase.



Issues:

· Not additional training budget.

· Slight salary increase for those successful after training is finished.



Risks:

· Isolation periods if someone contracts Covid may delay objectives achievement.

· Changes in stakeholders.

















		People affected (stakeholders – employees, particular employees, customers, shareholders)



		Section managers.

Sales assistants on a 30-hour contract or higher.

General Manager.

Deputy Store Manager.

Regional Commercial Managers.

HR Manager.





		Scope of change (eg one site, one product group)



		[bookmark: _Hlk88426521]Three 30-hour sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021.





		Roles (project manager, sponsor, team members)



		Project managers: General Manager and Deputy Store Manager

Sponsors: Regional Commercial Managers and HR Manager

Change champions: Section Managers

Trainer: Section Managers

Trainees: Sales Assistants





		Communication strategy (attach communication plan, list of change champions)



		







The change champions are the three Section Managers in the store.





		Support to be offered (advice, counselling, coaching, mentoring, representation, training - attach, for example, a training plan)



		Coaching and mentoring through 121 meetings to complete the sales assistants training.

Training booklet: Commercial 2





		Timings and milestones (see Gantt chart attached)



		Start: 12/07/21

Finish: 14/11/21

Milestones: Training completed and employee starting new positions





		Resources required, including cost (equipment, time, people, materials, guidance)



		Equipment: Department iPad already available to analyse commercial reports.

Time: 4 months.

People: No extra staff members, but an increase of weekly working hours from 20 to 30, of each of the three Sales Assistants selected. Support also available from Deputy Store Manager and General Manager.

Materials: Paper and pens to record 121 meetings, printer, scanner, already available.

Guidance: Commercial Regional Manager, HR Manager.

Cost: 

· Materials, £5/month. All commercial reports and training guidance are available in the store iPads, eco-friendly. 

· Contracted hours increase: £277.50 / month (£9.25 x 30).

· Promotion after training is completed: Cost to be confirmed by HR department.



		Monitoring activities



		121 review meetings every two weeks.

KPI’s analysis.





		Success Measures



		Training goals achieved within timescales set.

KPI’s analysis: Sales growth.
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[bookmark: _Toc465349983][bookmark: _Toc51749735]Summary


[bookmark: _Hlk89811469]The basis for creating the plan is to reach the desired stakeholders, in order to improve team productivity, gaining management sponsorship and buy-in, and to support the employees who wish to develop professionally. 


Currently, the communications in the team are mainly through the internal app (via notification), corporative email and in-store posters. For this particular project, the communication methods which we plan to use would be 121 meetings, Teams meetings and email communications, where feedback will be given from all the stakeholders and a plan of action would be set to achieve goals. At the end of the project, all the stakeholders will receive a questionnaire to be filled anonymously.


We would measure the success through a number of variables, such as the number of applicants or the message distribution through the planned channels.


There might be some risks and issues to take into consideration. For instance, changes on the stakeholders throughout the project, or long-term absence.





[bookmark: _Toc465349984]Introduction


[bookmark: _Toc465349985]Background


After the reopening of the store in April 2021, and analysing the KPI’s provided, it is clear that the store has been achieving and exceeding the sales targets, based on the sales from the same period in 2019, as we do not have any figures from the same period in 2020, due to the first lockdown. However, deadlines are usually missed by section managers as their workload is larger and have no support on their days off.


Currently, and due to long term sicknesses, we have been able to temporarily increase some part-time sales assistants’ contracts to a 30-hour contract. These employees work five days a week, mainly supporting the section managers on their days off. The plan is to train and develop their commercial skills and make this positions permanent. This way, section managers would be supported and less overwhelmed, deadlines will not be missed, and we would be providing the employees with career development opportunities.


· Vision and objectives for the Organisation





· To ensure commerciality is present at all times in the merchandising activities on the shopfloor.


· To achieve the sales targets.


· To accomplish the company deadlines.


· To ensure the staff well-being.





· Goals, timeframes, and scope of the projects





· The vacancies will be advertised on the 12th of July and will be open to apply until the 18th of the same month.


· Skills assessments and interviews will take place from the 26th of July until the 1st of August, including providing feedback.


· The three successful sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021, to be working in their new positions from the week commencing the 8th of November.





· Current and past communications activities


Communication usually takes place through the staff mobile app or personal email. In the case of a management job opening or development opportunity, a notification will come through the employee’s mobile app, with information such as deadline to apply and job description. We also make the most of the morning/afternoon meetings, a five-minute briefing meeting before the start of their shift to solve any questions or simply discuss the new opportunities.


· Existing communications staff and stakeholders


Store Manager, Deputy Store Manager, Section Managers, Sales Assistants, HR Manager, Regional Commercial Managers for the three sections.


· Current communications tools, activities, and events


We have Teams available for video conference to inform several stakeholders at the same time, such as regional managers, including HR. 


For this specific case, we will inform the employees in the morning meetings and will create an advertising poster that will be displayed in the common areas in the store. As it is an initiative for our store staff only, we will not be using our staff mobile app, as all the opportunities published there are open to all candidates in the country.


· Means of reviewing communications effectiveness


In an event such as development opportunity, we measure the success with the number of applicants and gathering feedback on those morning meetings.


· Results of past communications surveys


Not available.


· Reasons for requiring more formal communications planning





· To clarify goals and objectives.


· To identify the different audiences and clarify channels, materials, and ways of communication.


· To identify and implement communication activities.


· To help the stakeholders get on the same page.


· To embrace the stakeholders’ input.


· To assess the plan’s success and the areas that need strengthening.














· Desired outcome of the communications planning process





· To create three Commercial positions in the store, one per department, to support the section managers.


· To ensure the commerciality in the department.


· To achieve commercial deadlines.


· To accomplish the company goals.





[bookmark: _Toc465349986]Situation Analysis


· Strengths: The team involves experienced regional managers from different backgrounds who may be particularly good at identifying the type of information that needs to be delivered and when.





· Weaknesses: The information must be adequate to the audience. Different meetings must be set depending on the audience and what should be shared. For instance, review meetings with the sales assistants should take place individually. However, any feedback must be shared with the different regional managers in a separate meeting. 





· Opportunities: To reinforce the company values, such as internal promotion and continuous career development. Commercial managers might be able to organise workshops to support the trainees.





· Threats: Constructive feedback may cause a loss of motivation for the trainee, as they might just concentrate on the negative aspects of their training. 





[bookmark: _Toc465349987]Lessons Learned


Previously, individual emails would be sent to the manager’s email inbox for them to share it with the team, including a list of FAQ’s to help the manager. This way, all the employees would be informed personally.	


Nowadays, communication of new projects usually comes through a notification on the company’s app. Only the employees who have the notifications ‘on’ on their settings will access the information. This may lead to less successful messages and not everyone will see them, but also managers would have to clarify separately any issues or questions.


By emailing the information to all the employees, we ensure they all receive it and can access it, increasing the audience and involvement in the project.





[bookmark: _Toc465349988]



Objectives


[bookmark: _Toc465349989]Communications Objectives


· Improving team productivity.


· Gaining management sponsorship and buy-in.


· Supporting the employees who want to develop professionally.





[bookmark: _Toc465349990]Communications Guidelines


· All messages will be tailored to each specific audience, based on what they need to know.


· Every key message will be communicated formally


· Messages will be distributed through either 121 meetings or Teams meetings.


· 121 review meetings with employees will be held every two weeks.


· Copy of review meetings will be sent by email to all regional managers involved.


· The project team will listen and act on feedback.





[bookmark: _Toc465349991]



Stakeholders


· Project board members: General Manager, Deputy Store Manager, Regional HR Manager, Regional Commercial Managers.


