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1 Introduction

1.1 Background

< This section contains a paragraph that describes the background of the project. This paragraph should be standard across all the project’s plans and should indicate the current project phase (Planning, Procurement, Maintenance and Operations (M&O), etc.). The following is an example. >

Electronic Benefit Transfer (EBT) is the automation of welfare benefit authorization, delivery, redemption, and reconciliation. EBT is recognized as an alternative to the largely paper-based, manual benefit issuance system and provides for the transfer and use of welfare benefits through point-of-sale devices and automated teller machines. Federal welfare reform requires states to implement EBT for food stamp benefits by October 1, 2002. In addition, California counties can decide if they want to use EBT for the delivery of cash benefits. The Health and Human Services Data Center (HHSDC) is responsible for the development and oversight of California’s < Project Name >. The California Department of Social Services (CDSS) is the Project Sponsor.

EBT is in the middle of implementing the system in the counties. As of November 2003, 38 counties have been completed and 18 counties remain to be implemented by July 2004. In addition, EBT is supporting Maintenance and Operations for the counties that have completed implementation. 

1.2 Purpose and Objectives

< This section shall address the purpose of this document. What issues/goals/processes does this document address>?

HHSDC is committed to comprehensive and timely communication with project staff and stakeholders of the < Project Name >. This Communication Plan (the Plan) provides a framework for project informational exchange within and outside the project. The Plan focuses on formal communication elements.

In addition to the formal communication channels, other communication channels exist on informal levels and enhance those discussed within this Plan. This Plan is not intended to limit, but to enhance communication practices. Open, ongoing communication between stakeholders is important to the success of the < Project Name >.

2 Project Organization

<This section shall briefly describe the project organization, as it pertains to the flow of communication internally (vertically and horizontally), and relationships between the project office, the project sponsor, and the prime contractor (if applicable).  This section will also identify the control agencies and other stakeholders that will be the audience for project communication. >

2.1 Project Office and Project Sponsor

<Briefly describe the roles and responsibilities of the project office and the Project Sponsor>

HHSDC is the state department with primary responsibility for overall project management, including 

· Monitoring milestones, activities, timelines, resources, budgets and critical path;

· Implementation and operations;

· Contract monitoring and project management;

· Coordination and facilitation of statewide implementation in the counties. 

<Project Sponsor>, as the Project Sponsor, is responsible for the success of the < Project Name > and ensuring that project-related program policies are implemented. <Project Sponsor> will approve < Project Name > plans and documents as specified in the Project Charter. The < Project Name > Director and the <Project Sponsor> management will communicate on project status, issues and risks. <Project Sponsor> is the point of contact for federal and state agencies and the State Legislature regarding EBT program policy issues. Communication regarding project status and all program policies and decisions on issues with statewide impact is conducted at the project level. 

2.2 Executive Advisory Committee

< Describe the executive committee or steering committee that has been established for the project. The following example is from the EBT Project. >

The Welfare and Institution Code Section 10069 establishes an EBT Executive Advisory Committee (the EBT Committee) to advise HHSDC “on the development and implementation of a statewide electronic benefit transfer system.” This executive-level group provides policy direction and advice to the EBT Project on the development and implementation of the statewide EBT System. It may make recommendations for strategy changes and significant and critical project issues. Members help to ensure the success of the EBT Project strategy by sharing project information with the stakeholder groups they represent. 

The legislation requires the EBT Committee to “provide for the participation of a technical advisory group” comprised of specific stakeholders. The technical advisory group participates as part of the EBT Committee, rather than a separate committee, and provides expert advice and stakeholder perspective to assist the < Project Name > in fulfilling the vision of statewide EBT. 

