
 

 

       

   
 

  

             
          

              
          

         

 
              

   
   
    
   

          
       

          
      
      
         
         
       

   
           

      
        
        
             

 

 
             

           

–EEP COMMUNICATING EXPECTATIONS COMMUNICATING PLANNING GUIDELINES 

Communication Planning Guidelines 

Tool Purpose: 

Effective and regular communication is critical to the success of any endeavor and 
this is particularly true when navigating significant organizational change. This 
resource is designed to help you identify key points to consider as you manage 
communication with your various partners in the change management process, 
ensuring improved collaboration, cooperation, and coordination of efforts. 

Who? 
 Who are the key stakeholders that you will want to keep in regular 

communication with? 
o Your team 
o Your direct supervisor 
o Additional partners 

 Who relies on the work that your team does? 
 Whose work do you rely on? 

 Here are some key attributes to help identify stakeholders 
o They benefit from your work 
o You benefit from their work 
o They give you permission to do your work 
o They remove roadblocks or exert influence, when needed 
o They control or influence your budget 

 Stakeholder communication 
o Have a conversation with your key stakeholders and discuss the 

change, focusing on two key areas: 
 How are they impacted by the change? 
 What would they like to see happen? 
 What are their expectations from your team as it relates to the 

change? 

What? 
 What is the key message you are trying to communicate? When crafting 

your message for stakeholders and in particular your team, remember that 



 

 

       

             
           

         
            

    
             

          
         

            
            

       
    

          
         

      
        

         
       

     
          

          
    

          
         

   
    

           
           

    
      

            
      

      
        

–EEP COMMUNICATING EXPECTATIONS COMMUNICATING PLANNING GUIDELINES 

in order for change to be successful, people have to be committed to 
seeing the change through. Commitment is a consequence of two factors 
that have to be accounted for in your communication: 

o Buy-in: This refers to the information referred to in the “Why?” 
section outlined below. 

o Clarity: This is the other critical element that must be accounted for 
in your outgoing communication message. Put yourself in the place 
of your communication recipients and try to determine what 
information they would need in order to be able to execute the 
change, focusing on these key points, keeping in mind that they don’t 
have to be covered in this order: 

 What is happening? 
 This is where you communicate the change in larger 

terms, giving them the “30,000 foot view”, including any 
larger societal or organizational implications. 

 Giving stakeholders this perspective creates context for 
the change and allows them to understand both the 
necessity and value of the change. 

 Why is this happening? 
 Remember to present the message keeping in mind your 

audience’s WIIFM (What’s in it for me?). What is the 
benefit to them? 

 In addition, you can highlight the consequences of not 
taking action, whether it be from an organizational or 
team perspective. 

 Who is involved? 
 Who are the people that are either directly or indirectly 

involved in this change? Who will rely on us and on 
whom will we rely? 

 Where is this taking place? 
 What is the scope of the change? What others in the 

department are being involved and why? 
 How is it happening? 

 Details may be important in this case. 
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 What are the particulars of the change? What is 
changing and how? Are their details that relate to how 
they do their job? What are those details? 

 This is where you get into the particulars of the change 
and discuss things like expectations, new metrics, or 
changes in job function or procedure. 

Where? 
 What channels will you use to share this message? 

o Email is a very efficient communication channel, but oftentimes can 
lack emotional nuance and as such, is best suited for more 
informational messages. If you must communicate a potentially 
sensitive or emotionally charged message via email, consider 
following it up with a live video message. 

o Video message (Zoom) communication allows for the highest level of 
richness in communication and is therefore recommended for 
important messages or messages where it is important to solicit 
immediate feedback from the recipients. 

 Also, it should be noted that your communication should take place in both 
group settings, but also in individual conversations with stakeholders, 
perhaps in one-on-one meetings. This will allow you to tailor your 
communication to each person based on their needs, perspective, and 
personality. 

When? 
 Determining the cadence of your communication is important. It is difficult 

to overcommunicate with your stakeholders, particularly if you’re using 
more than one communication channel. 

 It is therefore recommended that you establish regular a regular 
communication schedule to ensure that people always feel that they are “in 
the loop”. This is critical to create a continued feeling of commitment and 
engagement on the part of your stakeholders. 
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Why? 
 As mentioned in a previous bullet, it is important that people understand 

the reasoning for the change from three perspectives: 
o Organizational: Why does this benefit the larger organization? 
o Team: How does this benefit the team or work group? 
o Personal: How does this change benefit them as individuals. 

Understanding each person’s motivation is critical for this, so you can 
tailor the benefit to what resonates with them. Helping people see 
the opportunity within the change will help them embrace it and use 
it to their advantage. 

How? 
 It is important that communication be two-way, involving not only you as 

the leader sharing information, but more importantly, you also soliciting 
information from people. It’s been said that we have two ears and one 
mouth for a reason, so that we listen much more than we speak. This is 
especially true when navigating change. 

o To this end, seek to create a psychologically safe space where people 
can share their perspective, whether it be good, bad, or indifferent. 
Welcome it all because it is all valuable to help you better serve your 
stakeholders. 

o Particularly with your team, continually ask them how they are doing 
and how they are feeling about the change. Be sensitive to not only 
what they say, but how they say it. Listen for their tone and if 
possible, non-verbal cues. What are they leaving out? The more 
sensitive you are to the subtle messages that they share, the more 
you’ll be able to truly understand how they’re doing. 

 When soliciting feedback from your team, focus not only on 
the practical, job-related aspects of the change, but also the 
emotional impact. How are they feeling and dealing? 

o Whenever possible, act on the information you receive stakeholders, 
if appropriate and let them know that when you do so. This will let 
them know that you truly value their input and increase the 
likelihood that they will share with you in the future. 
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 Particularly in discussions with your subordinates, look for opportunities to 
use questions to help them come to conclusions themselves, rather than 
telling them. This engages their critical thinking skills, creates more 
emotional investment, and engages them in the process. A useful way to do 
this is to determine what conclusion or insight you’d like to share and use a 
series of questions that will guide the person’s thinking to this conclusion 
logically. 