· Project management team: Project Managers and Section Managers.


· Project team members: Sales Assistants, Section Managers, Deputy Store Manager, General Manager, Regional Commercial Managers, Regional HR Manager.


· Project Sponsors: Regional Commercial Managers and Regional HR Manager.








Stakeholder Communication Needs Analysis


			Stakeholder


			Communication Needs


			Degree of Impact[footnoteRef:1] [1: ] 



			Preferred Communication Vehicle


			Frequency of Communication


			Delivered By





			Sales Assistants


			Individual Performance


			High 


			121 meeting


			Every two weeks


			Section Manager





			Section Managers


			Change Plan


			High


			In-store meeting


			Before launch


			General Manager or Deputy Store Manager





			Regional Commercial Managers


			Change Plan





KPI’s: 


Productivity


Sales


			High


			Teams meeting





Email


			Before launch





Every two weeks, after 121 review


			General Manager or Deputy Store Manager





			Regional HR Manager


			Change plan





KPI’s: 


Productivity


Sales


			High


			Teams meeting





Email


			Before launch





Every two weeks, after 121 review


			General Manager or Deputy Store Manager











[bookmark: _Toc465349992]






Stakeholder Requirements


			Name


			Role


			Information


			Timeframe





			A. B.


K. B.


E. M.


D. A.


			Project Sponsors


			· Detailed project status


· Issues in implementation


· Timeline performance


· KPI’s analysis and action plan.


			Every two weeks





			S. G.


V. W.


D. A.


			Section Managers


			· Detailed project information


			Before launch





			H. T.


I. O.


			Project Managers


			· Employees’ performance


· Issues 


· Timeline performance


			Every two weeks





			Unknown 


			Sales Assistants


			· Advertising poster





· Individual performance


			Beginning of project








Every two weeks











[bookmark: _Toc465349993]Key Messages


· Project launch: Project information to gain applicants.





· Project status: Project implemented within the agreed timeframe and quality targets.





· Project issues: Issues affecting the project and the action plan to resolve them.





· Project risks: The high level risks which may have an impact on the project and what actions will be taken to ease, prevent or decrease them.





· Project resources: Any resource constraints currently affecting the project.





[bookmark: _Toc465349994]



Channels


[bookmark: _Toc465349995]Delivery Channels


			· Advertising


· Email


· Posters


· Team meetings 


· Workshops

















Communication Vehicles Analysis


			Communication Vehicle Description


			Target Audience


			Advantages


			Disadvantages


			Frequency


			Owner (Contact)


			Feedback Mechanism





			Current





			App notification


			Sales Assistants


			All employees must have this app on their phone


Everyone is informed at the same time


			Notification settings might be turned off


			When novelty happens


			Head of department


			Conversation with manager








			Corporative Email


			Managers


			More personalized


May attach files


			Use of extra time to explain the message


			When novelty happens


			Head of department


			Conversation with manager





			Poster


			All employees


			Accessible to everyone in the workplace


			Some people might ignore advert boards


			When novelty happens


			Head of department


			Conversation with manager





			Proposed





			Email


			All employees


			Everyone receives detailed information at the same time


May attach files


			Less personalized


Email might end in ‘Junk’ folder


			Launch of project


			Project Manager


			Anonymous digital survey





			121 meeting


			Sales Assistants


			Individual feedback about performance


			Time-limited 


Dependent on staff cover


			Every two weeks


			Section Managers


			Two-way communication with manager





			Teams/Zoom meeting


			Project Sponsors


			Information shared once at the same time


Main feedback received straight away


			Hard to coordinate as Regional Managers have other commitments


			Before launch


			Project Managers


			Conversation 





			Email


			Project Sponsors


			Everyone receives the information at the same time


May attach files


			Not everyone will open the email straight away so feedback will not be received quick.


			Every two weeks


			Project Managers


			Email 


Phone call











[bookmark: _Toc465349996]





Information Collection





			Channel


			Application forms





			Information Requirement


			Candidates’ details





			Information Provider


			Sales Assistant





			Collection Timeframe


			12th – 18th July 2021











			Channel


			121 meeting





			Information Requirement


			Individual performance





			Information Provider


			Section Manager





			Collection Timeframe


			Every two weeks











			Channel


			Email 





			Information Requirement


			Individual performance


Project status and issues





			Information Provider


			Project Manager





			Collection Timeframe


			Every two weeks, on Fridays














[bookmark: _Toc465349997]






Communications Plan


Considerations


· Date: Information message to the Project Sponsors would be communicated prior to the launch, the get their approval. After that, we would communicate with the Sales Assistants to inform them of the project so they can apply for it. Once selected, we would hold a 121 review meeting every two weeks with the Sales Assistants to discuss their performance and forward the information to the Sponsors. There should be no delays in communicating messages as this may delay the project fulfilment.





· Audience: The target audience are Sales Assistants and Project Sponsors. Project Sponsors will support the Project Managers to ensure the objectives are met and Sales Assistants are looking for career development. The messages must be clear and concise, allowing them to ask questions if any doubts arise.





· The reason for the communication is to gain buy-in from Sponsors and employees. There would be a positive response from Sales Assistants as some of the have expressed their desire to grow in the company. On the other hand, Project Sponsors might not agree with the final part of the project, which involves an expense for internal promotion.





· Risks: Messages must be clear to avoid misinterpretation.





· Activities: We would use Teams meetings, 121 meetings, email, and in-store posters.





· The Key Messages are the launch, status, issues, and risks. 











[bookmark: _Toc465349998]


















Communications Schedule





			Communication Activities & Topics (What)


			Target Audience (Who)


			Timing / Frequency (When)


			Developer


			Reviewer


			Approver


			Deliverer


			Vehicle (How)


			Goal





			Current Month (June 2021)


			


			





			Description of plan


			Section Managers


			W/C 20/6/21


			Project Manager


			Project Manager


			Project Manager


			Project Manager


			In-store meeting


			Gain support as trainers





			


			Project Sponsors


			W/C 28/6/21


			Project Manager


			Project Sponsors


			Project Sponsors


			Project Manager


			Teams meeting


			Approval of plan





			Next Month (July 2021)


			


			





			Launch


			Sales Assistants


			12/07/21


			Project Manager


			Project Sponsors


			Project Sponsors


			Project Manager


			In-store Poster


			Applications





			Feedback after skills assessments


			Sales Assistants


			W/C 26/07/21


			Section Manager


Project Manager


			Section Manager


Project Manager


			Section Manager


Project Manager


			Section Manager


Project Manager


			121 meeting


			Selection of three applicants





			


			Project Sponsors


			W/C 26/07/21


			Project Manager


			Project Manager


			Project Manager


			Project Manager


			Email and Teams meeting


			Approval of candidate selection





			And so Forth 


			


			





			Objectives setting


			Sales Assistants


			W/C 02/08/21


			Section Managers


			Project Manager


			Project Manager


			Section Manager


			121 meeting


			Objectives set and agreed





			Objectives review


			Sales Assistants


			W/C 16/08/21


Every two weeks after


			Section Managers


			Project Manager


			Project Manager


			Section Manager


			121 meeting


			Objectives achieved


New objectives set and agreed





			


			Project Sponsors


			W/C 16/08/21


Every two weeks after


			Project Manager


			Project Manager


			Project Manager


			Project Manager


			Email


			Feedback














[bookmark: _Toc465349999]Communications Events





			ID


			Event


			Description©


			Purpose


			Frequency


			Date(s)





			1


			Performance Review Meeting


			Individual 121 meeting involving the sales assistants and their section managers, to discuss their performance


			To gain feedback from employees and agree objectives, through coaching and mentoring activities.


