Communicating Project
Management to Stakeholders

Course goal: plan, deliver, and govern
stakeholder communication that
improves decisions

Communication is a performance
driver—not an administrative
afterthought

It shapes alignment, escalation
quality, change adoption, and
executive confidence

Learning arc: map stakeholders,
design decision-ready messages,
handle escalation, measure results

Stakeholders expect project
professionals to lead this work
(PMI: 69% expect you to own M.O.R.E.)
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Course Objectives and @
How the Modules Fit Together
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Diagnosis Delivery ' Governance

Build stakeholder communication plans and decision-ready updates
Write clear asks and run steering meetings that produce decisions
Escalate appropriately and measure communication effectiveness

Modules move from diagnosis to design, delivery, and governance

Each module yields reusable artifacts for live projects

Assessed via a 30-60-90 day improvement plan and sample status report

Assumes project lifecycle, governance roles, and reporting basics



Why Stakeholder Communication Fails in Projects

Failure modes: late information,
jargon, one-size-fits-all updates,
unclear asks
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e Information push is not engagement —
.‘ decision support needs two-way
dialogue

e Warning signs: surprise escalations,
& repeated questions, decision latency,
watermelon reporting

e Poor messaging shows up in rework,
o overruns, damaged trust, and weaker
perceived success

o, e PMI research: unclear language
AL ya erodes confidence and business-
benefit understanding



Stakeholder Mapping and Communication Needs

® Map stakeholders by role, influence,
interest, impact, and decision authority

® Power-interest grid: engage closely,
keep satisfied, keep informed, monitor

e Capture info needs, channels, cadence,

decision role, and current vs. target support

@ Shift positions as phases change;

revisit the map at each gate and before go-live

e Translate the map into a plan: audiences,
owners, messages, channels, feedback

Influence
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Keep Satisfied Engage Closely

Monitor

Keep Informed

Interest




Message Design: From Status Updates to Decision Support

Structure around the audience: \
what changed, why it matters,

00
()]
what's needed, by when
A Lead with the bottom line using a Bottom Jine
amm BLUF and the Pyramid Principle H

Answer first, then supporting .j_’
reasons, then detail only on request a
What' nesdeq

Translate technical detail into .
business impact, risk, and Y Whep,

value language

Write decision requests with options,
recommendation, trade-offs, and
decision deadline
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Channels, Cadence, and the Communication Plan

@ Match channels to purpose:
steering decks, dashboards,
stand-ups, town halls,
one-to-ones

® Cadence tied to governance
milestones: launch, periodic,
phase-gate, closure

@ Document each item’s
audience, purpose, format,
frequency, owner, and
feedback loop

® Use a communication matrix
to prevent duplicate reporting
and channel overload

@ Clarify how PMO and project
teams split communication
responsibilities

Audience

Purpose

Format

Frequency

Owner

Feedback
Loop

Steering
Decks

Dashboards
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Stand-ups

Town Halls
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One-to-ones




Communication Gates and Cadence
in Delivery Governance

e Communication gates: repeatable touchpoints per wave
or phase, clear entry criteria

® T-minus schedule shows commitments, stakeholder tasks,
and cutover readiness
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e Standard templates for commits, checkpoints, weekly updates,
and hypercare

e Build escalation into the cadence: triggers, paths, and feedback loops
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e Define gate criteria, owners, and review points before pressure rises

Communication Communication ) Communication . _
Gate Gate Checkpoint Gate Cutover Chéckpoint
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Dashboards, Reports, and Visual Storytelling

Status reports answer at a glance:
@ health, milestones, budget, risks, .
decisions, next actions . % \. % . A

Use RAG with explicit gates and
trend arrows; never average red €3 £
and green into amber

Every dashboard should make & o ﬁ
an argument, not display widgets [ ] { | U I % A

Tailor one dataset into executive, o = \
sponsor, and team views

@, | N 00¢
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Pair every status color with a short
narrative: what changed, impact,

Executive View Sponsor View Team View

next action



Engaging Executives and
Steering Commiittees

Sponsor and steering committee need
decisions, risks, benefits, and clear asks

Pre-brief key members on critical or
controversial issues—never surprise
leadership

Set agenda in advance with decision
questions, not passive status updates

Steering meetings must produce
decisions and commitments, not just
discussion

Lead with BLUF: bottom line, impact,
options, and decision needed by date

Escalate early with facts and a
recommended path; follow the
no-surprises rule
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Decision Log




Difficult Conversations and Escalation

Deliver bad news early: facts,
impact, options, recommendation

Escalate only when local authority
ends, with a decision-ready brief

Separate the problem from
the person; preserve trust

Define criteria, thresholds, and
escalation paths before pressure rises

Review escalation patterns
and follow up on outcomes
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Communicating Change to Teams and End Users

alongside delivery milestones,

Plan change communication
not as an afterthought > !

Sponsors
Need strategic E N\
rationale
Sponsors and managers need
strategic rationale; front-line

users need personal impact

Managers /

Need strategi
Use two-way feedback loops, ra;%n;;a Fo \
monitor reactions, and adjust
messaging
Sequence with ADKAR: Front-line users /
Awareness, Desire, Knowledge, Need personal
Ability, Reinforcement ( impact
Reinforce adoption long Two-way feedback loops

after rollout to sustain change
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Coordinating Project Communication
with Organizational Change Management

Project Manager Change Manager \ /"’ ‘ HR Communications
Lead

Shared Change
Communications e
Brief o p

2 O

Assign one accountable Draft each audience Report project status Equip sponsors with Run short pulse surveys
owner per communication message in a shared alongside change toolkits and managers to surface resistance
stream across PM, change, change communications readiness and adoption with Q&A guides to early and adjust

HR, and comms brief work session metrics for one coherent lead change messaging

picture



Measuring Communication Effectiveness

® Four quality dimensions:

completeness, timing, %
accuracy, volume

® Track decision turnaround /\/\_\/\/\/
time, escalation frequency,
and stakeholder satisfaction
O
® Gather pulse surveys, ‘...‘ Communication
interviews, and engagement- Plan
T s
® Watch attendance, response .
rates, and recurring
communication problems o /\/\/\/"

® Use metrics to adapt the plan,
not just report on it

MEASURE e LEARN e ADAPT



Your 30-60-90 Day
Communication Improvement Plan
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30 days 60 days 90 days
Assess personal strengths Standardize templates, Measure effectiveness
and gaps against course cadence, and stakeholder and embed review

frameworks plan checkpoints

N
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Quick wins:

7. one-page e®¢  COMMuNIcation steering pre-brief
3 status template a@r plan R




PersonWise.

PersonWise - Al digital-human course platform

Scan the code or click anywhere to watch this course live, with voice Q&A
personwise.ai/t/f2b29636/public


https://personwise.ai/t/f2b29636/public?entry_surface=public_courseware_pdf

