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1. Purpose of Communication Management Plan

11 Communication Management Plan Objectives
This Communication Management Plan (CMP) sets out the requirements for
Communication throughout the life of the Edinburgh Tram Project (ETP). The Plan aims
to
e Ensure that Communication is ingrained into the project.

¢ Ensure that Communication opportunities are identified.

« Ensure the Tram Project Board is confident that Communications are being
managed appropriately.

This CMP is primarily the responsibility of tie’s Head of Corporate Communications, who

shall be supported by staff within the Comms Team along with our partner organisations in
Transport Scotland, City Of Edinburgh Council, Transport Edinburgh Limited and any
contractors as the project progresses. It forms part of the overall ETP documented
management system, as indicated in section 1.3, and shall be reviewed bi-annually and
updated accordingly.

Scope of Plan

This CMP provides an overview and guidance on the Communication management
function on ETP. Communication Management is a functional activity covering all parties
involved with and all aspects of the project throughout its life, from conception to
operation.

The Plan provides a framework to ensure the many aspects of the project are
communicated to all relevant audiences be they internal or external.

The Plan recognises the inputs and work that will be delivered by our contractors including
MUDFA, TramCo and InfraCo.

Given the size and complexity of the project, it follows that any Communication
management process to be implemented must be suitably flexible to respond to any
changes throughout the project lifecycle whilst maintaining core functionality, robustness
and reasonable assessment of all identified project Communications.

It follows therefore that as the project progresses this Plan will be revised, where
necessary, to reflect the present and future needs of the project at any particular time.

1.2 Communication Management Objectives

The objective of the Communication management workstream is to facilitate management
of all Communications to and opportunities for the Edinburgh Tram Project thus ensuring
that a supported and fully functional operational service is delivered with budget and on
time. In ETP, Communication management overlaps with all other activities. Additionally,
the CMP recognises that Communication management is a fundamental part of this
projects management.
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By Communication and opportunity, we mean the chance of something happening that will
impact on the objectives of ETP andfor the corporate objectives of tie. This includes

positive impacts that can be achieved by realising opportunities, as well as negative
impacts from issues and negative activity that occur.

The CMP includes several aspects that are critical to the overall success of the

Communication Strategy. Activities include StrategydevelopmentStrategy development,
management and implementation of the Communication Strategy, Communication

Analyses and Reporting that are vital to the overarching objective of managing
Communication appropriately within ETP.

The dynamic approach of this CMP works and incorporates with tie's sponsors,
contractors, sub-contractors, insurers and regulators including reporting to Transport
Scotland and the City of Edinburgh Council on Communication management approaches.

Documentation Structure

The following chart highlights where the Communication Management Plan sits in relation
to the overarching Edinburgh Tram Project Management Plan and the various other
workstream plans developed specifically for the Edinburgh Tram Project. The
Communication Management Plan is viewed as a Level 3 Document within the Hierarchy,
whereby any associated procedures and support documents will be referenced within it.

Edinburgh Tram Project Policies

| | — | :

HS&Q
Assambly
Mamsziary Management
L Flan

Tram
Managem et
Plan

Contral
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Process Support Documents / Forms

Figure 1.3: ETP Document Hierarchy Structure
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2. Communication Management Overview

21 Description of Communication Management
The process by which Communication shall be managed within ETP shall go through a
typical Communication management cycle.
The Communication Management Activities essentially form the core process within the
Communication Management workstream.
The core process includes an approach using the identification and assessment of
Communications, opportunities and approached and then the manner in which they can be
deliverddelivered.

2.2 Key Responsibilities
The Key Responsibilities for the Edinburgh Tram Project related to Communication
management are detailed below.
The tie Head of Corporate Communications is responsible for implementing the CMP.
Ultimate accountability for the management of Communication exposures to the scheme
resides with the Head of Corporate Communications. Management of the Communication
Strategy and its deliverables requires co-ordination over a number of roles and partners.
The tie Head of Corporate Communications is responsible for the development and
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delivery of the Communication Strategy and for review and improvement of the
Communication Strategy and it's delivery throughout the project.