			Every two weeks


			02/08/21


16/08/21


30/08/21


13/09/21


27/09/21


11/10/21


25/10/21





			2


			Project Board Communication


			Email containing the individual 121 review meetings and new objectives agreed


			To keep Project Sponsors informed with the project process and agree an action plan if any delays.


			Every two weeks on Fridays.


			06/08/21


20/08/21


03/09/21


17/09/21


01/10/21


15/10/21


29/10/21





			3


			Project Board Meeting


			Formal meeting held with the Project Board to assess the overall status of the project.


			To determine whether the project has been completed.


			End of project


			01/11/21











[bookmark: _Toc465350000]Communications Responsibilities 


Key: 


A = Accountable for communication event (as marked in green)


R = Receives communications materials, takes part in meetings (as marked in yellow)


M = Monitors communications process and provides feedback (as marked in orange).





			ID


			Project Sponsor


			Project Manager


			Project Member©





			1


			


			A


			R





			2


			R


			M


			A


			





			3


			A


			M


			R


			




















[bookmark: _Toc465350001]Communications Roadmap





			Audience (Stakeholder)


			Key Messages


			Delivery Channel(s)


			Frequency


			Sender





			Sales Assistants


			Project Launch


			In-store Poster


			Once 


			Project Manager





			Sales Assistants


			Project Status


			121 meeting


			Every two weeks


			Section Manager





			Project Sponsors


			Project Status


			Email


			Every two weeks


			Project Manager





			Project Sponsors


			Project Issues


			Email


Teams Meeting


			Every two weeks


			Project Manager





			Project Manager


			Project Risks


			Teams Meeting


			Before launch


			Project Sponsors















Feedback





[bookmark: _Toc465350002]Feedback Measures


At the end of the project, all stakeholders will be sent a questionnaire, but they will also have the opportunity to give feedback to the Section Managers, Project Managers or Project Sponsors through 121 review meetings, Teams meetings or via email.


[bookmark: _Toc465350003]Success Criteria


· The message reached its intended audience


· The message was distributed through the planned channel


· The distribution was effective


· The message achieved the desired effect (The applications were received on schedule)


· The message addressed the information requirements of the audience


[bookmark: _Toc61876359][bookmark: _Toc465350004]















Appendix


· Change Plan











· Commercial Advertisement











[bookmark: _Toc465350005]Assumptions


· There are adequate resources available to complete the assigned tasks.


· The timeframes listed in the Communications Schedule are satisfactory.


· The required budget is available to complete the tasks needed.


[bookmark: _Toc465350006]Risks


· The requirements for communication change during the project.


· The project stakeholders changes throughout the project. 


· Long-term absences.
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Change Plan



				Created by



				Maria Mellen Jimenez







				Date



				20/11/21







				Version



				1.0















				Vision and Objectives







				· To create three Commercial positions in the store, one per department, to support the section managers.



· To ensure the commerciality in the department.



· To achieve commercial deadlines.



· To accomplish the company goals.







				Activities to achieve objectives (see Gantt chart attached)







				· Advertise position for applications  



· Skills assessments and feedback  



· Training  



· 121 Review Meeting  



· Review KPI’s  



· Request Promotions  



· Employees starting new positions  











				Business case (evidence-based - include data, benefits of change, gap analysis – difference between current and future states, issues and risks)







				After analysing the sales against those before the pandemic, two years ago, an increase of a 52 % can be seen as a store in April 2021, and a 42.5% in May, although feedback from regional commercial managers is slightly negative as section managers often missed deadlines for commercial actions. By creating the positions of a Commercial in each department, deadlines would be met as this person would be shown the commercial skills to support the section managers on their days off.







Benefits:



· Section managers would feel less pressured and overwhelmed.



· Deadlines met.



· Career progression, internal promotion.



· Continuous sales increase.







Issues:



· Not additional training budget.



· Slight salary increase for those successful after training is finished.







Risks:



· Isolation periods if someone contracts Covid may delay objectives achievement.



· Changes in stakeholders.



































				People affected (stakeholders – employees, particular employees, customers, shareholders)







				Section managers.



Sales assistants on a 30-hour contract or higher.



General Manager.



Deputy Store Manager.



Regional Commercial Managers.



HR Manager.











				Scope of change (eg one site, one product group)







				[bookmark: _Hlk88426521]Three 30-hour sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021.











				Roles (project manager, sponsor, team members)







				Project managers: General Manager and Deputy Store Manager



Sponsors: Regional Commercial Managers and HR Manager



Change champions: Section Managers



Trainer: Section Managers



Trainees: Sales Assistants











				Communication strategy (attach communication plan, list of change champions)







				















The change champions are the three Section Managers in the store.











				Support to be offered (advice, counselling, coaching, mentoring, representation, training - attach, for example, a training plan)







				Coaching and mentoring through 121 meetings to complete the sales assistants training.



Training booklet: Commercial 2











				Timings and milestones (see Gantt chart attached)







				Start: 12/07/21



Finish: 14/11/21



Milestones: Training completed and employee starting new positions











				Resources required, including cost (equipment, time, people, materials, guidance)







				Equipment: Department iPad already available to analyse commercial reports.



Time: 4 months.



People: No extra staff members, but an increase of weekly working hours from 20 to 30, of each of the three Sales Assistants selected. Support also available from Deputy Store Manager and General Manager.



Materials: Paper and pens to record 121 meetings, printer, scanner, already available.



Guidance: Commercial Regional Manager, HR Manager.



Cost: 



· Materials, £5/month. All commercial reports and training guidance are available in the store iPads, eco-friendly. 



· Contracted hours increase: £277.50 / month (£9.25 x 30).



· Promotion after training is completed: Cost to be confirmed by HR department.







				Monitoring activities







				121 review meetings every two weeks.



KPI’s analysis.











				Success Measures







				Training goals achieved within timescales set.



KPI’s analysis: Sales growth.
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[bookmark: _Hlk89811469]The basis for creating the plan is to reach the desired stakeholders, in order to improve team productivity, gaining management sponsorship and buy-in, and to support the employees who wish to develop professionally. 




Currently, the communications in the team are mainly through the internal app (via notification), corporative email and in-store posters. For this particular project, the communication methods which we plan to use would be 121 meetings, Teams meetings and email communications, where feedback will be given from all the stakeholders and a plan of action would be set to achieve goals. At the end of the project, all the stakeholders will receive a questionnaire to be filled anonymously.




We would measure the success through a number of variables, such as the number of applicants or the message distribution through the planned channels.




There might be some risks and issues to take into consideration. For instance, changes on the stakeholders throughout the project, or long-term absence.









[bookmark: _Toc465349984]Introduction




[bookmark: _Toc465349985]Background




After the reopening of the store in April 2021, and analysing the KPI’s provided, it is clear that the store has been achieving and exceeding the sales targets, based on the sales from the same period in 2019, as we do not have any figures from the same period in 2020, due to the first lockdown. However, deadlines are usually missed by section managers as their workload is larger and have no support on their days off.




Currently, and due to long term sicknesses, we have been able to temporarily increase some part-time sales assistants’ contracts to a 30-hour contract. These employees work five days a week, mainly supporting the section managers on their days off. The plan is to train and develop their commercial skills and make this positions permanent. This way, section managers would be supported and less overwhelmed, deadlines will not be missed, and we would be providing the employees with career development opportunities.




· Vision and objectives for the Organisation









· To ensure commerciality is present at all times in the merchandising activities on the shopfloor.




· To achieve the sales targets.




· To accomplish the company deadlines.




· To ensure the staff well-being.









· Goals, timeframes, and scope of the projects









· The vacancies will be advertised on the 12th of July and will be open to apply until the 18th of the same month.




· Skills assessments and interviews will take place from the 26th of July until the 1st of August, including providing feedback.




