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Crucial Elements of an Effective
Communication Management Plan

Posted on March 6, 2018

Introduction
Every project requires a communication management plan to ensure that information reaches the
appropriate stakeholders throughout the project lifecycle. Effective communication helps team
members understand their responsibilities, allows managers to monitor progress, and ensures that
the completion of each project phase is reported accurately to the people affected by it.

A communication management plan defines what information must be communicated, who needs it,
who is responsible for sending it, when it should be distributed, and which communication channel
should be used. It also establishes procedures for receiving feedback, maintaining records, escalating
urgent issues, and communicating approved changes.

Without a formal communication plan, project information may be delivered late, sent to the wrong
people, misunderstood, or lost across different communication platforms. Stakeholders may receive
inconsistent instructions, while project managers may fail to identify emerging risks, delays, cost
increases, or disagreements. These failures can affect the project schedule, budget, quality, and
stakeholder confidence.

The original article identifies five crucial elements of an effective communication management plan:

Communication requirements analysis1.
Communication methods and models2.
A communication matrix3.
Status reports4.
A change control plan5.

These elements will be examined through the example of a restaurant-development project. The
project may involve designing and opening a new restaurant, completing construction or renovation,
purchasing equipment, recruiting employees, obtaining regulatory approvals, selecting suppliers, and
preparing the business for its public opening.

What Is a Project Communication Management
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Plan?
A project communication management plan is a structured document explaining how project
information will be created, collected, distributed, stored, retrieved, monitored, and eventually
archived. It becomes part of the overall project management plan and provides a consistent approach
to communication among internal and external stakeholders.

The plan should not be limited to a list of meetings or email addresses. It should connect
communication activities with project objectives and stakeholder needs. It must explain why a
particular communication is required and what action the recipient is expected to take after receiving
it.

Project communication includes both formal and informal exchanges. Formal communication may
include contracts, progress reports, approval documents, meeting minutes, risk registers, financial
reports, and change requests. Informal communication may occur through telephone calls,
conversations, instant messages, or brief discussions among team members.

Both forms are valuable, but important decisions should be documented formally. A project may
encounter serious problems when an agreement is made verbally but never recorded, approved, or
communicated to everyone affected by it.

The Project Management Institute (2021) emphasizes that communication should be adapted to the
project context and the needs of its stakeholders. A small restaurant renovation may require a
relatively simple plan, whereas a large restaurant development involving investors, architects,
contractors, government agencies, and national suppliers may require detailed communication
procedures.

Purpose of the Communication Management Plan
The principal purpose of a communication management plan is to ensure that stakeholders receive
accurate, relevant, timely, and understandable information.

The plan should help the project team:

Coordinate work across different departments and contractors
Communicate project objectives and responsibilities
Report progress against approved plans
Identify and escalate risks and problems
Obtain decisions and approvals promptly
Record commitments and changes
Manage stakeholder expectations
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Prevent contradictory instructions
Protect confidential or sensitive information
Maintain evidence of project decisions

For the restaurant project, effective communication may be required among the owner, investor,
project manager, architect, interior designer, construction contractor, kitchen-equipment supplier,
local authorities, future restaurant manager, marketing team, and employees.

Each stakeholder has different information needs. The building contractor requires design
specifications and construction deadlines. The investor may need financial and milestone reports. The
local authority may require permit applications, inspection records, and evidence of compliance.
Future employees may need information about recruitment, training, operating procedures, and the
planned opening date.

A communication plan prevents these different needs from being treated as though every stakeholder
requires the same information.

Communication Requirements Analysis
Communication requirements analysis is the first major element of a communication management
plan. It identifies the information needs of project stakeholders and determines how those needs will
be satisfied.

Every communication requirement should answer several questions:

Who requires the information?
What information is required?
Why is it needed?
Who is responsible for preparing it?
When must it be sent?
How frequently should it be updated?
Which format or channel should be used?
Does the recipient need to approve, review, or act on it?
Is the information confidential?
Where will the record be stored?

The analysis should begin with the stakeholder register. This register identifies people, groups, and
organizations that can influence the project or be affected by its outcome. Stakeholders can then be
assessed according to their interest, influence, responsibilities, expectations, and communication
preferences.