The EBT Committee is comprised of the following representatives or their designees: 

· < List member organizations that participate in the Executive Advisory or Steering Committee >

2.3 Prime Contractor

< Omit this section if the project is in the initiation, planning, or procurement stages and a prime contractor has not yet been selected. >

The prime contractor for the < Project Name > is responsible for design, development, implementation and operation of the < Project Name > system statewide. Citicorp EFS is responsible for carrying out the requirements of the Contract, which includes the Invitation to Partner, the negotiated terms and conditions, and other documents specified therein. <Prime Contractor> will communicate on project progress and status with the < Project Name > Office. Face-to-face communication will occur with county and consortium staff as part of workgroups, and as <Prime Contractor> begins implementation activities in the counties. <Prime Contractor> will communicate with stakeholders as specific implementation issues may arise with individual stakeholders, or with groups of stakeholders at the request of the < Project Name > Office.

2.4 Stakeholders

<This section shall briefly describe primary stakeholders in the project that will be the audience for various project communications.  Consider the communication needs of stakeholders that will be end users of the system, as well as others that could influence the outcome and success of the project. >

In addition to the entities mentioned above, numerous < Project Name > stakeholders have been identified with varying interests in the implementation of <the system >. Stakeholders may or may not have any direct responsibility for project tasks, but their participation and support is essential in moving the project forward. The term “stakeholders” is used broadly to encompass various state and local agencies, as well as others who will use or be impacted by the < system>. Some of these shakeholders will periodically need to be kept informed of key milestones, findings and decisions that may indirectly impact their relationship to the < Project Name >. Other stakeholders require very detailed and frequent communication, as their organizations or job functions may be directly affected by < system> implementation. 

2.4.1 California Department of Social Services 

< Delete this section if CDSS is not involved in the Project.  Consider what other state departments may be project stakeholders, and their communication needs. >

In addition to the role that CDSS Program Integrity Branch plays as Project Sponsor, there are many other branches and bureaus at CDSS that have a direct or indirect stake in < Project Name >, including < the CalWORKs Eligibility Bureau, Financial Planning Branch, Fiscal Systems and Accounting Branch, Food Stamp Bureau, Fraud Bureau, and State Hearings Division.>  The CDSS Project Sponsor will communicate regularly with CDSS stakeholders to provide information and regulations in areas such as fiscal, financial settlement and reconciliation, fraud activities, fair hearings, and program regulations. CDSS program staff (Food Stamp Program and CalWORKs) will review processes to ensure conformity with program policy. Policy and regulation development requires regular communication within CDSS, and between CDSS and the county welfare offices and other agencies. 

A monthly Status Meeting will be held to inform all CDSS stakeholders of project status, upcoming project activities, and any other information that may be relevant to their functions.

The Project Sponsor in conjunction with < Project Name > Office will hold as needed briefings to ensure CDSS’s executive management is apprised of EBT status, issues and risks.

2.4.2 Control Agencies

Control Agencies are responsible for approving project approval documents and budgets. The < Project Name > Office will communicate with control agencies as needed to obtain required approvals for the < Project Name >. The following are the control agencies identified for the < Project Name >.

· Department of Finance

DOF is responsible for approving the annual funding for the project and will approve the Budget Change Proposals (BCPs) and the Planning and Implementation Advance Planning Documents (PAPD and IAPD).

· Department of Information Technology
DOIT is responsible for all major information technology projects for the State of California, and will review and approve < Project Name > documents such as the Advance Planning Documents (APDs), and procurement documents (ITP and contract).
· Department of General Services, Procurement Division

DGS is responsible for conducting major information technology procurements for the State of California. DGS reviews and approves project documents pertaining to the procurement of the EBT contractor. DGS is the single point of contact for questions from bidders and potential bidders. DGS will assist in the facilitation of contact negotiations and will be a signor of the final EBT contract and any subsequent amendments.

