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Effective communication is a cornerstone of successful project management. A
well-structured communication plan ensures that stakeholders are informed,
aligned, and engaged throughout the project lifecycle. One common question
among project managers and teams alike is: during which project phase is the
communication plan developed? The answer is typically during Phase 1, but
understanding the nuances of each phase and the development of the
communication plan can greatly enhance project success.

In this article, we will explore the different phases of a project, identify
when the communication plan is developed, and discuss best practices for
integrating communication planning into your project management process.

Understanding Project Phases

Before pinpointing when the communication plan is developed, it’s essential
to understand the typical phases of a project. Most project management
methodologies follow a structured approach, often segmented into the
following phases:

Phase 1: Initiation

— Defining the project’s purpose and scope
— Identifying stakeholders

— Conducting feasibility studies

— Developing initial project charter

Phase 2: Planning

— Developing detailed project plans
— Establishing schedules and budgets
— Identifying resources

- Planning risk management

— Creating the communication plan

Phase 3: Execution

- Carrying out project tasks
- Managing teams and resources



— Monitoring progress
- Managing stakeholder engagement

Phase 4: Closure

- Finalizing deliverables

— Conducting evaluations

- Closing contracts

— Documenting lessons learned

When Is the Communication Plan Developed?

The development of the communication plan is a critical component of project
planning, but it is most appropriately created during Phase 2: Planning.
Let’s analyze each phase to understand why.

Phase 1: Initiation

While the initial stakeholder identification occurs during the initiation
phase, the comprehensive communication plan is generally not developed at
this stage. Instead, this phase involves:

- Recognizing key stakeholders
- Establishing initial communication needs
— Developing a high-level communication approach

However, the detailed communication plan, including specific channels,
frequency, and content, is usually deferred until further planning occurs.

Phase 2: Planning

This is the optimal phase for developing the comprehensive communication
plan. During the planning phase, project managers:

— Gather detailed stakeholder requirements

— Define communication objectives aligned with project goals

— Determine communication methods (meetings, reports, dashboards)

— Establish communication schedules and responsibilities

— Document the communication plan as part of the overall project management
plan

Developing the communication plan during this phase ensures that all
stakeholders are effectively engaged throughout the project, and
communication aligns with project timelines and deliverables.



Phase 3: Execution

Although the communication plan is in place by this stage, it is primarily
implemented and executed rather than developed. The focus is on:

- Communicating according to the plan
- Managing ongoing stakeholder engagement
- Adjusting communication strategies as needed based on project dynamics

Any updates or refinements to the communication plan typically occur during
execution if unforeseen circumstances arise.

Phase 4: Closure

Communication during closure involves sharing final deliverables, conducting
lessons learned sessions, and closing out stakeholder communications.
However, the strategy and plan are not developed during this phase; instead,
they are executed based on the plan established earlier.

Key Takeaways: When Should the Communication
Plan Be Developed?

Based on best practices, the development of the communication plan should
occur during the Planning phase of the project. Here are key reasons:

— It allows for detailed stakeholder analysis and tailored communication
strategies.

- It aligns communication activities with project schedules.

- It facilitates proactive engagement, reducing misunderstandings and
conflicts.

— It provides a documented framework that guides ongoing communication
activities.

Steps to Develop an Effective Communication
Plan in Phase 2

Creating a robust communication plan during the planning phase involves
several essential steps:

1. Identify Stakeholders

— List all internal and external stakeholders
— Categorize stakeholders based on influence and interest
— Understand their communication needs and preferences



2. Define Communication Objectives

- Ensure stakeholders are informed about project progress
- Facilitate stakeholder engagement
- Manage expectations

3. Determine Communication Methods and Tools

- Reports (status, progress, risk)
- Meetings (status meetings, reviews)
- Digital tools (project management software, collaboration platforms)

4. Establish Communication Frequency and Schedules

— Weekly updates
— Monthly reviews
— Ad-hoc communications for issues

5. Assign Responsibilities

— Designate team members responsible for communicating with specific
stakeholder groups
— Clarify approval processes

6. Document and Distribute the Plan

— Incorporate the communication plan into the overall project management plan
— Share with all stakeholders and team members

Common Mistakes Related to Communication
Planning

Understanding when and how to develop a communication plan helps avoid common
pitfalls:

— Delaying the development until too late in the project, leading to
uncoordinated communication

— Creating a generic plan without stakeholder analysis

- Failing to update the plan during project execution

— Ignoring stakeholder feedback about communication preferences

Proper timing and execution of the communication plan significantly improve
project transparency and stakeholder satisfaction.



Conclusion

The question of during which project phase the communication plan is
developed can be answered with clarity: it is primarily created during Phase
2: Planning. This timing ensures that communication strategies are aligned
with project objectives, schedules, and stakeholder needs, setting the stage
for effective engagement throughout the project lifecycle.