The Head of Corporate Communication is responsible for the facilitation and delivery of
the Communication Strategy, working with our partners...  Within this process,
responsibility for specific tasks within this process has been given to various partners and
contractors. The Head of Corporate CommunciationCommunication also monitors
progress in the delivery and success of Communication and provides reports accordingly.
In consultation with the Commercial staff , the Head of Corporate Communications is
responsible for allocating and sticking to the agreed Communication budgets.

All Project Managers, Functional Managers and Directors are responsible for the
identification of Communication opportunities to the Head of Corporate Communications
and bring this to the attention of the Head of Corporate Communications.

The Head of Corporate Communications shall be responsible for maintaining a ‘live’ four
week look ahead of activity. The reporting process shall be—supportedbe supported
through meetings and workshops. The Communication four week plan will be updated on a
weekly basis. Finally, the Head of Corporate Communication will be responsible for the
preparation and maintenance of the Communication Budgets.

« Treatment Plans
Key Activities of Communication Management
Overview

There are various relationships that are necessary to allow the overall Communication
Strategy to be delivered effectively. It should be noted that it is not just the
Communication Management Function that is accountable and responsible for
Communication. The individual Project Managers within the Tram Network all have
significant responsibilities in the identification of Communication opportunities within the
Project. These roles and responsibilities directly tie into the Key Deliverables which are
described in Section 3.

The RACI Chart belew-(Responsible, Accountable, Consulted, Informed) details the main
activities of the Communication management process and responsible persons for these
activities. Please refer to Appendix 3 for the Communications Management RAC| Chart.
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(Need to-add my raci-chart here but it'll be too big!

RACI is an abbreviation for:

R = Responsible — owns the delivery of the Activity

A =to whom "R" is Accountable — must sign-off (approve) the output of the Activities
C =to be Consulted — has information or capability to contribute to the activity

| = to be Informed — must be notified of results
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Appendix

Strategic Development

Description of Activities

Communication Strategy on ETP is developed by the Head of Corporate Communication.
Responsibilities

The Communication Management Plan is the responsibility of the tie Head of Corporate
Communications who has responsibility to ensure the Strategy is delivered. Consistency
of message and approach across all tie's partners is ensured by having the responsibility
for the delivery of the strategy with all our partners.

The Head of Corporate Communications is responsible for the development and delivery
of the Communication Strategy outlined in the plan.

Deliverables

The challenge faced by tie, and its key partners, is to generate a sense of excitement and
anticipation for trams in Edinburgh. Crucially we need to ensure that the level of
understanding and the high expectations of the people of Edinburgh are managed through
proactive communication in the lead up to, during and after construction.

Communications will convey enthusiasm and excitement about the introduction of trams to
Edinburgh. Communications will encourage residents and businesses to ‘buy into’ the
concept and physically and mentally ‘get on board’. This level of engagement will be
maintained throughout the construction period.

A robust and comprehensive approach to media, stakeholders and public engagement will
be deployed. tie, and its partners, will engage at every opportunity to inform and support
the residents, businesses and visitors to Edinburgh through each phase of delivery. We
will continue to promote the benefits that trams will bring to Edinburgh, ensuring that
successful delivery is a key focus for everyone in the city.

The strategy provides a communications plan that:

. provides an approach to support and inform Edinburgh through each phase of
construction and delivery

promotes the benefits of trams

mobilises support

promotes the competence of those delivering the network

breaks down each phase of delivery and details the activities and tactics that will be

used.

Tactics have been tailored to the best channels to reach each specific audience.
Traditional channels have been used however; we have added tactics that have delivered
proven success on other tram projects and, in addition, some new tactics that will create
new and often unusual connections with the Edinburgh public.