· The three successful sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021, to be working in their new positions from the week commencing the 8th of November.









· Current and past communications activities




Communication usually takes place through the staff mobile app or personal email. In the case of a management job opening or development opportunity, a notification will come through the employee’s mobile app, with information such as deadline to apply and job description. We also make the most of the morning/afternoon meetings, a five-minute briefing meeting before the start of their shift to solve any questions or simply discuss the new opportunities.




· Existing communications staff and stakeholders




Store Manager, Deputy Store Manager, Section Managers, Sales Assistants, HR Manager, Regional Commercial Managers for the three sections.




· Current communications tools, activities, and events




We have Teams available for video conference to inform several stakeholders at the same time, such as regional managers, including HR. 




For this specific case, we will inform the employees in the morning meetings and will create an advertising poster that will be displayed in the common areas in the store. As it is an initiative for our store staff only, we will not be using our staff mobile app, as all the opportunities published there are open to all candidates in the country.




· Means of reviewing communications effectiveness




In an event such as development opportunity, we measure the success with the number of applicants and gathering feedback on those morning meetings.




· Results of past communications surveys




Not available.




· Reasons for requiring more formal communications planning









· To clarify goals and objectives.




· To identify the different audiences and clarify channels, materials, and ways of communication.




· To identify and implement communication activities.




· To help the stakeholders get on the same page.




· To embrace the stakeholders’ input.




· To assess the plan’s success and the areas that need strengthening.
























· Desired outcome of the communications planning process









· To create three Commercial positions in the store, one per department, to support the section managers.




· To ensure the commerciality in the department.




· To achieve commercial deadlines.




· To accomplish the company goals.









[bookmark: _Toc465349986]Situation Analysis




· Strengths: The team involves experienced regional managers from different backgrounds who may be particularly good at identifying the type of information that needs to be delivered and when.









· Weaknesses: The information must be adequate to the audience. Different meetings must be set depending on the audience and what should be shared. For instance, review meetings with the sales assistants should take place individually. However, any feedback must be shared with the different regional managers in a separate meeting. 









· Opportunities: To reinforce the company values, such as internal promotion and continuous career development. Commercial managers might be able to organise workshops to support the trainees.









· Threats: Constructive feedback may cause a loss of motivation for the trainee, as they might just concentrate on the negative aspects of their training. 









[bookmark: _Toc465349987]Lessons Learned




Previously, individual emails would be sent to the manager’s email inbox for them to share it with the team, including a list of FAQ’s to help the manager. This way, all the employees would be informed personally.	




Nowadays, communication of new projects usually comes through a notification on the company’s app. Only the employees who have the notifications ‘on’ on their settings will access the information. This may lead to less successful messages and not everyone will see them, but also managers would have to clarify separately any issues or questions.




By emailing the information to all the employees, we ensure they all receive it and can access it, increasing the audience and involvement in the project.
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Objectives




[bookmark: _Toc465349989]Communications Objectives




· Improving team productivity.




· Gaining management sponsorship and buy-in.




· Supporting the employees who want to develop professionally.









[bookmark: _Toc465349990]Communications Guidelines




· All messages will be tailored to each specific audience, based on what they need to know.




· Every key message will be communicated formally




· Messages will be distributed through either 121 meetings or Teams meetings.




· 121 review meetings with employees will be held every two weeks.




· Copy of review meetings will be sent by email to all regional managers involved.




· The project team will listen and act on feedback.
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Stakeholders




· Project board members: General Manager, Deputy Store Manager, Regional HR Manager, Regional Commercial Managers.




· Project management team: Project Managers and Section Managers.




· Project team members: Sales Assistants, Section Managers, Deputy Store Manager, General Manager, Regional Commercial Managers, Regional HR Manager.




· Project Sponsors: Regional Commercial Managers and Regional HR Manager.














Stakeholder Communication Needs Analysis




					Stakeholder




					Communication Needs




					Degree of Impact[footnoteRef:1] [1: ] 





					Preferred Communication Vehicle




					Frequency of Communication




					Delivered By









					Sales Assistants




					Individual Performance




					High 




					121 meeting




					Every two weeks




					Section Manager









					Regional Commercial Managers




					Change Plan




KPI’s: 




Productivity




Sales




					High




					Email




					Every two weeks, after 121 review




					General Manager or Deputy Store Manager









					Regional HR Manager




					Change plan




KPI’s: 




Productivity




Sales




					High




					Email




					Every two weeks, after 121 review




					General Manager or Deputy Store Manager



















[bookmark: _Toc465349992]










Stakeholder Requirements




					Name




					Role




					Information




					Timeframe









					A. B.




K. B.




E. M.




D. A.




					Project Sponsors




					· Detailed project status




· Issues in implementation




· Timeline performance




· KPI’s analysis and action plan.




					Every two weeks









					H. T.




I. O.




					Project Managers




					· Employees’ performance




· Issues 




· Timeline performance




					Every two weeks









					Unknown 




					Sales Assistants




					· Advertising poster









· Individual performance




					Beginning of project














Every two weeks



















[bookmark: _Toc465349993]Key Messages




· Project launch: Project information to gain applicants.









· Project status: Project implemented within the agreed timeframe and quality targets.









· Project issues: Issues affecting the project and the action plan to resolve them.









· Project risks: The high level risks which may have an impact on the project and what actions will be taken to ease, prevent or decrease them.









· Project resources: Any resource constraints currently affecting the project.
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Channels




[bookmark: _Toc465349995]Delivery Channels




					· Advertising




· Email




· Posters




· Team meetings 




· Workshops





























Communication Vehicles Analysis




					Communication Vehicle Description




					Target Audience




					Advantages




					Disadvantages




					Frequency




					Owner (Contact)




					Feedback Mechanism









					Current









					App notification




					Sales Assistants




					All employees must have this app on their phone




Everyone is informed at the same time




					Notification settings might be turned off




					When novelty happens




					Head of department




					Conversation with manager














					Corporative Email




					Managers




					More personalized




May attach files




					Use of extra time to explain the message




					When novelty happens




					Head of department




					Conversation with manager









					Poster




					All employees




					Accessible to everyone in the workplace




					Some people might ignore advert boards




					When novelty happens




					Head of department




					Conversation with manager









					Proposed









					Email




					All employees




					Everyone receives detailed information at the same time




May attach files




					Less personalized




Email might end in ‘Junk’ folder




					Launch of project




					Project Manager




					Anonymous digital survey









					121 meeting




					Sales Assistants




					Individual feedback about performance




					Time-limited 




Dependent on staff cover




					Every two weeks




					Section Managers




					Two-way communication with manager









					Teams/Zoom meeting




					Project Sponsors




					Information shared once at the same time




Main feedback received straight away




					Hard to coordinate as Regional Managers have other commitments




					Before launch




					Project Managers




					Conversation 









					Email




					Project Sponsors




					Everyone receives the information at the same time




May attach files




					Not everyone will open the email straight away so feedback will not be received quick.




					Every two weeks




					Project Managers




					Email 




Phone call
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Information Collection









					Channel




					Application forms









					Information Requirement




					Candidates’ details









					Information Provider




					Sales Assistant









					Collection Timeframe




					12th – 18th July 2021



















					Channel




					121 meeting









					Information Requirement




					Individual performance









					Information Provider




					Section Manager









					Collection Timeframe




					Every two weeks



















					Channel




					Email 









					Information Requirement




					Individual performance




Project status and issues









					Information Provider




					Project Manager









					Collection Timeframe




					Every two weeks, on Fridays
























[bookmark: _Toc465349997]










Communications Plan




Considerations




· Date: Information message to the Project Sponsors would be communicated prior to the launch, the get their approval. After that, we would communicate with the Sales Assistants to inform them of the project so they can apply for it. Once selected, we would hold a 121 review meeting every two weeks with the Sales Assistants to discuss their performance and forward the information to the Sponsors. There should be no delays in communicating messages as this may delay the project fulfilment.









