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Introduction

Effective communication is essential to successful project management. Communicating and promoting the Victorian assistant workforce model (VAWM) effectively will facilitate staff engagement, acceptance of change and the staff behaviours required to achieve the objectives of the VAWM.  

What is a communication strategy?

A communication strategy documents the communication processes that will be most effective for interacting with each stakeholder.  

It is a working document that requires continuous monitoring and updating. 
Aims of a communication strategy

· Promote the key messages of the VAWM.
· Gain staff engagement and buy-in.
· Ensure staff feel valued for their contribution. 
· Define the roles and expectations of stakeholders.
· Determine agreed conflict resolution processes.
Deliver communication consistently. 
How to develop a communication strategy

Establishing a communication strategy involves three key steps: identify stakeholders, develop the communication strategy and evaluate the communication strategy.

1. Identifying stakeholders (stakeholder analysis)

A stakeholder analysis is the process of identifying your target audience (stakeholders) or any person that will be affected (directly or indirectly) by the implementation of the VAWM.
 Consider three types of stakeholders:

· people who are directly involved in the solution

· people who are indirectly involved, needing to be informed because they may be authorisers or help break down barriers

· people who are not directly involved in the solution but may confound it if they don’t know about it. 

Organisational charts are a good resource to initiate the stakeholder analysis as they detail the layers of the organisation. Communicating with the executive sponsor and liaising with human resources may also be useful for identifying key stakeholders. Table 1 outlines potential stakeholders.

Table 1: Potential stakeholders

	Internal stakeholders
	External stakeholders

	· executive and executive sponsor/s 
· allied health managers 
· AHPs
· AHAs
· project champions 
· steering committee members
· administration staff.
	· representatives from Primary Care Partnerships 
· Medicare locals 
· local Registered Training Organisations


2. Developing the communication strategy
The communication strategy can be developed by the project team in consultation with the steering committee or executive sponsor. 
It requires an understanding of the VAWM, the stakeholders and the types of communication methods available within the organisation (Tasmanian Government 2008). 

Tables 2 and 3 provide examples of the communication strategy and key messages for allied health managers and allied health clinicians for implementing the VAWM.

The communication strategy will document: 
· the target audience (stakeholders)
· what information needs to be communicated to each stakeholder, including key messages
· how information will be communicated  

· who is responsible for the communication 

· the time frame for each communication activity.
Table 2: Example communication strategy for allied health managers.

	Target Audience
	Key messages
	Communication methods
	Responsible
	Timeframe

	Allied health managers
	Increased use of an AHA workforce will provide benefits to the allied health team.
This will assist your department in planning and recruitment.
Baseline data collection is important to the project’s success.
You will be supported in the implementation of this project.
	Managers’ meetings
	Project manager
Executive sponsor
	25/5/14

	
	
	Email to managers (for managers not present at meetings)
	Project officer
	30/5/14

	
	
	Staff engagement forum
	Project manager
	30/5/14

	
	
	Memo to managers
	Executive sponsor
	20/5/14


Table 3: Example communication strategy for allied health staff.

	Target Audience
	Key Messages
	Communication Methods
	Responsible
	Time Frame

	Allied health staff
	There are benefits for the allied health team from VAWM implementation.
Participation in this project will also help you to gain a greater understanding of the potential roles and tasks AHAs can undertake.
The VAWM will provide more advance practice opportunities for AHPs.
The outcomes from VAWM implementation will increase AHP and AHA staff satisfaction.
	Allied health staff meetings
	Project manager
	1/6/14

	
	
	Staff engagement forums 
	Project manager
	30/5/14

	
	
	Email VAWM benefits with workforce survey
	Project manager
	6/6/14

	
	
	Flyers on staff meeting room pin board
	Project officer
	6/7/14

	
	
	Article in allied health newsletter
	Project manager
	12/7/14

	
	
	Face to face communication by project champions
	Project manager
	12/10/14

	
	
	VAWM intranet site
	Project officer
	16/7/14


Hints for developing the VAWM communication strategy
· Plan to address the anticipated concerns of each stakeholder early and frequently.
· Engage a positive approach when communicating issues related to the implementation of the VAWM.

· Key messages, communication methods and timing may vary between stakeholders.

· Plan for a top-down approach to gain most effective buy-in.
· Utilise project champions to assist with identification of issues on the ground and facilitation of change amongst their colleagues (Murphy 2013). Table 4 outlines the project champion role and benefits for VAWM implementation in further detail.

· Link the communication strategy to the organisation’s strategic plan to place the VAWM within the context of the organisation’s goals and priorities.  

3. Continuous evaluation of the communication strategy
The communication strategy requires regular and ongoing monitoring and reviewing to determine if the methods of communication are effective. Strategies may need to be modified or changed during implementation of the VAWM.  
This may include providing additional communication, changing the key message to a particular stakeholder, or adjusting the timing and frequency of communication activities.
VAWM project champions

A project champion is a person who is not formally part of the project team, however supports the implementation of the VAWM and acts in an advocacy role.
A project champion may be given the following roles (Rochon 2015):

· ensuring stakeholder satisfaction and engagement in the implementation the VAWM 

· supporting change management by addressing barriers and concerns 

· communicating feedback from the project team about VAWM implementation issues to the stakeholders along with suggested solutions

· providing feedback from the stakeholders to the project team

· gaining trust, engagement and support from management and stakeholders. 

Engaging champions for VAWM implementation

Champions may be identified in the stakeholder analysis but commonly declare themselves through their support of a project. 
Their experience, resources, strengths and reputation within the organisation may strongly influence the success of implementing the VAWM (Rochon 2015).   
To effectively engage with project champions consider providing:

Education and training 

Providing education will ensure the champions are prepared to deal with change management issues and are equipped with the knowledge of the VAWM to spread the right, consistent message (Murphy 2013). 
This may include providing information (including an overview of change management methodology) to the champions early in VAWM implementation.  

Communication expectations and planned methods for the project team and champions 

Establishing expectations for collaboration will engage project champions.  
This communication may be documented in the communication strategy. The project champions should always be one step ahead of AHPs and AHAs so they are prepared to respond to questions (Murphy 2013). 
Methods to inform the project champions of upcoming VAWM activities and to allow project champions an opportunity for feedback on outcomes, may also be included in the communication strategy.
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