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Communications Plan Purpose and Goals
The purpose of the Strategic Communications Plan is to establish standardized initiatives that:
· Identify the types of communication within Software Development and related organizations;

· Determine the best methods for utilizing these types of communication;  
· Identify the processes and communications vehicles necessary to strengthen the SD communications function ;

· Facilitate and increase effective communication within the VA Software Development community;

· Manage the flow of relevant information between SD and the stakeholders located outside SD, including the Office of Enterprise Development (OED) and Office of Information and Technology (OI&T); and

· Maintain and archive content and information for efficient configuration management and reuse.  
Within the Software Development organization, communications is a means to: 

· Talk shop – developers need to share what they are working on and what technologies they are using

· Discover opportunities for collaboration and re-use

· Coordinate between the SD Organization and external audiences, such as OED leadership and parallel directors;

· Facilitate consistent messaging to everyone who needs to knowl;
· Quickly address requests and data calls by coordinating efforts to gain information from varied constituents and stakeholders;

· Engage and inform the VA community about what value Software Development delivers; and
· Organize and archive communication and administrative materials. 
Software Development Communications Stakeholders

Stakeholders in the ongoing activities and related communications of Software Development fall into the following two categories:

External Stakeholders: The external stakeholder groups listed below range from other organizations within VA to those outside of VA which are further removed from day-to-day SD activities. For stakeholders external to SD but still under the OED umbrella, regular and active communication channels are required to ensure collaboration, avoid duplicated efforts, and ensure the most efficient use of tools and resources. 
Software Development is the largest component of the Office of Enterprise Development (OED), and communicates frequently with the other Enterprise Development organizations.  OED-SD requires clear, consistent communications within and across its own Services. The SD Communications Representative works closely with other Enterprise Development communications staff to accomplish collaborative efforts. 
Responsive communication with OI&T and VA-wide offices is less dependent on frequency; however, this communication is of equal importance to ensure SD staff and activities are properly valued and utilized throughout VA.  Much of the communication with such groups is performed at an executive level, and is often in response to requests for reports on SD activities and issues. 

Lastly, communications with external stakeholders such as Congress, oversight organizations, media, and Veterans Service Organizations (VSOs) are typically based on formal inquiries. Again, effectively conveying the value and contributions of SD in a consistent manner within those inquiries is vital to SD’s progress and sustainability, and more importantly, future resources. Further, formalizing the means by which SD responds to these inquiries facilitates the development of proactive communications within the pillar as well as facilitates collaborative efforts and the sharing of information between all OED pillars.
External Stakeholders include:
· Office of Enterprise Development

· OED Program Quality and Administration

· OED Program Management
· OED Software Engineering 
· Office of Information and Technology Leadership
· Department of Veterans Affairs

· Veterans Health Administration (VHA)
· Veterans Benefits Administration (VBA)

· National Cemetery Administration (NCA)

· Office of the Secretary
· Congress
· Oversight Committees (e.g., House Appropriations Committee [HAC], Government Accounting Office [GAO], Office of the Inspector General [OIG]) 
· Media
· Veterans Service Organizations

· Medical Associations

· Veterans Affairs Medical Centers (VAMC) and Clinics

· Veterans and families
OED External Stakeholders
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Internal Stakeholders: Internal Stakeholders within the SD organization hold a diverse interest and stake in Software Development-wide activities. At the most primary level, SD staff report to the SD AD CIO and Service-level directors, and are interested in receiving regular correspondence from a permission / authorization, involvement, and direction perspective. Regular and consistent communications help foster a satisfactory and collegial work environment for all involved. 

Major stake-holder groups identified and that are internal to SD include:
· Legacy Product Migration Service

· Legacy Product Enhancement Service

· Transition Product Development Service

· Target Product Development Service
Software Development Internal Stakeholders
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Communications Roles and Responsibilities

This section identifies roles and responsibilities of those who will implement this Strategic Communications Plan. The four key players involved in this effort include: 
· Assistant Deputy CIO Software Development: Responsible for  developing and implementing the Strategic Communications Plan with the support of the SD management team;
· SD Service Directors: Responsible for supporting the SD ADCIO in implementing the Strategic Communications Plan and collaborating with the Communications Representative to ensure the communications efforts are standardized across the Services;

· OED-SD Team Members: Responsible for supporting the SD ADCIO and their respective Service Director by participating in communications activities across SD, including within their service and teams. Team members look for ways to share information and engage in dialogue with their colleagues that will forward the work of all, whether it be providing inputs from meetings, holding internal brown bags, using social media tools to capture inherent knowledge in the organization, and so on;.
· Software Development Communications Representative: Assigned to support the implementation and management of the Strategic Communications Plan and communications efforts within SD; and

· Director of Communications, Office of Enterprise Development: Responsible for identifying opportunities for cross-functional communications within OED and to its stakeholders.