· <Federal Control Agency if any.  Describe the role and level of oversight and control of any federal partner.  Omit this section if not applicable>
<Name of Agency> is the federal agency responsible for administering <related program > Program. < Federal regulations govern the implementation of EBT systems for the delivery of food stamp benefits. FNS must approve some project documents (e.g., APDs, ITP, contract, retailer agreements) and some project milestones (e.g., System Acceptance Test). >
2.4.3 County Welfare Departments

< Omit this section if the project does not impact, or will not be implemented into a county welfare department environment. If the system will be implemented into some other environment, with some other end user, describe that end user and how they will be included in project communication.>

The < system > will be implemented in each county welfare department (the county). The county, along with its eligibility system vendor or consortium, is responsible for ensuring that the county is prepared to interface to the < system >, and to convert during the implementation period. 

The county will communicate directly with Citicorp EFS related to county-specific implementation plans and status; however, it is the responsibility of the < Project Name > Office to direct the work of Citicorp EFS and monitor Citicorp EFS’s performance. Communication about such issues will be directed through the < Project Name > Office.

The county will be responsible for identifying local stakeholders and issues and addressing them at the county level. The < Project Name > Office and the county will maintain an open dialog regarding issue management and stakeholder communication. 

2.4.4 County Welfare Directors Association

< Omit this section if the project does not impact, or will not be implemented into a county welfare department environment. If the system will be implemented into some other environment, with some other end user, describe that end user and how they will be included in project communication.>

The County Welfare Directors Association (CWDA) represents county welfare directors and their designees. CWDA meets regularly to discuss program policy and welfare automation. County welfare directors’ support for <Project Name> is essential because it promotes collaboration between the State and counties to successfully accomplish development, conversion, and system implementation.

The < Project Name > will communicate regularly keep CWDA informed of project status, schedule and issues. The < Project Name > Office will provide monthly input to the CWDA IT newsletter. 

A CWDA IT < Project Name > Advisory Group was established to provide the < Project Name > Office with a single point of contact that will be recognized by CWDA as such. The Advisory Group will allow the < Project Name > Team, CDSS, and CWDA to have interactive discussions about <system> issues that directly impact counties, with the goal of ensuring that county input is received and county concerns are addressed. 

2.4.5 SAWS Projects, Eligibility System Vendors and Consortia

< Omit this section if the project does not impact, or will not be implemented into a county welfare department environment. If the system will be implemented into some other environment, and must interface with some other computer system or application, describe how the technical experts for the other system(s) will be included in project communication.>

The <system> will interface with existing SAWS and legacy eligibility systems, and with planned future SAWS implementations. Each of the individual systems, whether run by an individual county or a SAWS consortium, must interface with <system>. County information systems departments or outside vendors will be responsible for coding changes to accomplish data transfer between the eligibility system and the <system>.

The < Project Name > Office will communicate with representatives of the SAWS consortia by providing verbal and written status reports at the semi-monthly SAWS Consortia Strategy Committee Meetings and by participating in consortium planning meetings to address the scheduling and funding aspects of the < Project Name >. 

The < Project Name > Office will also communicate through a work group, charged with refining standard interface specifications, validating current interface specifications, and preparing counties for Joint Application Design (JAD) sessions. After contract award, a work group will participate in JAD sessions with <Prime Contractor> for general system design.

2.4.6 Clients, Advocates and Community Based Organizations

Recipients of program benefits are the ultimate stakeholders in the system. They are the ones that will use the system daily to access their benefits. A variety of client advocacy and community-based organizations are working to ensure that recipients’ interests are considered and addressed in the planning and implementation of <Project Name >.
The < Project Name > Team has worked closely with a Client Advocate Advisory Group throughout the process of developing the project requirements, and will continue to hold meetings regularly with these interested parties through a Client Advocate Forum. The involvement of advocacy groups is an avenue by which the state and counties can be aware of clients’ issues and concerns related to the project, and by which the state can educate and inform advocates about state-level project requirements and timelines so they may keep their local communities informed. 