For the restaurant project, stakeholders may include the following:
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Restaurant owner
Investors or lenders
Project manager
Architect and engineers
Interior designer
General contractor and subcontractors
Kitchen-equipment suppliers
Food and beverage suppliers
Information-technology provider
Local licensing and inspection authorities
Restaurant manager
Marketing team
Employees
Nearby residents or businesses
Customers and community representatives

The project manager should determine what each group needs to know. Investors may need monthly
financial and schedule reports, while construction supervisors may require daily site instructions.
Government authorities may need documentation at specific regulatory stages. The marketing team
may need regular confirmation of the opening schedule so that promotional campaigns are not
launched too early.

Communication requirements can also change as the project progresses. During planning, architects
and investors may require the most attention. During construction, contractors, suppliers, and
inspectors may become more important. Before opening, communication may shift toward
employees, marketers, customers, and operational managers.

Therefore, communication requirements should be reviewed throughout the project rather than
defined once and left unchanged.

Identifying Stakeholder Information Needs
A project manager should avoid overwhelming stakeholders with unnecessary information. Sending
every report to every person may appear transparent, but it can make important information difficult
to identify.

Stakeholders should receive information that is relevant to their role. The owner may need an
executive summary of overall performance rather than every technical drawing. The kitchen-
equipment contractor may need exact electrical, plumbing, ventilation, and delivery specifications but
may not need access to confidential investor information.

The level of detail should also reflect the recipient’s expertise. Technical professionals may require
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specialized data, while community representatives or customers may need straightforward
explanations without project-management terminology.

Information needs may be identified through:

Stakeholder interviews
Planning workshops
Contract requirements
Regulatory requirements
Organizational policies
Previous project records
Lessons learned
Surveys or questionnaires
Review of roles and responsibilities

ISO 21502 emphasizes the importance of planning stakeholder engagement and communication in a
manner appropriate to the project and its environment (International Organization for
Standardization, 2020).

Communication Frequency and Timing
Information must be delivered at the correct time. A technically accurate message may be useless if it
arrives after the recipient had to make a decision.

The communication plan should specify whether information will be provided daily, weekly, monthly,
at the completion of a milestone, when an exception occurs, or upon request.

In the restaurant project:

Construction supervisors may provide daily site updates.
The project team may hold weekly coordination meetings.
The project manager may send investors a monthly executive report.
Inspection results should be distributed immediately after receipt.
Serious safety incidents should be reported without delay.
Approved design changes should be communicated before affected work begins.
Opening-date changes should reach the marketing and recruitment teams as soon as they are
approved.

Timing should also account for decision deadlines. A report requiring approval should reach the
responsible person early enough for meaningful review.
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Communication Methods and Models
The second element identified in the original article is the selection of appropriate communication
methods and models. The project team must decide how information will be transmitted and how
effective understanding will be confirmed.

Communication methods are commonly grouped into three broad categories:

Interactive communication1.
Push communication2.
Pull communication3.

The method selected should depend on the complexity, urgency, confidentiality, audience size, and
purpose of the message.

Interactive Communication
Interactive communication involves a real-time or near-real-time exchange between participants.
Examples include face-to-face meetings, video conferences, telephone calls, workshops, interviews,
and live online discussions.

This method is suitable when information is complex, disagreement is possible, or an immediate
decision is needed. Participants can ask questions, provide feedback, clarify misunderstandings, and
negotiate solutions.

For example, the restaurant owner, project manager, architect, contractor, and kitchen designer may
need an interactive meeting to resolve a ventilation-system conflict. Sending separate emails might
create further confusion because the issue affects design, cost, building regulations, and construction
sequencing.

Interactive communication is also useful for:

Resolving disputes
Reviewing major risks
Making design decisions
Negotiating scope changes
Conducting employee training
Discussing sensitive performance issues
Obtaining stakeholder feedback

Meetings should have a clear purpose, agenda, facilitator, time limit, and record of decisions. A
meeting without structure may consume time without producing action.
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Push Communication
Push communication sends information directly to identified recipients. Examples include emails,
letters, memoranda, reports, notifications, newsletters, and text messages.

