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	General

	Description
	This document establishes the Fermilab Computing Sector Communications Process and Procedures. 

	Purpose
	This document outlines the standard process by which communications for the Computing Sector will be managed. 
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	Supersedes
	N/A

	Document Owner
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1. Introduction

This document is intended to provide guidance for any FNAL employee who is responsible for formal communications between the Computing Sector (CS) Communications & Outreach Group and either other CS groups or groups outside the CS.
The purpose of these procedures is to ensure that standard procedures, with the appropriate oversight, are followed when communications are sent from the Computing Sector. In this way, consistency will be achieved and quality will be maintained.
1.1 Document Organization


The major sections of this document are:
· Introduction

· Manage Communications Process
· Communications Process Flow

· Communications Process Roles and Responsibilities

· Communications Process Measurements

· Communications Process Integration Points

· Manage Communications Foundation & Maintenance Activities Procedure

· Manage Communications Foundation & Maintenance Activities Procedure Flow

· Manage Communications Foundation & Maintenance Activities Procedure Rules

· Manage Communications Foundation & Maintenance Activities Procedure Narrative

· Execute Communications Plan Procedure

· Execute Communications Plan Procedure Flow

· Execute Communications Plan Procedure Rules

· Execute Communications Plan Procedure Narrative

· Appendix 1 – RACI Matrix

· Appendix 2 – Tools & Repositories
· Appendix 4 – Communications Plan Sample
· Appendix 5 – Forms and Templates 
2. Fermilab Manage Communications Processes

	2.1 Communications Process Flow
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	2.2 Communications Process Roles and Responsibilities

	Role
	Responsibilities

	Requester
	· From a communications perspective, the requester for communications activities must be from CS Management, or a person designated by Management to arrange the communications
· Submit a request for communications prior to the deployment of a new or changed service.

	Service Level Manager
	· Define, implement and manage a formal SLM process
· Act as the primary interface between the customer and the IT services supply organization, for the definition, negotiation, agreement, monitoring, reporting and review of the service levels.

· Ensure that SLM interfaces properly with other management processes.
· Provide approval to changes in the CS Service Catalog.
· Provide management reporting on the service level achievements for services provided by the Computing Sector.

	Communications Manager
	· Produce and maintain the Communications process and procedures for the Computing Sector.
· Monitor organizational communications to ensure that all CS personnel follow the approved process and procedures.

· Manage the communications for the Computing Sector
· Produce management reports on CS communications.

	Communications Team
	· Work with the Communications Manager to produce requested communications

· Work to produce or update the standard Communications Plan, or to update the current plan as required

· Note: This role would not be full-time, and membership on the team would vary according to the availability of members, and to suit the communications vehicle being used to address a current request.


Note: For further information on the Communications Plan, Refer to Appendix 3 – Sample Communications Plan
	2.3 Communications  Process Measurements

	Key Performance Indicators
	Frequency
	Objective
	Data Capture

	Incidents reported as a result of faulty communications
	Monthly
	Objective: To lessen the number of incidents by ensuring that all impacted parties are aware of changes which impact them
	 Incident Data


	Activity for the COG for the period
	Monthly
	Objective: To track the types of activity and the requesters for Communications.
	Total Communications managed by Communications Team


.

	2.4 Communications Process Integration Points

	Process
	
	Process
	Information

	· Communications Process
	· to
	· All other ITSM processes
	· Information about the effectiveness of the Communications Process

	· All other ITSM processes
	· to
	· Communications Process
	· Requests for communications
· Suggestions for improving communications effectiveness


3. Manage Communications Foundation & Maintenance Activities
	3.1 Manage Communications Foundation & Maintenance Activities Procedure
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	3.2 Manage Communications Foundation & Maintenance Activities Procedure Rules

	Triggers
	· A request to create or update the communications plan for the Computing Sector, OR
· A request to create or update a communications template.

	Inputs
	· A request to create a Communications process and plan for the Computing Sector OR
· A request for an update to the CS standard Communications process or procedures OR
· A request for a new Communications Template or an update to an existing template

	Outputs
	·  A Communications Plan OR
· A new or update communications template 

	General Comments
	The purpose of this procedure is to ensure that CS communications are managed efficiently, effectively, and economically by creating and maintaining a standard communications process and plan.


	3.3 Manage Communications Foundation & Maintenance Activities Procedure Narrative

	Step
	Responsible Role
	Action

	1.1.1
	Communications Manager
	· Define the roles which will be required within the Computing Sector to effectively manage Sector communications.
· Included within these roles will typically be a Communications Manager who will oversee the process and plan, and will be accountable for its effectiveness, a communications team which can be formed when required to produce the actual communications, and a submitter (usually the Service Owner or the Service Level Manager).
· As part of the roles definition exercise, a list of the specific responsibilities for each role will be documented, including those of the submitter.