OED Communications Office

As part of OED’s Program Quality and Administration Office, the Communications Service is structured to improve communications across OED. It accomplishes this in part by embedding communications representatives in key areas of the organization. These communications representatives not only provide communications support for the Communications Director, but provide direct support to the organization they are embedded within.  This structure not only strengthens communication within the organization the representative is embedded in, but also serves as a bridge for consistent messaging and communications across all of OED.
OED Communication Service 
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SD values consistent and accurate messaging. The OED Communications office will serve as the primary resource for facilitating SD external communication needs, including responses to Congressional inquiries, responses, presentations and/or briefings to VA executive leadership, as well as briefings and presentations made to stakeholders outside of VA. 

The OED Communications Office has assigned a representative to SD to assist with facilitating external and internal communications requests. It is also the responsibility of the communications representative to assist the SD AD CIO and SD Service Directorse in identifying, developing, and facilitating communications requests and activities within SD.

OED Communications maintains a general intranet site dedicated to the management of communication activities. This site, in combination with the technological tools utilized by the SD team, will provide a comprehensive platform for managing SD communications. The VA-wide, accessible, Communications Division intranet site will provide necessary general content and information necessary to create standard formats and procedures for communication requests.

Communication Structure across OED
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A graphic depicting the communications structure across OED is located in Appendix D. 
Types of Communications

SD uses numerous tactics to support its SD communication mission, vision and goals.  A communications vehicle is defined as a means by which communication is delivered.

The SD communications representative performed a communications assessment for Software Development, which when combined with a comprehensive OED assessment, ensures cross-population and efficient vehicle use. This matrix of communications vehicles has been attached in Appendix B. SD’s communications vehicles will be reassessed on a yearly basis based on the completion date of this Strategic Communications Plan.  The Strategic Communications Plan will then be updated to reflect the latest assessment. This matrix that follows outlines and summarizes the types of communications used by the SD team per the current assessment. 
Communications Vehicles

	Communications Vehicle 
	Vehicle use
	Audience

	Intranet Site
	Current or planned use. Means for providing:
· Announcements

· Surveys

· Electronic meeting spaces

· Links to relevant resources 

· Electronic-based discussions

· Actions tracking functionality
· Scheduling through calendar

· File storage/Archive
· File development / collaboration

· Content collaboration through wikis
· Content sharing
	SD Directors, SD All Staff, SD Council, OI&T, OED, VA



	Meetings
	Current or planned use. 

· Live Meetings for real time file sharing
· Live Meeting recordings for post meeting reviews
· In person meetings
· Remote tie ins for meetings (teleconference or  video conference)
· Facilitate organizational business through regularly scheduled Staff and SD Council meetings
	SD Directors, SD All Staff, SD Council, OED, OI&T, VA

	Email
	Facilitate organizational day-to-day business, such as actions, discussions, tasking, and instructions.
	SD Directors, SD All Staff, SD Council, OED, OI&T, VA

	Publications / Content
	Generate content for internal and external audiences, initiated both internally and externally, including but not limited to: bios, elevator pitches, legislative responses, policies and procedures, administrative documentation, presentations, plans, and reports.
	SD Directors, SD All Staff, SD Council, OED, OI&T, VA, other external audiences

	Conferences
	Attend conferences, share information through use of exhibits, booths, posters, handouts, brochures, presentations, and conducting classes.
	Varies; dependent on conference. May be either internal or external.

	Training
	Develop and provide SD-related training, for example, an SD orientation. Delivered through meetings, publication, or Intranet. 
	SD All Staff


Software Development Communications – Serving Stakeholders
External Stakeholders - Software Development-initiated external communication involves information being provided to external constituents at a time and format determined by the organization. Information is provided in the form of briefings and program or project summary sheets, as well as presentations at VA and non-VA sponsored conferences and workshops. This public relations effort raises the understanding and support of Software Development’s mission, vision and goals. The process flow for completion of constituent requested communication requests, facilitated by OED Communications staff and the SD Communications Representative can be found in Appendix A. Information regarding the Report of Contact (RoC) form can be found in Appendix G.
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Internal Stakeholders - Software Development conducts internal communication through means such as teleconferences, face-to-face meetings, e-mail, social media tools (e.g., wiki, blog, podcast), and through the organization’s intranet site. Internal communication generally focuses on Software Development’s accomplishment of day-to-day tasks, which includes appropriately capturing and managing information and encouraging a standardized workflow between team members to decrease the response time of SD when inquiries are received. An important element of internal communication is how this type of communication provides information to the organization’s constituents.
Communications Content

The SD communications representative assists in the creation, management, and quality control of communications content that will serve SD stakeholders. 