This method is suitable when specific people must receive particular information. However, sending
information does not guarantee that the recipient has read or understood it.

For the restaurant project, the project manager may email a weekly progress report to the owner and
investors. The architect may send revised drawings to the contractor, while the human-resources
coordinator may send training schedules to newly recruited employees.

Important push communications should include:

A clear subject line
A concise explanation of the message
The action required
The responsible person
The response deadline
Relevant attachments or document links
Version numbers where necessary

For high-risk information, the sender should request acknowledgment or confirmation.

Pull Communication
Pull communication allows stakeholders to retrieve information from a central source when they need
it. Examples include project-management platforms, shared document repositories, dashboards,
intranets, databases, and websites.

This method is useful when large amounts of information must remain accessible to many people.
Rather than distributing every updated file by email, the project team can maintain a controlled
central repository.

The restaurant project might use a shared platform containing:

Approved architectural drawings
Construction schedules
Meeting minutes
Permits and inspection records
Supplier contracts
Risk and issue registers
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Change requests
Status reports
Employee training documents

Access should be controlled so that stakeholders can view only the information appropriate to their
roles. The repository should also include document-version controls to prevent team members from
relying on outdated plans.

The Communication Model
The original article also refers to communication models. A basic communication model includes a
sender, encoding, a message, a channel, a receiver, decoding, and feedback.

The sender develops an idea and converts it into words, images, data, or symbols. The message
travels through a communication channel. The receiver interprets it and may respond with feedback.

Several forms of interference, often described as noise, can disrupt this process. Noise may include:

Unclear language
Technical jargon
Cultural differences
Poor internet connections
Missing documents
Conflicting instructions
Emotional reactions
Excessive message volume
Language barriers
Incorrect assumptions
Outdated information

Feedback is essential because it confirms whether the intended meaning was received. A contractor
repeating a technical instruction in their own words may reveal that the original instruction was
misunderstood. A written approval provides stronger confirmation than assuming that silence means
agreement.

Selecting an Appropriate Communication Channel
The richest or fastest communication channel is not always the most appropriate. The project
manager should match the channel with the message.

A complex or sensitive issue may require a meeting. A formal approval should be documented in
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writing. A routine update may be placed on a dashboard. An urgent safety alert may require a
telephone call followed by written confirmation.

Channel selection should consider:

Urgency
Complexity
Need for immediate feedback
Number of recipients
Confidentiality
Legal or contractual significance
Accessibility
Time-zone differences
Stakeholder preferences
Need for a permanent record

Shakeri and Khalilzadeh (2020) found that project communication is influenced by interconnected
managerial, organizational, technical, and human factors. Therefore, communication cannot be
improved simply by adopting more technology. The project also needs clear responsibilities,
supportive leadership, trust, suitable channels, and timely information.

Communication Matrix
The third original element is the communication matrix. A communication matrix presents the
project’s recurring communication requirements in a concise and organized format.

The matrix usually identifies:

Communication item
Purpose
Sender or owner
Audience
Method or channel
Frequency
Required format
Response or approval requirement
Storage location

A sample matrix for the restaurant project may appear as follows:
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Communication
item