	1.1.2
	Communications Manager
	· Create the plan by which CS communications will be executed, or, if there is already a plan, update it as required.
· Usually this creation or update will be accomplished by a group under the direction of the Communications Manager.

	1.1.3
	Communications Manager
	· Go to the appropriate group within CS, typically working with the Service Level Manager, for approval of the new or updated Communications plan.
· Should there be requirements for changes, repeat 3.1.2 and 3.1.3 until approval is granted.

	1.1.4
	Communications Manager
	· Is an update to a Communications Template required?
· If YES, proceed to 3.1.5.
· If NO, end this procedure.

	1.1.5
	Communications Manager
	· Working with the Communications Team, create the new Communications template, or update the existing template as required.


4. Execute Communications Plan
	4.1 Execute Communications Plan Procedure
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	4.2  Execute Communications Plan  Procedure Rules

	Triggers
	· A request for communication from a group within the Computing Sector to either other groups within the Sector, or to groups outside of the Sector

	Inputs
	· A completed Communications Request form.

	Outputs
	·  Communication executed as requested, AND
· Acknowledgment that the communication is complete 

	General Comments
	The purpose of this procedure is to ensure that all Divisional communications follow the approved Communications Plan, ensuring consistency both in the message and in the methods used for the communications.


	4.3  Execute Communications Plan Procedure Narrative

	Step
	Responsible Role
	Action

	1.2.1
	Communications Manager, Requester
	· Working with the Requester and Senior Management, determine the appropriate audience for the requested communications.
Note: This activity will require approximately thirty minutes of effort.  The actual elapsed time will vary, depending on the availability of the Communications Manager and the Requester.

	1.2.2
	Communications Manager, Communications Team
	· Based primarily on the audience for the communications, evaluate which communications vehicle would best suit the present communications.
Note: This activity will require approximately thirty minutes of effort.  The actual elapsed time will vary, depending on the availability of the Communications Manager and the Requester.

	13.2.3
	Communications Team
	· Using the chosen vehicle, and working with the requester, creates the initial version of the message to be conveyed.
· Submit the message to the Communications Manager who will manage the approval with the requester.

Note1: This is typically iterative with material going back and forth between the COG Group and the Requester until agreement is reached.

Note 2: This activity will require between thirty minutes and four hours of effort, depending on the complexity of the communications.  The actual elapsed time will vary, depending on the availability of the Communications Manager and the Requester.

	1.2.4
	Communications Manager, Communications Team
	· Disseminate the message to the selected audience, using the approved vehicle
Note: This activity will require between thirty minutes and four hours of effort, depending on the complexity of the communications.  The actual elapsed time will vary, depending on the availability of the Communications Manager and the Requester.

	1.2.5
	Communications Manager,
Senior Management
	· Evaluate the communications for effectiveness, efficiency, and economy.

· Record the results of the evaluation.

Note: This activity will require one day of effort.  The actual elapsed time will vary, depending on the availability of the Communications Manager and the Requester.

	1.2.6
	Communications Manager
	· Based on the evaluation of the communications, is an update to the approved Communications Plan required?

· If YES, go to 1.1.2.

· If NO, end this procedure.


 Appendix 1 -Communications  RACI Chart

	Activity
	Requester
	Communications Manager
	Communications Team

	3.1 – Manage Communications Foundation & Maintenance Activities

	3.1.1 – Define Communications Roles
	
	A
	C

	3.1.2 – Create or Update Communications Plan
	I
	A
	R

	3.1.3 – Obtain Communications Plan Approval
	
	A
	

	3.1.4 Template Update Required? (Decision)
	
	A
	C

	3.1.5 – Create or Update Templates
	I
	A
	R

	
	
	
	

	3.2 – Execute Communications Plan

	3.2.1 – Identify Appropriate Audience
	C
	A
	C

	3.2.2 – Determine Communications Vehicle
	I
	A
	R

	3.2.3 – Create & Agree on Content
	C
	A
	R

	3.2.4 – Execute Communications Plan
	I
	A
	R

	3.2.5 – Evaluate Communications Effectiveness
	I
	A
	R

	3.2.6 – Communications Plan Update Required? (Decision)
	
	A
	C


Appendix 2 – Communications Tools & Repositories
· The tools used in the execution of the Communications Process will vary according to the medium being used in a specific instance.

· The repositories, too, will vary, depending on the specific Tool being used.