In regard to communications-related content, the SD communications representative creates specific artifacts written for VA-wide usage based on the topics and questions commonly asked by constituents. Examples of artifacts to be developed include Frequently Asked Questions (FAQs), templates, Briefing Books that provide program/project status, and one-pagers regarding SD projects, programs and activities. Content also includes SD messaging, elevator pitches, management biographies, intranet text, or other content that supports SD communications. 
The communications representative proactively seeks opportunities to create valuable communications artifacts, provides suggestions to management, and develops agreed upon content. Whenever possible, SD shares these artifacts with parallel organizations for their use and propagation as well as reciprocal sharing.  
Part of effective content development includes managing it so that it is reusable (avoiding duplication of effort) and accessible. The communications representative looks for ways to manage content that meets these goals.
Finally, the communications representative acts as a quality control specialist for Software Development content, applying communications expertise in writing and editing for understanding, grammar and formatting. In addition, the communications representative serves as a coach for the organization, available to provide advice on providing effective communications content using appropriate communications vehicles.
Intranet Site
A consolidated SD intranet site serves as the primary means for disseminating SD-initiated external and internal communications, providing information to VA and contract staff regarding Software Development activities and communication materials. The intranet site serves as a “self-service” tool, providing high-level information for individuals seeking status of Software Development activities. 
The SD communications representative serves as the primary manager of the site and its content; however, the Director of Software Development approves content posted to the Software Development Intranet site prior to posting to ensure that communication is both appropriate and conveys a consistent message about Software Development activities. 

The SD intranet site features provide many tools for collaboration. SD team members and the VA community at large may provide input or recommend changes to artifacts posted on the site through built-in feedback mechanisms. Tools for managing permissions on multiple levels allow flexible management of access, ensuring that external and internal stakeholders have appropriate access to various materials. The SD communications representative assesses the needs of the organization against the available, collaborative site features, and works with the SD Director to ensure feature implementation that best serves the communication needs of the organization.
Screenshot of Software Development Intranet Site
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In addition to providing communications content and a means to collaborate, the Software Development intranet (http://vaww.oed.portal.va.gov/development/default.aspx)  (site, located here - http://vaww.oed.portal.va.gov/development/default.aspx, serves as an information management tool for data generated at the Software Development Office Level. In the role of primary manger of the site, the communications representative, with the assistance of expertise from the Communications Division, manages information to ensure that communication products are easy to find and access. SD child sites, which are part of the web of organizational communications, match the structure of the OED organization, ensuring a logical way to search for information. The most recent version of the OED functional organizational chart, which reflects the SD organization, may be found here (http://vaww.oed.oit.va.gov/realignment/functional/). 
As an information manager, the SD communications representative provides guidelines for proper file management (version control and naming configuration), which ensures ease and access of communication products.  Centralized uploading accomplishes the goal of effective file management. The SD communications representative either uploads or assists in facilitating the uploading of content onto the Intranet site. A file naming convention instruction and direction on tagging files with metadata are housed on the SD SharePoint; these strategies make finding information within the Intranet libraries easier. SD team members may also use a Drop Box feature on the Software Development Intranet site (http://vaww.oed.portal.va.gov/development/default.aspx). The SD communications representative retrieves files from the Drop Box, working in concert with the SD team to manage communications information on the SD intranet site.
The communications representative also promotes the use of access technology available to the intranet site to ensure that SD staff can collaborate on and manage sensitive information with each other on the SD intranet site. This provides the ability for the SD AD CIO and Service Directors to maintain documents and track information using the available online tools without worrying about unauthorized individuals accessing sensitive information.
Software Development Meetings

Software Development uses meetings to facilitate communications with both external and internal stakeholders. Not only do meetings serve to build and maintain smooth operations and ensure the accomplishment of day-to-day tasks, they also provide the means to convey important information to stakeholders in a timely manner with the opportunity for immediate feedback and dialogue.

As appropriate, meeting agendas, minutes, and presentations will be uploaded onto the SD intranet site. In addition, staff is encouraged to contact the SD Communications Representative of any recurring or one-time meetings, so that these can be posted on the Events Calendar on SharePoint.