Responsible
sender

Audience Method Frequency
or timing

Purpose

Daily
construction
update

Site
manager

Project
manager

Project
platform or
email

Daily Report
completed
work, delays,
incidents, and
immediate
needs

Coordination
meeting

Project
manager

Architect,
contractor,
suppliers,
owner

In-person or
video
meeting

Weekly Coordinate
activities and
resolve issues

Executive
status report

Project
manager

Owner and
investors

Formal
written
report

Monthly Summarize
schedule,
cost, scope,
risks, and
decisions

Design revision Architect Project
manager and
contractor

Controlled
document
system

As approved Communicate
the latest
approved
design

Permit or
inspection
update

Compliance
coordinator

Project
manager and
owner

Email with
attached
record

After each
decision

Confirm
regulatory
status

Risk escalation Risk owner Project
manager and
sponsor

Telephone
call followed
by written
notice

Immediately
when
threshold is
exceeded

Obtain urgent
direction

Employee
training
schedule

Restaurant
manager

New
employees

Email and
shared
calendar

Before
opening

Coordinate
operational
preparation



Copyright © 2026 Academic Master. | 11

Communication
item

Responsible
sender

Audience Method Frequency
or timing

Purpose

Marketing
launch update

Project
manager

Marketing
team and
owner

Meeting and
written
confirmation

At milestone
completion

Align
promotion
with the
confirmed
opening date

Change
decision

Change
authority

Affected
stakeholders

Formal
notice and
updated
repository

After
approval or
rejection

Prevent
unauthorized
work

Final project
report

Project
manager

Owner,
investor, and
operational
team

Formal
report and
presentation

At project
closure

Confirm
delivery,
lessons
learned, and
outstanding
actions

The matrix establishes predictability. Stakeholders know what information they will receive and when
they should expect it. The project manager can also use the matrix to monitor whether required
communications actually occurred.

The matrix should remain practical. An excessively complicated table may be ignored. It should
include the communications needed to coordinate, control, and govern the project without creating
unnecessary administrative work.

Roles and Communication Responsibilities
A communication matrix should be supported by clearly defined responsibilities.

The project manager normally coordinates the communication system, but that person should not
prepare every message personally. Information should be produced by the people who possess the
relevant knowledge.

For example:

The site manager reports construction progress and safety incidents.
The accountant prepares cost information.
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The architect issues design revisions.
The compliance coordinator manages permit and inspection information.
The restaurant manager communicates staffing and operational readiness.
The change control authority communicates decisions on proposed changes.

The communication plan should identify who may issue formal instructions. If several people give
separate directions to the contractor, the project may experience contradictory work, unauthorized
cost increases, or disputes over responsibility.

Status Reports
The fourth original element is the project status report. A status report communicates the project’s
current condition by comparing actual performance with the approved plan.

A useful status report should not merely describe activities. It should explain whether the project
remains on schedule, within budget, and aligned with the approved scope and quality expectations.

A restaurant-project status report may include:

Overall project status
Reporting period
Work completed
Current activities
Upcoming milestones
Schedule performance
Budget and cost performance
Scope status
Quality or inspection results
Major risks
Current issues
Decisions required
Approved and pending changes
Supplier and procurement status
Regulatory approvals
Staffing and operational readiness
Planned work for the next period

The report may use a red, amber, and green system to highlight areas requiring attention. However,
colors should be accompanied by explanations. A red status should identify the problem, likely effect,
responsible owner, corrective action, and deadline.
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Making Status Reports Decision-Oriented
A status report should help stakeholders make decisions. Large quantities of information are not
valuable when the reader cannot determine what requires attention.

For example, instead of stating that kitchen equipment is delayed, the report should explain:

Which equipment is affected
Why the delay occurred
How long the delay may last
Which construction or installation activities depend on it
Whether the opening date is threatened
Which alternatives have been evaluated
What decision is required from the owner

Reports should also distinguish risks from issues. A risk is an uncertain event that may affect the
project in the future. An issue is a problem that has already occurred and requires action.

Accurate reporting strengthens stakeholder trust. Concealing negative information may protect
appearances temporarily, but it reduces the time available for corrective action.

Research indicates that appropriate and timely information distribution is an important contributor to
project coordination and success (Shakeri & Khalilzadeh, 2020).

Reporting Frequency and Audience
Different stakeholders may require different versions of the status report.

The project team may need a detailed weekly report containing tasks, dependencies, technical
problems, and short-term actions. Investors may need a shorter monthly summary emphasizing
schedule, budget, risks, and expected benefits.

Senior stakeholders generally need exception-based information. They should be informed when
performance exceeds agreed tolerances or when a decision falls outside the project manager’s
authority.

Reports should be distributed consistently. If stakeholders receive updates only when the project is
performing well, they may lose confidence when difficulties emerge.
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Change Control Plan
The fifth element identified in the original essay is the change control plan. Projects frequently
experience requests to modify their scope, design, schedule, budget, quality requirements, or
operating assumptions.