· Audience: The target audience are Sales Assistants and Project Sponsors. Project Sponsors will support the Project Managers to ensure the objectives are met and Sales Assistants are looking for career development. The messages must be clear and concise, allowing them to ask questions if any doubts arise.









· The reason for the communication is to gain buy-in from Sponsors and employees. There would be a positive response from Sales Assistants as some of the have expressed their desire to grow in the company. On the other hand, Project Sponsors might not agree with the final part of the project, which involves an expense for internal promotion.









· Risks: Messages must be clear to avoid misinterpretation.









· Activities: We would use Teams meetings, 121 meetings, email, and in-store posters.









· The Key Messages are the launch, status, issues, and risks. 
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Communications Schedule









					Communication Activities & Topics (What)




					Target Audience (Who)




					Timing / Frequency (When)




					Developer




					Reviewer




					Approver




					Deliverer




					Vehicle (How)




					Goal









					Current Month (June 2021)




					




					









					Description of plan




					Project Sponsors




					W/C 28/6/21




					Project Manager




					Project Sponsors




					Project Sponsors




					Section Managers




					Teams meeting




					Approval of plan









					Next Month (July 2021)




					




					









					Launch




					Sales Assistants




					12/07/21




					Project Manager




					Project Sponsors




					Project Sponsors




					Project Manager




					In-store Poster




					Applications









					Feedback after skills assessments




					Sales Assistants




					W/C 26/07/21




					Section Manager




Project Manager




					Section Manager




Project Manager




					Section Manager




Project Manager




					Section Manager




Project Manager




					121 meeting




					Selection of three applicants









					




					Project Sponsors




					W/C 26/07/21




					Project Manager




					Project Manager




					Project Manager




					Project Manager




					Email and Teams meeting




					Approval of candidate selection









					And so Forth 




					




					









					Objectives setting




					Sales Assistants




					W/C 02/08/21




					Section Managers




					Project Manager




					Project Manager




					Section Manager




					121 meeting




					Objectives set and agreed









					Objectives review




					Sales Assistants




					W/C 16/08/21




Every two weeks after




					Section Managers




					Project Manager




					Project Manager




					Section Manager




					121 meeting




					Objectives achieved




New objectives set and agreed









					




					Project Sponsors




					W/C 16/08/21




Every two weeks after




					Project Manager




					Project Manager




					Project Manager




					Project Manager




					Email




					Feedback









					




					




					




					




					




					




					




					




					
























[bookmark: _Toc465349999]Communications Events









					ID




					Event




					Description©




					Purpose




					Frequency




					Date(s)









					1




					Performance Review Meeting




					Individual 121 meeting involving the sales assistants and their section managers, to discuss their performance




					To gain feedback from employees and agree objectives, through coaching and mentoring activities.




					Every two weeks




					02/08/21




16/08/21




30/08/21




13/09/21




27/09/21




11/10/21




25/10/21









					2




					Project Board Communication




					Email containing the individual 121 review meetings and new objectives agreed




					To keep Project Sponsors informed with the project process and agree an action plan if any delays.




					Every two weeks on Fridays.




					06/08/21




20/08/21




03/09/21




17/09/21




01/10/21




15/10/21




29/10/21









					3




					Project Board Meeting




					Formal meeting held with the Project Board to assess the overall status of the project.




					To determine whether the project has been completed.




					End of project




					01/11/21



















[bookmark: _Toc465350000]Communications Responsibilities 




Key: 




A = Accountable for communication event (as marked in green)




R = Receives communications materials, takes part in meetings (as marked in yellow)




M = Monitors communications process and provides feedback (as marked in orange).









					ID




					Project Sponsor




					Project Manager




					Project Member©









					1




					




					A




					R









					2




					R




					M




					A




					









					3




					A




					M




					R




					


































[bookmark: _Toc465350001]Communications Roadmap









					Audience (Stakeholder)




					Key Messages




					Delivery Channel(s)




					Frequency




					Sender









					Sales Assistants




					Project Launch




					In-store Poster




					Once 




					Project Manager









					Sales Assistants




					Project Status




					121 meeting




					Every two weeks




					Section Manager









					Project Sponsors




					Project Status




					Email




					Every two weeks




					Project Manager









					Project Sponsors




					Project Issues




					Email




Teams Meeting




					Every two weeks




					Project Manager









					Project Manager




					Project Risks




					Teams Meeting




					Before launch




					Project Sponsors

























Feedback









[bookmark: _Toc465350002]Feedback Measures




At the end of the project, all stakeholders will be sent a questionnaire, but they will also have the opportunity to give feedback to the Section Managers, Project Managers or Project Sponsors through 121 review meetings, Teams meetings or via email.




[bookmark: _Toc465350003]Success Criteria




· The message reached its intended audience




· The message was distributed through the planned channel




· The distribution was effective




· The message achieved the desired effect (The applications were received on schedule)




· The message addressed the information requirements of the audience
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Appendix




· Change Plan



















· Commercial Advertisement



















[bookmark: _Toc465350005]Assumptions




· There are adequate resources available to complete the assigned tasks.




· The timeframes listed in the Communications Schedule are satisfactory.




· The required budget is available to complete the tasks needed.




[bookmark: _Toc465350006]Risks




· The requirements for communication change during the project.




· The project stakeholders changes throughout the project. 




· Long-term absences.
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Change Plan





						Created by





						Maria Mellen Jimenez











						Date





						20/11/21











						Version





						1.0























						Vision and Objectives











						· To create three Commercial positions in the store, one per department, to support the section managers.





· To ensure the commerciality in the department.





· To achieve commercial deadlines.





· To accomplish the company goals.











						Activities to achieve objectives (see Gantt chart attached)











						· Advertise position for applications  





· Skills assessments and feedback  





· Training  





· 121 Review Meeting  





· Review KPI’s  





· Request Promotions  





· Employees starting new positions  

















						Business case (evidence-based - include data, benefits of change, gap analysis – difference between current and future states, issues and risks)











						After analysing the sales against those before the pandemic, two years ago, an increase of a 52 % can be seen as a store in April 2021, and a 42.5% in May, although feedback from regional commercial managers is slightly negative as section managers often missed deadlines for commercial actions. By creating the positions of a Commercial in each department, deadlines would be met as this person would be shown the commercial skills to support the section managers on their days off.











Benefits:





· Section managers would feel less pressured and overwhelmed.





· Deadlines met.





· Career progression, internal promotion.





· Continuous sales increase.











Issues:





· Not additional training budget.





· Slight salary increase for those successful after training is finished.











Risks:





· Isolation periods if someone contracts Covid may delay objectives achievement.





· Changes in stakeholders.





















































						People affected (stakeholders – employees, particular employees, customers, shareholders)











						Section managers.





Sales assistants on a 30-hour contract or higher.





General Manager.





Deputy Store Manager.





Regional Commercial Managers.





HR Manager.

















						Scope of change (eg one site, one product group)











						[bookmark: _Hlk88426521]Three 30-hour sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021.

















						Roles (project manager, sponsor, team members)











						Project managers: General Manager and Deputy Store Manager





Sponsors: Regional Commercial Managers and HR Manager





Change champions: Section Managers





Trainer: Section Managers





Trainees: Sales Assistants

















						Communication strategy (attach communication plan, list of change champions)











						























The change champions are the three Section Managers in the store.

















						Support to be offered (advice, counselling, coaching, mentoring, representation, training - attach, for example, a training plan)











						Coaching and mentoring through 121 meetings to complete the sales assistants training.