2.4.7 <Other stakeholders>
<As needed describe other stakeholders unique to the project.  For example, the EBT project had regular communication with retailers and financial institutions. >

3 Internal Communication

<This section shall describe the formal and regularly repeated internal communication channels.  Internal communication encompasses communication within the project office, within the project HHSDC hierarchy, and between the Project Office and the Project Sponsor.  Descriptions of communication should include 

· What: what is the communication called, what is the type of information

· Audience: who is intended to receive the information

· Frequency: how often is the communication produced

· Purpose: what is the purpose of the communication, what is typically contained in the communication

· Media: What is the media for communicating (e.g. oral, written, Q&A, documents, written status reports, etc.)

Descriptions of communication may also include, as appropriate

· Who is responsible for producing the communication 

· What method is used to transmit the communication (mail, e-mail, fax, web posting). >

Formal internal communication is required to keep the < Project Name > Office staff informed of project status, work plan, issues, and risks. Internal communication also includes communication within HHSDC, between the Project Office and the HHSDC Executive Management. The following table shows the formal internal communication for the < Project Name > Office.

EBT Internal Communication

	What
	Audience
	Frequency
	Purpose
	Communication Media

	Project Managers Meeting
	HHSDC Project Managers
	Weekly
	Discuss project status, risks, issues, work plans and assignments.
	Oral presentation, staffs round table, question and answer.

	HHSDC/CDSS Weekly Status Meeting
	HHSDC and CDSS Project team members and other CDSS stakeholders
	Weekly
	Discuss project status, risks, issues, work plans, upcoming events and assignments.
	Oral presentation, written status, staff round table, question and answer.

	HHSDC/CEFS Weekly Status Meeting


	HHSDC/CDSS/

Prime Contractor team members
	Weekly
	Discuss project status, risks, issues, work plans, upcoming events and assignments.
	Oral presentation, written status, issue & risk database,

Project Workplan

	Project Director/Project Sponsor meeting
	Project Director and Project Sponsor
	Weekly
	To discuss status, risks, issues, and schedule and resolve project issues.
	Oral presentations, issue database, issue papers.

	HHSDC Joint Executive Staff Meeting
	HHSDC Directorate, Deputy Directors, SID Project Managers.
	Semi-monthly
	HHSDC Director and Executive Managers share progress, issues and concerns regarding Data Center and SID projects.
	Oral presentation

	Project Sponsor Briefings
	CDSS Executives, HHSDC Executives, CHHS Executives 
	As needed
	Report project status, and discuss program policy issues.
	Oral presentation and issue papers


4 External Communication

<This section shall describe the formal and regularly repeated external communication channels.  External communication encompasses any communication that is intended to go outside of the HHSDC hierarchy or that is intended for release to stakeholders or the broader public.  In the example below from the EBT Project, the types of communication are broken down according to their intended audiences.  This breakdown by audience is not required.  .

· See the list above under Internal Communication for the elements that should be included in the communication matrix>

Formal external communication is required to keep key stakeholders informed of project status, work plans, issues, and risks. The following table shows the formal external communication for the < Project Name > Office.

4.1 Project Level Communication to Multiple Groups

The < Project Name > will use several media to communicate to multiple stakeholders simultaneously regarding project status and general information. The objective of this communication is to provide up-to-date project background, schedules, and current activities that are appropriate for and easily accessible to a wide range of interested parties.

Project Level Communication to Multiple Groups

	What
	Audience
	Frequency
	Purpose
	Media

	Executive Committee or Steering Committee
	Various, see Section 2.4
	Monthly
	To provide status updates, and discuss project issues which impact multiple stakeholder groups.

Agenda and minutes are sent to participants.
	Oral presentations, status reports, issues

	Internet website
	General public
	As needed
	To provide general project information, schedule, progress, contacts, FAQ, resources with all stakeholders
	Electronic communication


4.2 Communication with Control Agencies

There are several standard reporting mechanisms for communicating with control agencies. The < Project Name > Office will submit these reports as required. Also, the < Project Name > Office will provide briefings to control agencies as needed to facilitate project progress.  The < Project Name > Office is responsible for all communication described in the table below.