The SD communications representative performs the following in facilitating communication goals through SD meetings:

· Attends key, SD meetings in order to:
· Serve as a communications liaison between SD and OED Communications, passing information to SD and conveying information back; 
· Identify areas where additional or improved communications serves the organization, and suggest plans to implement such communications;

· Identify key information from the meeting to provide to stakeholders, and facilitate the distribution of that information through the most appropriate communication vehicle;

· Be available to receive and then facilitate communications requests from SD management;
·  As appropriate, administer details of such meetings; and

· Alert SD management of relevant OED initiatives and meetings. 
· Establishes and facilitates meetings with staff  to address SD-specific communication plans, issues , etc;
· Assists the AD CIO and staff with key meeting and presentation content through writing, editing, formatting, and making suggestions for better communicating content. This includes but is not limited to:

· Talking points

· Presentations and briefings; and
· Data calls.
· As appropriate, uploads meeting agendas, minutes, and presentations onto the Software Development Intranet site; and

· Encourages the SD AD CIO and staff to either add events to the calendar or supply meeting information for the communications representative to post to the Events Calendar on the intranet site.

Screenshot of Software Development Events Calendar
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Other Communication Vehicles

As noted in the section Types of Communications, in addition to the intranet site and meetings, Software Development uses a variety of communications vehicles, including but not limited to email, publications, conferences, and training. As needed, the communications representative works with the Director and staff to assess, facilitate, and provide guidance and expertise to best meet the organization’s needs implementing these communication vehicles.
OED Standards

As noted before, the Communications Service seeks to structure and improve communications across OED. OED is in the process of introducing standardized templates for all common communication vehicles in order to ensure consistency throughout the organization. As a result, all OED information distributed has the same format and can be analyzed in a similar manner. Also, standardized templates allow organizational units to gather and assimilate data effectively and decrease response time to inquiries. 

All OED standards are maintained and implemented by the Communications Service, working with OED leadership. These standards will be inherited throughout organizational units, but each division, service, and PEO maintains an existing and focused group of stakeholders and vehicles that is unique to its organization. For these unique instances, the assigned communications representatives are responsible for establishing and encouraging the use of standardized mechanisms in order to ensure organizational consistency. These standards are linked in the OED Communications intranet to ensure further consistency OED-wide. 

Performance Metrics: Measuring Success

Measuring the effectiveness of communication strategies and products is a key component in determining the success of communications within OED. Effective communication helps ensure organizational goals and objectives are clearly understood and stakeholders are well informed of OED initiatives and program/project status. OED Communications uses surveys and focus groups to measure the effectiveness of various media used to inform and influence OED staff. The results of the surveys and focus groups are used to further tailor OED Communications products and methods.

OED Communications understands communicating also has a less objective dimension and developed the Communications Value Chain found in Appendix E. to meet this need. Survey methods include, but are not limited to the following:
· Metrics gathering (SD team surveys, feedback requests, monthly accomplishments, etc); 

· Input received from collaboration mechanisms on the SD intranet site;

· Higher frequency of proactive communication from the field; 

· Sharing positive responses received from external sources; 

· Field surveys specific to milestones or events (within OED); 

· Sharing positive responses received from external sources

· Regular communications reviews with senior management; and
· Development of lessons learned and self assessments. 

The communications team will consistently adjust communications efforts based on the feedback received. 

Appendix A: Process Flow for Completion of Communication Requests 
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Appendix B – Communications Vehicles for Software Development
A communications matrix template was used to assess communications vehicles in Software Development.  A copy of this template is located here.  A copy of the Software Development Assessment is located here.
The Communications Vehicle Summary beginning on page 6 was derived from the matrix.

Appendix C – Standardized SD Presentation Template – TBD
Appendix D: OED Communications Structure
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Appendix E: Communications Value Chain 
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organization goals.

Coordinate development
of outreach,
congressional, and

organizational products.

Increased trust in
business relationships
pride in deliverables

increases; professionalism
increases across the

organization.

Establish, enforce, and
advise managers of
standardized
communications
processes, policies and
practices.

Enables Agency to
achieve the highest levels
the Gold Standard — for
data security &
stewardship of veterans'
information.

Staff communicates more
effectively and establishes
more connections across

- the organization.
Develop and maintain

high-impact intemal and
‘external public affairs

campaigns to proactively

promote the organization

and its activities.

Effective promotion of
core VA vision to meet
needs of Nation's.
veterans and their
families.

Increase in staff morale
productivity, and retention
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Appendix F: Software Development Communications Plan Links

Messaging

While a standardized presentation template is used by OED Communications, there is some flexibility in tailoring the template. 