Training booklet: Commercial 2

















						Timings and milestones (see Gantt chart attached)











						Start: 12/07/21





Finish: 14/11/21





Milestones: Training completed and employee starting new positions

















						Resources required, including cost (equipment, time, people, materials, guidance)











						Equipment: Department iPad already available to analyse commercial reports.





Time: 4 months.





People: No extra staff members, but an increase of weekly working hours from 20 to 30, of each of the three Sales Assistants selected. Support also available from Deputy Store Manager and General Manager.





Materials: Paper and pens to record 121 meetings, printer, scanner, already available.





Guidance: Commercial Regional Manager, HR Manager.





Cost: 





· Materials, £5/month. All commercial reports and training guidance are available in the store iPads, eco-friendly. 





· Contracted hours increase: £277.50 / month (£9.25 x 30).





· Promotion after training is completed: Cost to be confirmed by HR department.











						Monitoring activities











						121 review meetings every two weeks.





KPI’s analysis.

















						Success Measures











						Training goals achieved within timescales set.





KPI’s analysis: Sales growth.
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The basis for creating the plan is to reach the desired stakeholders, in order to improve team productivity, gaining management sponsorship and buy-in, and to support the employees who wish to develop professionally. 






Currently, the communications in the team are mainly through the internal app (via notification), corporative email and in-store posters. For this particular project, the communication methods which we plan to use would be 121 meetings, Teams meetings and email communications, where feedback will be given from all the stakeholders and a plan of action would be set to achieve goals. At the end of the project, all the stakeholders will receive a questionnaire to be filled anonymously.






We would measure the success through a number of variables, such as the number of applicants or the message distribution through the planned channels.






There might be some risks and issues to take into consideration. For instance, changes on the stakeholders throughout the project, or long-term absence.
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After the reopening of the store in April 2021, and analysing the KPI’s provided, it is clear that the store has been achieving and exceeding the sales targets, based on the sales from the same period in 2019, as we do not have any figures from the same period in 2020, due to the first lockdown. However, deadlines are usually missed by section managers as their workload is larger and have no support on their days off.






Currently, and due to long term sicknesses, we have been able to temporarily increase some part-time sales assistants’ contracts to a 30-hour contract. These employees work five days a week, mainly supporting the section managers on their days off. The plan is to train and develop their commercial skills and make this positions permanent. This way, section managers would be supported and less overwhelmed, deadlines will not be missed, and we would be providing the employees with career development opportunities.






· Vision and objectives for the Organisation













· To ensure commerciality is present at all times in the merchandising activities on the shopfloor.






· To achieve the sales targets.






· To accomplish the company deadlines.






· To ensure the staff well-being.













· Goals, timeframes, and scope of the projects













· The vacancies will be advertised on the 12th of July and will be open to apply until the 18th of the same month.






· Skills assessments and interviews will take place from the 26th of July until the 1st of August, including providing feedback.






· The three successful sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021, to be working in their new positions from the week commencing the 8th of November.













· Current and past communications activities






Communication usually takes place through the staff mobile app or personal email. In the case of a management job opening or development opportunity, a notification will come through the employee’s mobile app, with information such as deadline to apply and job description. We also make the most of the morning/afternoon meetings, a five-minute briefing meeting before the start of their shift to solve any questions or simply discuss the new opportunities.






· Existing communications staff and stakeholders






Store Manager, Deputy Store Manager, Section Managers, Sales Assistants, HR Manager, Regional Commercial Managers for the three sections.






· Current communications tools, activities, and events






We have Teams available for video conference to inform several stakeholders at the same time, such as regional managers, including HR. 






For this specific case, we will inform the employees in the morning meetings and will create an advertising poster that will be displayed in the common areas in the store. As it is an initiative for our store staff only, we will not be using our staff mobile app, as all the opportunities published there are open to all candidates in the country.






· Means of reviewing communications effectiveness






In an event such as development opportunity, we measure the success with the number of applicants and gathering feedback on those morning meetings.






· Results of past communications surveys






Not available.






· Reasons for requiring more formal communications planning













· To clarify goals and objectives.






· To identify the different audiences and clarify channels, materials, and ways of communication.






· To identify and implement communication activities.






· To help the stakeholders get on the same page.






· To embrace the stakeholders’ input.






· To assess the plan’s success and the areas that need strengthening.


































· Desired outcome of the communications planning process













· To create three Commercial positions in the store, one per department, to support the section managers.






· To ensure the commerciality in the department.






· To achieve commercial deadlines.






· To accomplish the company goals.
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· Strengths: The team involves experienced regional managers from different backgrounds who may be particularly good at identifying the type of information that needs to be delivered and when.













· Weaknesses: The information must be adequate to the audience. Different meetings must be set depending on the audience and what should be shared. For instance, review meetings with the sales assistants should take place individually. However, any feedback must be shared with the different regional managers in a separate meeting. 













· Opportunities: To reinforce the company values, such as internal promotion and continuous career development. Commercial managers might be able to organise workshops to support the trainees.













· Threats: Constructive feedback may cause a loss of motivation for the trainee, as they might just concentrate on the negative aspects of their training. 
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Previously, individual emails would be sent to the manager’s email inbox for them to share it with the team, including a list of FAQ’s to help the manager. This way, all the employees would be informed personally.	






Nowadays, communication of new projects usually comes through a notification on the company’s app. Only the employees who have the notifications ‘on’ on their settings will access the information. This may lead to less successful messages and not everyone will see them, but also managers would have to clarify separately any issues or questions.






By emailing the information to all the employees, we ensure they all receive it and can access it, increasing the audience and involvement in the project.
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Objectives
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· Improving team productivity.






· Gaining management sponsorship and buy-in.






· Supporting the employees who want to develop professionally.
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· All messages will be tailored to each specific audience, based on what they need to know.






· Every key message will be communicated formally






· Messages will be distributed through either 121 meetings or Teams meetings.






· 121 review meetings with employees will be held every two weeks.






· Copy of review meetings will be sent by email to all regional managers involved.






· The project team will listen and act on feedback.
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Stakeholders






· Project board members: General Manager, Deputy Store Manager, Regional HR Manager, Regional Commercial Managers.






· Project management team: Project Managers and Section Managers.






· Project team members: Sales Assistants, Section Managers, Deputy Store Manager, General Manager, Regional Commercial Managers, Regional HR Manager.






· Project Sponsors: Regional Commercial Managers and Regional HR Manager.




















Stakeholder Communication Needs Analysis






							Stakeholder






							Communication Needs






							Degree of Impact[footnoteRef:1] [1: ] 







							Preferred Communication Vehicle






							Frequency of Communication






							Delivered By













							Sales Assistants






							Individual Performance






							High 






							121 meeting






							Every two weeks






							Section Manager













							Regional Commercial Managers






							KPI’s: 






Productivity






Sales






							High






							Email






							Every two weeks, after 121 review






							General Manager or Deputy Store Manager













							Regional HR Manager






							KPI’s: 






Productivity






Sales






							High






							Email






							Every two weeks, after 121 review






							General Manager or Deputy Store Manager
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Stakeholder Requirements






							Name






							Role






							Information






							Timeframe













							A. B.






K. B.






E. M.






D. A.






							Project Sponsors






							· Detailed project status






· Issues in implementation






· Timeline performance






· KPI’s analysis and action plan.






							Every two weeks













							H. T.






I. O.






							Project Managers






							· Employees’ performance






· Issues 






· Timeline performance






							Every two weeks













							Unknown 






							Sales Assistants






							· Advertising poster













· Individual performance






							Beginning of project




















Every two weeks
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· Project launch: Project information to gain applicants.













· Project status: Project implemented within the agreed timeframe and quality targets.