Communication with Control Agencies

	What
	Audience
	Frequency
	Purpose
	Media

	Project Status Update
	DOIT
	Monthly
	Report project status including significant accomplishments, issues and costs. The < Project Name > submits report to HHSDC Director’s Office, which collects reports for all SID projects and forwards them to DOIT.
	Electronic Copy

	Budget Change Proposals
	DOIT and DOF
	Semiannual
	To request funding for the current and upcoming budget year.
	Document

	Advance Planning Documents (APDs)
	DOIT, DOF and FNS
	Semiannual
	To provide updates to project scope, schedule and cost
	Document

	Briefings
	DOIT, DOF, Legislature, FNS
	As needed
	To facilitate control agencies review and approval of key project documents and deliverables.
	Oral presentations, issue papers


4.3 Communication with CWDA, Counties and SAWS Consortia

<Replace this section with information about communication to the system users>

Communication with CWDA, counties and consortia will occur at multiple levels depending upon the topic and phase of the project. The methods for communication with these groups include subject matter workgroup meetings, regional training sessions, county specific meetings, consortia specific interface meetings, implementation planning bulletins and other meetings as needed.

Communication with CWDA, Counties and SAWS Consortia

	What
	Audience
	Frequency
	Responsible Party
	Purpose
	Media

	Work Groups
	Work group members
	As needed
	Various county and Project staff
	These session are conducted to solicit information from county and State resources to develop procedures, user guides, and training materials
	Workgroup meetings, oral presentations, electronic communication, hard copy documentation

	Implementation Training
	Counties
	Presented regionally by implementation waves two months prior to County Planning and Installation
	Implementation Team
	To assist each county in finalizing the decisions evaluated by the counties during the County Readiness Phase. 
	Training sessions, planning/user guides

	General Project Information
	Counties and CWDA
	Quarterly
	Implementation

Team
	To provide counties and other stakeholders with various types of project information and updates.
	Newsletter, Letters

	CDSS

Information Letters
	Counties and CWDA
	As needed
	CDSS Program Integrity Branch
	Project-related Program, Fiscal or Policy information State Regulations 
	Document

(ACL, ACIN, State Regulations)


4.4 Communication with other Stakeholders

<Describe the meetings, documents, status reports, websites or other communication channels designed to reach other non-government stakeholders>

Communication with Client Advocates, Community Organizations


	What
	Audience
	Frequency
	Responsible Party
	Purpose
	Media

	Client Advocate Forum
	Various advocacy groups from around the state.
	Quarterly
	< Project Name > Office 
	To provide a forum for dialog between the Project Office and a variety of advocacy groups. To provide information and education to advocacy groups so that they are able to explain and support the < Project Name > in their local community.
	Meetings, presentations,



	CBO Training
	County level CBOs
	During county implemen-tation
	Citicorp EFS
	To provide an overview and general understanding of EBT to organizations that serve the same population that will be using EBT so that they can respond appropriately to inquiries.
	Training


5 Other Communication

< This section shall describe the HHSDC policy regarding inquiries from news and print media and other public records requests.  This standard policy language can be incorporated for all HHSDC projects.>

5.1 News and Print Media

Project staff is not allowed to communicate with the media unless prior approval or direction has been granted from the HHSDC Director’s Office. If a news or print media requests an interview or information, the Project Director will immediately contact the HHSDC Public Information Officer (PIO) and the CDSS Project Sponsor, who will contact the CDSS PIO. The Director’s Office will request direction from the California Health and Human Services Agency (CHHS). CHHS will direct who will be responsible for responding to the inquiry. 

5.2 Public Inquiries and Public Records Requests

Occasionally, the Project may receive requests from the public for information (e.g., statistics, reports, program information). If the Project receives any of these requests, the requestor will be directed to the Project Director, who will refer the individual to the appropriate agency or department.