In the restaurant project, proposed changes may include:

Altering the dining-room layout
Adding seating capacity
Replacing kitchen equipment
Changing interior materials
Introducing an outdoor dining area
Revising the menu concept
Delaying the opening date
Changing a supplier
Adding new technology
Modifying accessibility or safety features

A change control plan defines how these requests will be submitted, analyzed, approved, rejected,
implemented, documented, and communicated.

Without formal change control, team members may make unauthorized modifications. The contractor
may act on an informal instruction, while the owner may later dispute the associated cost. Different
stakeholders may work from different versions of the design, leading to rework, delay, and conflict.

Steps in the Change Control Process
A formal change control process generally includes the following stages:

Submission of the Change Request
The proposed change should be documented. The request should explain what is being changed, why
the change is needed, who requested it, and when a decision is required.

Initial Review
The project manager confirms that the request contains enough information for analysis. Duplicate,
incomplete, or clearly unauthorized requests may be returned for clarification.



Copyright © 2026 Academic Master. | 15

Impact Analysis
Relevant specialists assess the effect on:

Scope
Schedule
Cost
Quality
Safety
Risk
Resources
Contracts
Permits
Operations
Stakeholders

A dining-room layout change, for example, may affect furniture costs, electrical outlets, accessibility,
fire-code occupancy limits, kitchen workflow, and construction sequencing.

Approval or Rejection
The authorized person or change control board reviews the evidence and decides whether the change
should be approved, rejected, deferred, or revised.

Not every change should be approved simply because it appears beneficial. The likely value must be
compared with its cost, delay, risk, and effect on project objectives.

Updating Project Documents
When a change is approved, the project team must update affected plans, budgets, schedules,
drawings, contracts, risk records, and communication documents.

Communicating the Decision
Every stakeholder affected by the decision should receive the approved information before
implementation. The communication should identify the effective date and the new document
version.
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Verifying Implementation
The project manager should confirm that the approved change was implemented correctly and that
obsolete instructions were removed from use.

Yap et al. (2017) found that effective communication and organizational learning are important in
managing design changes and reducing the effects of rework on project performance.

Communicating Rejected Changes
Rejected changes also require communication. The requester should receive a clear decision and,
where appropriate, the reason for rejection.

Silence can create uncertainty and may cause a stakeholder to assume that the change was
approved. The change log should record the final decision and supporting explanation.

A rejected request may also be reconsidered later if project conditions change. Maintaining complete
records prevents the team from repeating the same analysis unnecessarily.

Escalation Procedures
The communication management plan should specify how urgent problems will be escalated. Not
every issue should be sent directly to the project sponsor, but serious problems must not remain
unresolved at a lower level.

Escalation criteria may include:

A safety emergency
A major regulatory violation
A cost increase above an approved threshold
A delay threatening the opening date
A dispute that cannot be resolved by the project manager
A risk exceeding the project’s tolerance
A breach of contract
Loss of a critical supplier
A serious reputational issue

The plan should identify who must be contacted, which channel should be used, and how quickly a
response is required.

For urgent issues, a telephone or face-to-face discussion may be necessary, followed by written
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documentation.

Document Control and Record Management
A communication management plan should explain how project records will be stored and controlled.

Records may include:

Contracts
Drawings
Reports
Meeting minutes
Decisions
Approval documents
Change requests
Inspection certificates
Correspondence
Financial records
Lessons learned

Documents should use consistent names, dates, owners, and version numbers. Access permissions
should protect confidential information while allowing authorized stakeholders to retrieve the records
they need.

The project team should avoid storing critical documents only in personal email accounts or on
individual devices. A central repository reduces the risk of information loss and supports
accountability.

At project closure, records should be transferred or archived according to organizational, contractual,
and legal requirements.

Communication Barriers
Even a well-designed plan may fail when barriers are not addressed.

Common barriers include:

Unclear responsibilities
Inconsistent terminology
Excessive jargon
Cultural or language differences
Weak listening skills
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Inadequate feedback
Information overload
Time-zone differences
Poor technology
Personal conflict
Lack of trust
Fear of reporting problems
Too many communication platforms
Outdated stakeholder information

The project manager should monitor whether communication is actually working. A plan may specify
weekly reports, but the process remains ineffective if recipients do not understand or use them.

