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Introduction
As a co-lead, an essential skill in the role of leading the unit-
based team to achieve important goals is clear communication 
with target audiences. You will have several stakeholders that 
need consistent communication:

your co-lead(s); •	

your team;•	

your sponsors; and•	

other employees in workgroups outside your UBT.•	

Clear communication to these stakeholders will help ensure 
you are able to meet your target goals. 

Job Aids, Tools and Templates

Communication Plan Sample No. 1— Communication •	

Plan for Stakeholders

Communication Plan Sample No. 2—Communication/•	

Stakeholder Summary for UBT

Communication Mapping Tool•	

UBT Co-Lead Report to Sponsors Template•	

“In times of change, trust-building 
behaviors are positively related  
to an organization’s capacity  
for change. Conversely,  
trust-breaking behaviors are  
associated with a decrease  
in capacity for change.”

Margaret M. Rudolf, Ph.D., consultant
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Communication Plan 
Sample No. 1

Purpose

This tool provides a place to capture the communication 
information previously reviewed.    

Outcomes

After successful completion of this tool, your team will  
identify the following:

what is being communicated;•	

who needs to be communicated to;•	

the method used to communicate and obtain feedback;•	

when and how often the message will be communicated; •	

and

who is responsible for communicating this message.•	

Instructions

Provide a copy of the worksheet to your team. Use  
the Communication Mapping Tool and your meeting  
notes to fill out this tool to ensure communication to  
all stakeholders.

“This is a game of  
implementation.  
Only 15 percent of  
the job is figuring out 
what to do. Making  
it happen—that is  
were the action is.”

F. Warren McFarlan, professor,  
Harvard Business School 
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Communication Plan: Date:

What are we  
communicating?

Who do we need 
to communicate 
this to?

What method 
will we use to 
communicate 
and how will we 
obtain feedback?

By when and 
how often will 
we communicate 
this message?

Who is  
responsible for 
communicating 
this message?

(Be specific) (List internal 
and external 
audiences)

(List UBT huddles, 
newsletters, email 
or other methods)

(Indicate the  
frequency and 
due dates)

(List specific 
names)

w

ACTIVITY: Communication Plan for Stakeholders
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Sample no. 1
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Communication Plan 
Sample No. 2

Purpose

This tool provides a place to capture the communication 
information previously reviewed to be given to team  
members who missed the UBT meeting. 

Outcomes

After successful completion of this tool, your team members 
will identify the following:

what is being communicated regarding the UBT meeting;•	

which team members were absent from the meeting and •	

need information; and

who is responsible for communicating this message to •	

which team member that missed the meeting.

Instructions

Provide a copy of the worksheet to your team. Use the 
Communication Mapping Tool and your meeting notes  
to fill out this tool to ensure communication to all stake- 
holders who were absent from the meeting and need to  
be given key details.

“Study the prevalence 
of the problem and 
have an accurate 
baseline to work 
with. How else are 
you going to be able 
to tell you’re doing 
better?”

Dana Barron, infection control  
and prevention manager, 
South Sacramento Medical Center
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Date of meeting: Date to be completed 	
and given to co-leads:

Tell messages Ask about

Key messages to tell staff about Key questions to ask staff

1.

2.

3.

4.

5.	

1.

2.

3.

4.

5.

w
Name of staff Who will brief Initials after brief Comments Date

1.

2.

3.

4.

5.

6.

Source: Roxanne WhiteLight, Consultant KPNW

ACTIVITY: Communication/Stakeholder Summary for UBT

Sample no. 2
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Communication Mapping Tool

Purpose

This worksheet provides an opportunity for team members 
to identify their communication targets. 

Outcomes

After successfully completing this worksheet, UBTs will 
identify their communication targets. 

Instructions

Provide the team with a copy of the Communication 
Mapping Tool. The team will begin working on the side 
where the small single box is on top.

Communication Mapping Tool Checklist

[    ] Have the UBT review the tool and fill in the boxes starting with the small box  
on top.   

[    ] From the top, the team should map out those upon whom they are depending to 
improve a function (colleagues or others in the work unit who may be interested 
in their information). 

[    ] Explain they can cross out any unused boxes on the tool.

[    ] How and when will the data be collected, and for how long and how often?

[    ] Use this tool throughout the time a UBT is functioning to ensure all stakeholders 
from workgroups outside the UBT are communicated with effectively.

“Sponsorship  
is the single  
most important  
factor in any  
implementation.”

Don Harrison, 
founder, Accelerating 
Implementation Methodology 
(AIM)
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ACTIVITY: Communication Mapping Tool

Complete the Communication Mapping Tool worksheet and have UBTs identify their  
communication targets. 
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UBT Co-Lead Report to Sponsors

Purpose

This tool provides the UBT co-leads a way to capture the 
work focus and progress for the team sponsors.

Outcomes

After successful completion of this tool, your sponsor  
will know:

what goal the UBT is working on;•	

what measurement they are using to test their success;•	

what small tests of change they are doing to further  •	

their goal;

what they have learned from their tests (the results of their •	

tests); and

whether they have completed the PDSA cycle and  •	

implemented any of the small tests of change and, if so, 
what changes they have implemented.

Instructions

Provide a copy of the worksheet to your UBT sponsors as 
requested or on a regular basis.

“Unless high- 
profile managers 
consistently  
model the desired 
behaviors and  
actively recognize 
employees who  
engage in the  
behaviors, no real 
cultural change  
is possible.”

Mark L. Feltman and 
Michael F. Spratt, 
Five Frogs on a Log
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Date: Reporting Period: Orientation Date:

Team Department and Location:

What goal is the UBT working on?

What measurement are team members using to test their success?

What small tests of change is the team doing to further its goal?

What have team members learned from their tests?/What are the results of the tests?

Have they completed the PDSA cycle and implemented any of the small tests of change?  
If so, what?

When is the next time overall measurement might reflect the improvements toward this goal?  
If you already have received this measurement, has it improved over prior performance?

Team engagement on 1–5 scale  
with 1 being low and 5 being very good 1      2      3      4      5

Signature Phone

Source: Roxanne WhiteLight, Consultant KPNWw

ACTIVITY: UBT Work Reporting

For use by co-leads to sponsors and resource team members
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