Public records maintained by the < Project Name > will be available for inspection by members of the public during the regular business hours of the project. Requests for inspection or copying of public records should be directed to the Administrative Manager, and should be specific, focused and not interfere with the ordinary business operations of the project.  The operational functions of the project will not be suspended to permit inspection of records during periods in which project personnel in the performance of their duties reasonably require such records.  If the request requires review of numerous records, a mutually agreeable time should be established for the inspection of the records.

A public records request should be made in writing, unless the request involves records that are maintained by the project for the purpose of immediate public inspection, and should sufficiently describe records so that project personnel can identify, locate, and retrieve the records.

The < Project Name > Office may refuse to disclose any records that are exempt from disclosure under the Public Records Act. (See e.g. Gov. Code Section6254.)

Physical inspection of the records shall be permitted within the project’s offices and under the conditions determined by the department.  Upon either the completion of the inspection or the oral request of project personnel, the person conducting the inspection shall relinquish physical possession of the records.  Persons inspecting project records shall not destroy, mutilate, deface, alter, or remove any such records from the project.  The project reserves the right to have project personnel present during the inspection of records in order to prevent the loss or destruction of records.

Upon any request for a copy of records, other than records the project has determined to be exempt from disclosure under the Public Records Act, project personnel shall provide copies of the records to any person upon payment of a fee covering costs of duplication.

For more information about public records requests, see the < Project Name > Policy and Procedures for Public Records Request.

6 Information Management

6.1 Communication Tracking

<This section shall refer the reader to the Project’s policy and procedures for document tracking, naming conventions, and document version control.>

Please refer to the <Project Name> Document Management Plan for information about the project’s policies and procedures for document naming, tracking, review, storage, retention, and change control.

6.2 Communication Format

<This section shall refer the reader to the Project’s policy and procedures about proper document format and editorial conventions used within HHSDC>

Formal communication and project documentation generated by the <Project Name> shall conform to the standards described in the most recent version of the HHSDC Format and Style Guide.

6.3 Communication Protocol

< This section shall describe protocols for the dissemination of project information, necessary to manage the amount and type of information that is communicated. >

With a project the size and scope of <Project Name>, communication protocols are necessary to properly manage the amount and type of information that will be communicated.  Communication protocols are advantageous for a variety of reasons, including, to better manage and control the flow of project-related information, to minimize misinformation and maximize the sharing of accurate information across the appropriate communication channels, and to provide structure to the formal and informal communications that are shared with external stakeholders.

The scope of information shall be limited to that within the individual’s project domain.  All communication related to project-wide status will be directed to the < Project Name > Director, unless otherwise advised.  Because of the broad scope of this project, only those individuals at the Project Management level will be able to provide a comprehensive and accurate status update on the project as a whole.  It is therefore imperative that all other project team members limit their project-related communications, both formal and informal, to information within their individual project domain or job functions. 

Project information that needs to be disseminated widely to county staff will be disseminated through the individual designated as the primary county contact, or county < Project Name > Manager.  It is then expected that that individual will disseminate information appropriately to other affected county personnel.

6.3.1 Electronic Mail

Electronic mail (E-mail) will be used as a means for informal, ad hoc communication between project team members and stakeholders.  Outgoing e-mail will not be used as official correspondence. E-mail may be used to alert the recipient that a correspondence is forthcoming, but should not be used as a means of official correspondence itself. Official outgoing correspondence will always be in the form of a letter, memorandum or document. Appropriate uses of e-mail include scheduling meetings, forwarding documents or other information, and general questions and answers. Incoming e-mail should not be used as official correspondence; however, if the e-mail contains pertinent or historical information, the e-mail should be given a document tracking number and archived in the project document management system.

Appendices

Appendix A: Acronyms & Abbreviations

	EBT
	Electronic Benefit Transfer Project

	HHSDC
	Health and Human Services Data Center
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