· Project issues: Issues affecting the project and the action plan to resolve them.













· Project risks: The high level risks which may have an impact on the project and what actions will be taken to ease, prevent or decrease them.













· Project resources: Any resource constraints currently affecting the project.
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Channels
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							· Advertising






· Email






· Posters






· Team meetings 






· Workshops









































Communication Vehicles Analysis






							Communication Vehicle Description






							Target Audience






							Advantages






							Disadvantages






							Frequency






							Owner (Contact)






							Feedback Mechanism













							Current













							App notification






							Sales Assistants






							All employees must have this app on their phone






Everyone is informed at the same time






							Notification settings might be turned off






							When novelty happens






							Head of department






							Conversation with manager




















							Corporative Email






							Managers






							More personalized






May attach files






							Use of extra time to explain the message






							When novelty happens






							Head of department






							Conversation with manager













							Poster






							All employees






							Accessible to everyone in the workplace






							Some people might ignore advert boards






							When novelty happens






							Head of department






							Conversation with manager













							Proposed













							Email






							All employees






							Everyone receives detailed information at the same time






May attach files






							Less personalized






Email might end in ‘Junk’ folder






							Launch of project






							Project Manager






							Anonymous digital survey













							121 meeting






							Sales Assistants






							Individual feedback about performance






							Time-limited 






Dependent on staff cover






							Every two weeks






							Section Managers






							Two-way communication with manager













							Teams/Zoom meeting






							Project Sponsors






							Information shared once at the same time






Main feedback received straight away






							Hard to coordinate as Regional Managers have other commitments






							Before launch






							Project Managers






							Conversation 













							Email






							Project Sponsors






							Everyone receives the information at the same time






May attach files






							Not everyone will open the email straight away so feedback will not be received quick.






							Every two weeks






							Project Managers






							Email 






Phone call
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Information Collection













							Channel






							Application forms













							Information Requirement






							Candidates’ details













							Information Provider






							Sales Assistant













							Collection Timeframe






							12th – 18th July 2021



























							Channel






							121 meeting













							Information Requirement






							Individual performance













							Information Provider






							Section Manager













							Collection Timeframe






							Every two weeks



























							Channel






							Email 













							Information Requirement






							Individual performance






Project status and issues













							Information Provider






							Project Manager













							Collection Timeframe






							Every two weeks, on Fridays
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Communications Plan






Considerations






· Date: Information message to the Project Sponsors would be communicated prior to the launch, the get their approval. After that, we would communicate with the Sales Assistants to inform them of the project so they can apply for it. Once selected, we would hold a 121 review meeting every two weeks with the Sales Assistants to discuss their performance and forward the information to the Sponsors. There should be no delays in communicating messages as this may delay the project fulfilment.













· Audience: The target audience are Sales Assistants and Project Sponsors. Project Sponsors will support the Project Managers to ensure the objectives are met and Sales Assistants are looking for career development. The messages must be clear and concise, allowing them to ask questions if any doubts arise.













· The reason for the communication is to gain buy-in from Sponsors and employees. There would be a positive response from Sales Assistants as some of the have expressed their desire to grow in the company. On the other hand, Project Sponsors might not agree with the final part of the project, which involves an expense for internal promotion.













· Risks: Messages must be clear to avoid misinterpretation.













· Activities: We would use Teams meetings, 121 meetings, email, and in-store posters.













· The Key Messages are the launch, status, issues, and risks. 
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Communications Schedule













							Communication Activities & Topics (What)






							Target Audience (Who)






							Timing / Frequency (When)






							Developer






							Reviewer






							Approver






							Deliverer






							Vehicle (How)






							Goal













							Current Month (June 2021)






							






							













							Description of plan






							Project Sponsors






							W/C 28/6/21






							Project Manager






							Project Sponsors






							Project Sponsors






							Section Managers






							Teams meeting






							Approval of plan













							Next Month (July 2021)






							






							













							Launch






							Sales Assistants






							12/07/21






							Project Manager






							Project Sponsors






							Project Sponsors






							Project Manager






							In-store Poster






							Applications













							Feedback after skills assessments






							Sales Assistants






							W/C 26/07/21






							Section Manager






Project Manager






							Section Manager






Project Manager






							Section Manager






Project Manager






							Section Manager






Project Manager






							121 meeting






							Selection of three applicants













							






							Project Sponsors






							W/C 26/07/21






							Project Manager






							Project Manager






							Project Manager






							Project Manager






							Email and Teams meeting






							Approval of candidate selection













							And so Forth 






							






							













							Objectives setting






							Sales Assistants






							W/C 02/08/21






							Section Managers






							Project Manager






							Project Manager






							Section Manager






							121 meeting






							Objectives set and agreed













							Objectives review






							Sales Assistants






							W/C 16/08/21






Every two weeks after






							Section Managers






							Project Manager






							Project Manager






							Section Manager






							121 meeting






							Objectives achieved






New objectives set and agreed













							






							Project Sponsors






							W/C 16/08/21






Every two weeks after






							Project Manager






							Project Manager






							Project Manager






							Project Manager






							Email






							Feedback
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							ID






							Event






							Description©






							Purpose






							Frequency






							Date(s)













							1






							Performance Review Meeting






							Individual 121 meeting involving the sales assistants and their section managers, to discuss their performance






							To gain feedback from employees and agree objectives, through coaching and mentoring activities.






							Every two weeks






							02/08/21






16/08/21






30/08/21






13/09/21






27/09/21






11/10/21






25/10/21













							2






							Project Board Communication






							Email containing the individual 121 review meetings and new objectives agreed






							To keep Project Sponsors informed with the project process and agree an action plan if any delays.






							Every two weeks on Fridays.






							06/08/21






20/08/21






03/09/21






17/09/21






01/10/21






15/10/21






29/10/21













							3






							Project Board Meeting






							Formal meeting held with the Project Board to assess the overall status of the project.






							To determine whether the project has been completed.






							End of project






							01/11/21
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Key: 






A = Accountable for communication event (as marked in green)






R = Receives communications materials, takes part in meetings (as marked in yellow)






M = Monitors communications process and provides feedback (as marked in orange).













							ID






							Project Sponsor






							Project Manager






							Project Member©













							1






							






							A






							R













							2






							R






							M






							A






							













							3






							A






							M






							R
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							Audience (Stakeholder)






							Key Messages






							Delivery Channel(s)






							Frequency






							Sender













							Sales Assistants






							Project Launch






							In-store Poster






							Once 






							Project Manager













							Sales Assistants






							Project Status






							121 meeting






							Every two weeks






							Section Manager













							Project Sponsors






							Project Status






							Email






							Every two weeks






							Project Manager













							Project Sponsors






							Project Issues






							Email






Teams Meeting






							Every two weeks






							Project Manager













							Project Manager






							Project Risks






							Teams Meeting






							Before launch






							Project Sponsors



































Feedback
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At the end of the project, all stakeholders will be sent a questionnaire, but they will also have the opportunity to give feedback to the Section Managers, Project Managers or Project Sponsors through 121 review meetings, Teams meetings or via email.
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· The message reached its intended audience






· The message was distributed through the planned channel






· The distribution was effective






· The message achieved the desired effect (The applications were received on schedule)






· The message addressed the information requirements of the audience






[bookmark: _Toc61876359][bookmark: _Toc465350004]



































Appendix






· Change Plan



























· Commercial Advertisement
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· There are adequate resources available to complete the assigned tasks.






· The timeframes listed in the Communications Schedule are satisfactory.






· The required budget is available to complete the tasks needed.
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· The requirements for communication change during the project.






· The project stakeholders changes throughout the project. 