Team members should be encouraged to ask questions and report uncertainty. A culture in which
people hide problems can cause minor issues to become major failures.

Communication in Virtual and Distributed Teams
Modern project teams may work from different offices, cities, or countries. Distributed work makes
communication planning especially important.

The plan should identify:

Approved collaboration platforms
Expected response times
Meeting times that consider time zones
Procedures for recording virtual meetings
Document-access rules
Information-security requirements
Methods for including remote participants
Backup channels for technical failure

Virtual communication can improve speed and accessibility, but it may reduce informal interaction
and nonverbal information. Important discussions may therefore require video meetings rather than
text messages alone.

The organization should also avoid using unnecessary platforms. When project information is divided
across email, messaging applications, shared drives, and personal devices, stakeholders may not
know which source is authoritative.
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Monitoring Communication Effectiveness
The communication management plan should be evaluated during the project.

Possible indicators include:

Whether reports are delivered on time
Whether stakeholders attend required meetings
Whether decisions are made within agreed periods
The number of misunderstandings or contradictory instructions
The frequency of unauthorized changes
Stakeholder satisfaction with communication
Whether issues are escalated promptly
Whether the correct document versions are being used
Whether meeting actions are completed
Whether communication-related rework occurs

Feedback can be collected through interviews, surveys, meetings, or lessons-learned reviews.

The plan should be updated when stakeholders change, new risks emerge, communication channels
prove ineffective, or project complexity increases.

Applying the Plan to the Restaurant Project
An effective restaurant-project communication plan would begin by identifying all stakeholders and
their information requirements.

The project manager would organize weekly coordination meetings for the design and construction
team. Daily site updates would record completed work, safety concerns, and delays. The owner and
investors would receive monthly reports covering cost, schedule, scope, risks, and major decisions.

Architectural drawings, permits, inspection records, schedules, and change documents would be
stored in a controlled project repository. Contractors would receive only formally approved design
instructions. The restaurant manager would receive increasing amounts of operational information as
the project approached completion.

Any request to change the layout, equipment, materials, menu concept, technology, or opening
schedule would enter the change control process. The impact would be assessed before work began,
and approved decisions would be communicated through formal notices and updated documents.

The marketing team would receive milestone-based confirmation of the opening schedule. This would
prevent advertising expenditure from being committed before construction, licensing, staffing, and
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training were sufficiently advanced.

The plan would also define emergency communication procedures for safety incidents, regulatory
failures, critical supplier delays, or major cost increases.

Through these procedures, communication would become a planned management activity rather than
an informal exchange of messages.

Conclusion
A communication management plan is essential for coordinating project work and maintaining
stakeholder confidence. It ensures that relevant information is prepared, distributed, understood,
recorded, and acted upon at the correct time.

The original article identifies five crucial elements: communication requirements analysis,
communication methods and models, a communication matrix, status reports, and a change control
plan. Each element serves a distinct purpose.

Communication requirements analysis identifies who needs information and why. Communication
methods and models determine how messages will be transmitted and understood. The
communication matrix records recurring responsibilities, audiences, channels, and frequencies. Status
reports compare actual performance with the approved plan and support informed decision-making.
The change control plan ensures that proposed modifications are analyzed, authorized, documented,
and communicated before implementation.

The restaurant-project example demonstrates how these elements work together. Owners, investors,
contractors, designers, regulators, suppliers, employees, and marketers require different information
at different stages. A structured plan prevents important details from being lost and reduces the
likelihood of unauthorized work, inconsistent instructions, avoidable delays, and stakeholder conflict.

The plan should remain proportionate to the project. It should be sufficiently detailed to support
control without becoming so complicated that stakeholders ignore it. It must also be reviewed as the
project changes.

Ultimately, effective project communication is not measured by the number of emails, meetings, or
reports produced. It is measured by whether the right people receive and understand the right
information in time to make decisions and complete their responsibilities successfully.
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