To ensure that all briefings and presentations given by SD staff consistently communicate the mission of the office, as well as have the same look and feel, a standard organizational description has been developed, and is stored on the SD intranet site, along with standard descriptions of the five Services within SD. A copy of this can be found on the SD intranet site. 

SD Intranet

The following resources will be used as guidelines for the development and maintenance of the SD Intranet site:

· VA 6102 Directive: (http:/vaww.va.gov/6102/docs/6102dir06.pdf)
Policy directive for establishing, managing, maintaining, and presenting information on VA’s Internet/Intranet sites that reflect evolving best practices for customer service, technology and security. 
· VA 6102 Handbook: (http://vaww.va.gov/6102/docs/6102hbk06.pdf) 
A further elaboration of the VA 6102 Directive that provides procedures for publishing VA information on the World Wide Web (www) and defines the organizational responsibilities for all web activities that are related to posting, editing, maintaining, and removing files to or from the Internet and Intranet. The Handbook also covers privacy-related issues, security requirements, accessibility requirements, the utilization of web applications and tools for enhanced performance and oversight.  

· VA Web Best Practices Guide (http://vaww.va.gov/6102/)

The below are standard OED templates for frequently requested information:

· OED Memo Template (http://vaww.oed.portal.va.gov/administration/communications/Backup%20Repository/Reference/Templates/VA%20Memo%20Template.doc)
· OED White Paper Examples (http://vaww.oed.portal.va.gov/administration/communications/Backup%20Repository/Forms/AllItems.aspx?RootFolder=http%3a%2f%2fvaww%2eoed%2eportal%2eva%2egov%2fadministration%2fcommunications%2fBackup%20Repository%2fReference%2fTemplates%2fWhite%20Paper%20Exa) 

· Executive Decision Memo Examples (http://vaww.oed.portal.va.gov/administration/communications/Backup%20Repository/Forms/AllItems.aspx?RootFolder=%2fadministration%2fcommunications%2fBackup%20Repository%2fReference%2fTemplates%2fEDM%20Examples&FolderCTID=&View=%7b26673144%2d38D7%2d492E%2dBA)

· VHA Business Meeting Template (http://vaww.oed.portal.va.gov/administration/communications/Backup%20Repository/Reference/Templates/20090114_VHABizMtg_BlankTemplatev9.ppt)

The OED Communications intranet site will serve as a resource in communications matters affecting cross-organizational guidelines and direction. The site includes materials such as:

· Additional templates;

· Helpful tips;

· Relevant OED/OI&T links;

· Standardized OED processes;

· Effective writing strategies; and

· Previous communication products and materials.

Appendix G: RoC Form 
Report of Contact Form 
For the official form to fill out, please go here: (http://vaww.va.gov/vaforms/form_detail.asp?FormNo=119)
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Appendix H: Acronyms
	Acronym
	Definition

	FAQ
GAO

HAC
	Frequently Asked Questions
Government Accountability Office

House Appropriations Committee

	HeV
MOSS
	HealtheVet
Microsoft Office SharePoint Server

	OED
OIG
	Office of Enterprise Development
Office of the Inspector General

	OI&T
	Office of Information & Technology

	PEO

PMO

PMP

RoC
	Program Executive Office

Portfolio Management Office

Program Management Plan

Report of Contact

	VA
VAMC
	US Department of Veteran Affairs
Veterans Affairs Medical Clinic

	VHA
	Veterans Health Administration

	VSOs

	Veteran Service Organizations









Periodically, personnel in Software Development receive solicitations for information from external constituents beyond typical channels. On this occasion, the individual receiving the request should submit a Report of Contact (RoC) form and send it to the SD Communications Representative. �The SD Communications Representative will submit the RoC to the Director of Communications, who is responsible for approving all information and messaging leaving OED. Such coordination ensures the appropriate channels; quality, consistent messages and timely products; are delivered to the external constituent. The figure to the right outlines the process for handling external communication requests, and can also be found in Appendix G.  In the case described, the process would be picked up somewhere in the middle.





A list of meetings that the Director of Software Development or their appointed liaison is responsible to attend is stored on the SD Intranet, in addition to being noted on the calendar, which is located on the SD Intranet site � HYPERLINK "http://vaww.oed.portal.va.gov/development/Lists/Calendar/calendar.aspx" ��here� (� HYPERLINK "http://vaww.oed.portal.va.gov/development/Lists/Calendar/calendar.aspx" ��http://vaww.oed.portal.va.gov/development/Lists/Calendar/calendar.aspx�).
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