· Long-term absences.
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Example Change Plan







								Created by







								Maria Mellen Jimenez















								Date







								















								Version







								1.0































								Vision and Objectives















								· To create three Commercial positions in the store, one per department, to support the section managers.







· To ensure the commerciality in the department.







· To achieve commercial deadlines.







· To accomplish the company goals.















								Activities to achieve objectives (see Gantt chart attached)















								· Advertise position for applications  







· Skills assessments and feedback  







· Training  







· 121 Review Meeting  







· Review KPI’s  







· Request Promotions  







· Employees starting new positions  























								Business case (evidence-based - include data, benefits of change, gap analysis – difference between current and future states, issues and risks)















								After analysing the sales against those before the pandemic, two years ago, an increase of a X % can be seen as a store, although feedback from regional commercial managers is slightly negative as section managers often missed deadlines for commercial actions. By creating the positions of a Commercial in each department, deadlines would be met as this person would be shown the commercial skills to support the section managers on their days off. 















Benefits:







· Section managers would feel less pressured and overwhelmed.







· Deadlines met.







· Career progression, internal promotion.







· Continuous sales increase.















Issues:







· Not additional training budget.







· Slight salary increase for those successful after training is finished.















Risks:







· Isolation periods if someone contracts Covid may delay objectives achievement.































								People affected (stakeholders – employees, particular employees, customers, shareholders)















								Section managers.







Sales assistants on a 30-hour contract or higher.







Regional Commercial Managers.







HR Manager.















								Scope of change (eg one site, one product group)















								[bookmark: _Hlk88426521]Three 30-hour sales assistants in the Swansea store will be trained by their specific section manager, from the beginning of August 2021 until the end of October 2021.























								Roles (project manager, sponsor, team members)















								Project manager: General Manager and Deputy Store Manager







Sponsor: Regional Commercial Managers







Change champions: Section Managers







Trainer: Section Managers







Trainees: Sales Assistants























								Communication strategy (attach communication plan, list of change champions)















								































								Support to be offered (advice, counselling, coaching, mentoring, representation, training - attach, for example, a training plan)















								Coaching and mentoring through 121 meetings







Training booklet: Commercial 2























								Timings and milestones (see Gantt chart)















								Start: 12/07/21







Finish: 14/11/21







Milestones: Training completed and employee starting new positions























								Resources required, including cost (equipment, time, people, materials, guidance)















								Equipment: Department iPad already available to analyse commercial reports.







Time: 4 months.







People: No extra staff members, but support available from Deputy Store Manager and General Manager.







Materials: Paper and pens to record 121 meetings, printer, scanner, already available.







Guidance: Commercial Regional Manager, HR Manager.







Cost: Derived from materials, £5/month. All commercial reports and training guidance are available in the store iPads, eco-friendly.























								Monitoring activities















								121 review meetings every two weeks







KPI’s analysis























								Success Measures















								Training goals achieved







Sales growth
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Slide 4







?







Would you like to grow and become a COMMERCIAL































































If you have:







Visual flair and creative thinking







Passion for fashion







Good team management skills







Numeric and analytic skills







Strong communication and interpersonal skills







Initiative and self motivation







Time management and organisational skills







Commitment to excellent customer service







Problem solving ability















Speak to your line manager for more information about applying for this opportunity. Deadline: 18th July 2021
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Would you like to grow and become a COMMERCIAL















































If you have:





Visual flair and creative thinking





Passion for fashion





Good team management skills





Numeric and analytic skills





Strong communication and interpersonal skills





Initiative and self motivation





Time management and organisational skills





Commitment to excellent customer service





Problem solving ability











Speak to your line manager for more information about applying for this opportunity. Deadline: 18th July 2021

















image1.png



















image2.png































image2.emf


Commercial  advertisement.pptx






Commercial advertisement.pptx


Slide 4



?



Would you like to grow and become a COMMERCIAL































If you have:



Visual flair and creative thinking



Passion for fashion



Good team management skills



Numeric and analytic skills



Strong communication and interpersonal skills



Initiative and self motivation



Time management and organisational skills



Commitment to excellent customer service



Problem solving ability







Speak to your line manager for more information about applying for this opportunity. Deadline: 18th July 2021
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ASSESSMENT OF CHANGE INITIATIVE



Our initiative of commercial training of three sales assistant was launched on the 12th of July 2021. The main objectives were:

· To create three Commercial positions in the store, one per department, to support the section managers.

· To ensure the commerciality in the department.

· To achieve commercial deadlines.

· To accomplish the company goals.

The advertisement poster created a high interest from a lot of members of staff who approached the managers to request more information. When the application period ended, we had six applicants, which it will be classed as successful.

Skills assessments were carried out the week commencing the 26th of July, as per Gantt chart, and feedback was provided to all candidates by the 1st of August. 



AUGUST 2021

From the 2nd of August, all the objectives were set for the candidates, depending on their personal skills. In general, the employees achieved the majority of the objectives set for this first period, with small details to work on, which meant new objectives were set afterwards.

We had an important setback in this period. The Section Manager of department one was signed off sick, which had a detrimental impact on employee one’s training, as his objectives were only reviewed once. Also, both Deputy Store Manager and Section Manager from department three were on annual leave for the second half of the month.

Due to this sickness, the Section Manager from department two had to help out on department one, which contributes the most to the sales as a store. This meant that employee two, on department two, had to take on many more responsibilities, but caused her to feel overwhelmed and requested to be removed from the project. Support from the management team was offered and she agreed to stay in it.

Commercial deadlines and sales targets, however, were achieved as a store.



SEPTEMBER 2021

In terms of training, employee one was more involved in placing new lines and in charge of dressing internal the mannequins. His communication increased with the Regional Commercial Manager, but the lack of a Section Manager, and having the Store Manager on annual leave for the month, left the Deputy Store Manager completely unsupported and unable to record his training activities. The employee expressed his feelings about this situation but was very supportive towards the management team.

After the small setback from employee two, she carried on achieving her objectives. However, employee three on department three handed in her resignation, which meant that the process on department three would have to start from the beginning.

KPI’s from August were received and analysed, where targets were exceeded by 46% (+£120 k) as a store. Commercial deadlines were also achieved.



OCTOBER 2021

Department one suffered changes, after the returning of the previous General Manager who was on maternity leave at the beginning of the project, which meant that the Deputy Store Manager who was running the project would be returning to her original position as Section Manager in department two and would take over the training of employee two. Nevertheless, she was infected with Covid and stayed off the business until November, which meant employee two’s training was affected as nobody was following it up.

On the other hand, employee one’s training was reviewed, and new objectives were agreed, but he was already behind schedule. And the new employee on department three had just been set the first objectives, having achieved only half of them.

After the KPI’s analysis of the September’s figures, we can see again an achievement of the sales targets, exceeding this month by 40% (+£100 k).



NOVEMBER 2021

This was the estimated date for the end of the project. Unfortunately, none of the employees finished their training, mainly due to management absence and lack of support from the regional team.



FEEDBACK RECEIVED FROM EMPLOYEES AND SECTION MANAGERS

· Started with a very positive attitude.

· Lack of sales assistants as some of them were sick, so managers had to cover fitting rooms and tills for long periods of time.

· Support from regional commercial team: they could have been more involved the training, by visiting the store maybe, replying to emails, etc.

· HR did not react to the Section Manager sickness, now long term, and still has not been covered.

· Constant and long Teams Meetings for topics that could have been sent by email, which led to time away from training/reviewing.







POSITIVE IMPACT OF CHANGE

· More engaged employees.

· General feeling of all employees to work as one team, not three departments, supporting each other.

· Managers have learnt to deal with issues without the support from the regional team.

· Commercial deadlines achieved as everyone is working towards the same goal.

· Sales increase.
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