Our approach to each phase will provide a commitment to the people of Edinburgh. By
documenting our approach and tactics, this will be a commitment that during delivery they
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will rightly rely on. This strategy will be reviewed and its impact evaluated as we move into
each phase-.

3.3 Communication Management

3341 Description of Strategic approach
Communication with the media, stakeholders, and public will be driven with a singularity of
voice and by a group of key messages. Passion and commitment will be injected into all
communications, reflecting the belief in the benefits trams will bring and the excitement in
bringing trams back to Edinburgh.
Through contracts and partnerships, there are now a number of parties involved in the
communications programme. Working together all parties will be involved in the delivery
of the strategy to operation.

Scottish
Executive
City of
Transport Edinburgh
Scotland Council

34 3.4 Analysis

3.4.1 Description of Activities
During and following, the execution of communication, marketing or stakeholder activity,
the effectiveness of this activity will be assessed. Additionally, regular reviews will be
undertaken to evaluate the success of the overall strategy in realising the anticipated
benefits. A number of key performance indicators will be developed which will allow
qualitative and quantitative appraisal of the results of these reviews. Data gathered will
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identify how far each stakeholder group has moved towards the desired objective,
affirming -the approach or enabling a rethink of how to better target the activities

342 Responsibilities
The Head of Corporate Communication shall be responsible for undertaking the
Communication analysis.
3.5 Administration
354 Description of Activities
The Project Communication Strategy shall be updated as required. Updates may occur as
a result of a number of activities, for example, Communication workshops, development or
completion of Communication methods and additional Communication requirements.. .
352 Responsibilities
The Head of Corporate Communications is responsible for producing figures to allow
updates to the project control budget and workstream budgets within that. These shall be
notified to the Commercial staff by the tie Communication Manager who provides approval
of the outputs. Consequently, the Estimating Manager shall update the project control
budget contained within the Project Estimate.
36 Project Control
3.6.1 Description of Activities
362 Tools
Communication Strategy, Project Managers Monthly Report, Functional Managers Monthly
Report, four weekly look ahead.
363 Deliverables
Deliverables of the Project Controls activity in the Communication Management
Workstream are:-
¢ Budget allocated to and understood, with updates as required.
¢ Project Controls spend remaining within budget.
3.7 Review
371 Description of Activities
Communication activity is reviewed through monitoring and reporting processes.
Communication deliver is monitored, additionally, there is face-to-face communication
between the Head of Corporate Communication and partner organisations
Communication budget spend is monitored through the Project Controls process.
DOCUMENT NAMEMNUMBER VERSION STATUS DATE PROJECT SHEET
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Monthly reporting by Project/Functional Managers includes a report on Communications
and how effectively delivery is being managed. An overall picture of the Communication
position on the project is delivered through the Functional Managers Monthly Report for

Communication Management. Additionally, delivery of the strategy is reported to the Tram
Project Board and the tie board.

On a half yearly basis, a review of the Communication Strategy will be undertaken in order
to ascertain that it is delivering what is needed and that the Communication Management
Systems, Plan and Procedures are still appropriate for the project. .

372 Responsibilities
It is the responsibility of the Head of Corporate Communication to monitor the progress
made by partner organisations on the management of Communication and also to provide
a Overview of Communication. A significant amount of face-to-face communication is
utilised to achieve management and overview of delivery of the strategy. The partner
organisations  are responsible for reporting on their delivery with respect to
Communication.
The Head of Corporate Communication is responsible for compiling the Communiaction
Strategy and providing it to the Project Director for recommendation to the Tram Project
Board.
The tie Head of Corporate Communications undertakes Quarterly and Milestone
Communication Reviews and will develop and implement the required improvement plans.
4. Communications
41 Meetings
The following key regular meetings take place in relation to Communication on ETP:-
Meeting Associated Report Timing People Involved
Project Managers Meeting Project Managers Monthly ETP Director, Project Managers
Report
Functional Managers Functional Managers Monthly ETP Directors, Functional Managers
Meeting Report
Tie, Partners, contractors
Monthly Comms Meeting Four week look ahead
Monthly
Development, Procurement, Communication Monthly Tram Project Board or DPD Sub
Design Sub Committee and Management Paper if Committee, ETP Directors
Tram Project Board required
Quality and Communication n/a Monthly tie Board and Senior Executive,
Review ETP Directors
Communication Review Communication Half tie Communication Manager, Head
Review Report yearly of Corporate Communication, other
ETP Directors and Managers as
DOCUMENT NAMEMNUMBER VERSION STATUS DATE PROJECT SHEET
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required