· For a comprehensive list of regular and ad hoc communications, an Excel Spreadsheet could be used, with the spreadsheet itself being a record in the CMDB.
Appendix 3 – Sample Communications Plan

	Communication Plan 


The ITIL Implementation will bring into alignment all Service Management offerings provided by the Computing Sector. In order for the process and procedures to be executed effectively and efficiently, the following communication plan will identify all ad-hoc and on-going communication required. 

Key messages:  

Through Incident Management Incidents are resolved faster and with reduced accelerator operations impact

By documenting and eliminating Errors, Problem Management improves IT service quality and management

Problem Management also enhances everyone’s knowledge of the environment with trend analysis reports that help prevent new Incidents 

Through Availability Management the customer’s IT business requirements are assessed, planned for and met
Capacity Management ensures that upgrades to IT performance and capacity address current and forecast business needs across the enterprise

Service Level Management ensures that service levels are negotiated between the Computing Sector and its customers, and that once those agreements are agreed upon, the service levels are monitored, measured and reported upon on a regular basis.
Overall, ITIL-based IT Service Management will lead to:

Sustained availability of the Computing Sector and Scientific and Research services 

Measurably improved quality of Computing Sector services over time

Approach:  This plan details tasks that apply generally to all ITIL processes as well as specifically to the Incident Management Process. The plan assumes that there will be a combination of face-to-face training/meeting events and broadcast communications designed to both increase awareness of the processes among stakeholders and to ensure high performance of the new processes among key service delivery staff.  

Goals of the Communication Plan:

· Encourage participation of the target audiences:

· Service Delivery Staff

· Transformation Teams

· Application Support Staff

· Coordinate communication that facilitates:

· Effective use of all related ITIL tools

· Good management decisions, plans & activities

· Timely infrastructure changes which minimally impact end-users
Sample Communications Listing 
	  #
	Activity
	Timing
	Responsible Party
	Target Audience
	Purpose

	1
	International Science Grid This Week
	Monthly
	COG Group
	OSG Consortium
	

	2
	CDTracks CD Newsletter
	Monthly
	COG Group
	CD Senior Management
	


Each type of communication has a specific focus; however, a common approach can be taken to define and formulate the specific communication activities. The steps listed below formulate the approach to be taken to compose those activities:

	Activities

	Step 1 – Formulation

Formulate goals and objectives of communication
Formulate core message
Identify all parties involved
Integrate with existing communications forums

	Step 2 – Analysis

Determine available and acceptable communication media

Determine communication culture and define acceptable approach

Determine existing knowledge of subject in the environment

	Step 3 – Identification

Determine key interest groups related to the subject of the campaign
Determine communication objectives per interest group
Determine the key messages from each interest group’s perspective 

	Step 4 – Definition

Select the most appropriate media for communication from:

Direct Media – such as workshops, Focus Group discussions, or individual presentations

Indirect Media – such as the Intranet, lectures or newsletters

	Step 5 – Planning

Define a plan that links important points in the subject of the communication (e.g. milestones in a project) to communication activities, and media

Determine the communication audience and resources

Determine the review criteria for successful communication

Obtain formal management support for the plan

	Step 6 – Implementation

Perform communication activities as per plan

Manage the plan and safeguard it

Ensure production and distribution of materials is effective and as per plan

Continually gauge reaction to the approach and messages

	Step 7 – Evaluation

Monitor reactions to the communication approach throughout the delivery of the plan and adjust the plan if necessary

Determine during the effects of the campaign using the review criteria established in step 5


The following types of communication are available:

	Communication Type
	Examples of usage

	Escalations
	To initiate (or trigger) actions

To gain required resources (people, information, budget etc.)

	Notifications
	To communicate operational process information

To promote team awareness

	Controlled Documents
	To communicate process descriptions/instructions

To communicate reports


Each of the above types of communication can be delivered via one or more of the following mediums:
	Communication Medium
	Examples of Usage
	Communication Type

	Email
	Individual email messages

Group email messages
	Notification Escalations

Reports

	Verbal 
	Formal and informal meetings

Presentations

Telephone calls
	Notifications

Escalations

	Documentation
	Updated process documents

Issued Project documentation

Implementation and back-out plans
	Controlled Documents

	Reports
	Test results

Development progress
	Controlled Documents

Notifications

	Service Management tool
	Escalation

Status changes
	Automated Notification


Appendix 4 – Forms and Templates

Communications Request Template
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Communications Request Form

	Requester Name:


	                                                                                                                

	Requester Group:


	                                                                                                               

	Communication Type:


	                                                                                                                  

	Contact Name:


	                                                                                                                

	Activity Name:


	                                                                                                                

	Requested Communications Date:


	                                                                                                                

	Target Audience:


	                                                                                                                

	Requested Iteration (Repetitions):


	                                                                                                                

	Initial Communication Details                                                                                                                         
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