4.2

4.3

4.4

Meetings, generally on an ad hoc / as required basis, will take place between the Head of
Corporate Communication and partner organisations in order to ensure that the
Communication Strategy is being delivered.. Additionally, there will be Commercial Team
meetings as and when updates to the Project Estimate or Project Controls Budget are
required.

Meetings between the tie Head of Corporate Communications and partner organisations
and the board take place as part of the process to gaint confidence that Communications
are being managed appropriately and to transmit any changes to policy of which the
Communication Management workstream requires to be aware.

Other meetings will take place as necessary during the execution of activities in the
Communication Management workstream.

Workshops

Workshops are required to aid the identification and appropriateness of Communication
tools. The frequency of workshops shall depend greatly on areas of the Communication
register which require further development and improvement. These areas will be the
driver for the topic of the workshops e.g. workshops could focus on specific Tram
Contracts (MUDFA,; Infraco etc.) or could focus on certain aspects of the Project (Safety,
Land and Property; Security etc).

Interfaces

The Head of Corporate Communication is the first point of contact for members of the
Tram team regarding Communication management. .

The tie Head of Corporate Communications shall provide the corporate interface for
Communication to senior management, not only in the Tram Project, but also throughout
tie relating to Tram Communications.

Reporting

Regular review and formal reporting is essential to guarantee that Communications and
opportunities are being appropriately managed. It is also necessary to escalate the
management of some Communications to ensure coherent action is being taken
throughout ETP. Furthermore, reporting can help to assess any possible effects on wider
tie activities. Reporting is also necessary to inform the Tram Project Board, tie Executive
and Board that the Communications and possible opportunities are being managed
accordingly and meet certain corporate governance standards.

There are certain different aspects of reporting of Communication that shall be required
throughout the projects duration. These will be explained in detail below:-

s Project/Functional Managers Monthly Reports
These reports cover various aspects relating to the Project or Functional workstream.

Project. This monthly report includes upcoming Communications and how they are
being managed and deliverd. .
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s Functional Managers Monthly Report for Communication Management

As a Functional Manager within ETP, the Head of Corporate Communication is
responsible for producing a report highlighting key activities for the month. r. .

¢ Tram Project Board Reports

Communication delivery and issues shall be reported to the Tram Project Board every
month.

* Half yearly Communication Review

Half yearly Communication Reviews shall be conducted by the tie Head of Corporate
Communications. The review shall be limited to a half day. A report shall be produced
with) and recommendations for improvement after assessment of delivery of the
strategy and their effectiveness.-

In addition, comments shall be provided within the report on concerns, assumptions,
Communications opportunities and issues.

The review shall include the Head of Corporate Communication and our partners and
key Communication owners, action owners and those who have raised concerns. The
Report shall be prepared within one week and discussed with the Project Director to
highlight and agree areas that are recommended for overall development.

Appendix 1- Communication Strategy
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R = Responsible, A = Accountable,

C = Consulted, | = Informed - C* or I* means we expect CEC Comms or TS Comms to inform their areas.
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Appendix 43- Contact Details

tie Head of Corporate Communications

Suzanne Waugh

Suzanne.Waugh@tie.ltd.yuk
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