By prioritizing the development of a detailed communication plan during the
planning phase, project managers can foster transparency, facilitate
collaboration, and mitigate risks associated with miscommunication. Remember,
a well-crafted communication plan is not a static document but a dynamic tool
that should be revisited and refined as the project progresses.

Additional Resources

- Project Management Institute (PMI) — A Guide to the Project Management Body
of Knowledge (PMBOK® Guide)

— PRINCE2 Methodology — Communication Management Strategy

— Agile Practice Guide — Communication in Agile Projects

Final Thoughts

Effective communication is vital at every stage of a project, but its
foundation is laid during the planning phase. Developing a comprehensive
communication plan during Phase 2 ensures that all stakeholders are aligned,
expectations are managed, and project execution proceeds smoothly. Remember,
investing time in robust communication planning pays dividends in project
success, stakeholder satisfaction, and overall organizational impact.

Frequently Asked Questions

During which project phase is the communication plan
typically developed?

The communication plan is usually developed during Phase 1 of the project.

Why is developing the communication plan in Phase 1
important for project success?
Developing the communication plan in Phase 1 ensures clear stakeholder

engagement, sets expectations early, and aligns communication strategies with
project objectives.



Can the communication plan be updated in later
project phases?

Yes, the communication plan is often revisited and refined during subsequent
phases to accommodate project changes and stakeholder needs.

What activities are involved in developing the
communication plan during Phase 1°?

Activities include identifying stakeholders, determining communication
requirements, selecting communication methods, and establishing a
communication schedule.

Is the communication plan developed during Phase 2 or
Phase 3 more detailed than in Phase 17?

While the initial framework is created in Phase 1, the plan becomes more
detailed in Phase 2 and Phase 3 as project specifics and stakeholder
interactions become clearer.

Which project phase is generally NOT responsible for
developing the communication plan?

Phase 4 is typically not responsible for developing the communication plan,
as it focuses on execution, monitoring, and closing activities, not planning.

Additional Resources
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Effective communication is the backbone of successful project management.
From initial conception through to final delivery, clear, strategic, and
timely communication ensures that all stakeholders are aligned, expectations
are managed, and project objectives are met. Among the critical elements that
underpin this process is the development of a comprehensive Communication
Plan. But at which point in the project lifecycle does this pivotal document
come into being? Is it during Phase 1, Phase 2, Phase 3, or Phase 4? This
article explores this question in depth, examining the purpose of the
communication plan, its development process, and the project phases in which
it is most appropriately created.

Understanding the Communication Plan:
Definition and Significance

Before delving into the timing of its development, it’s essential to
understand what a communication plan entails and why it is so vital.



What is a Communication Plan?

A communication plan is a strategic document that outlines how information
will be disseminated throughout the project lifecycle. It specifies:

- Stakeholders involved

- Types of information to be shared

— Communication methods and channels

— Frequency and timing of communications

— Responsibilities for communication activities
— Feedback mechanisms

The Significance of a Communication Plan

A well-crafted communication plan ensures transparency, fosters stakeholder
engagement, minimizes misunderstandings, and facilitates decision-making. It
aligns team members and stakeholders, maintains project momentum, and helps
preempt potential conflicts or issues related to information flow.

Project Lifecycle Phases: An Overview

Most project management methodologies break down projects into distinct
phases, each with specific objectives, deliverables, and activities. The
common phases include:

— Phase 1: Initiation
— Phase 2: Planning

— Phase 3: Execution
— Phase 4: Closure

Understanding these phases provides a framework to determine when the
communication plan should be developed.

The Timing of Developing the Communication Plan

Determining when to develop the communication plan hinges on understanding
the purpose of the plan and the activities of each project phase.

Phase 1: Initiation

The initiation phase involves defining the project’s purpose, scope, and
stakeholders. Key activities include:

- Identifying stakeholders

— Developing initial project charter

— Assessing high-level risks

— Establishing initial relationships

Is the communication plan developed during this phase?



While some preliminary communication strategies might be considered, a
comprehensive and formal communication plan is generally not developed at
this stage. The focus here is on establishing a foundational understanding of
stakeholders and broad communication needs. Formalizing a detailed
communication plan typically requires more detailed project information,
which is better gathered during subsequent planning activities.

Why not in Phase 1?

- Limited project detail

— Focus on high-level stakeholder identification

— Lack of clarity about project scope and deliverables necessary for detailed
communication planning

However, it is advisable to identify key communication requirements and
stakeholder expectations informally during initiation, laying the groundwork
for a more detailed plan later.

Phase 2: Planning

The planning phase is where detailed project planning occurs, including
scope, schedule, resources, risks, and importantly, communication.

Development of the Communication Plan

This is the phase during which the formal development of the communication
plan typically occurs. It involves:

— Analyzing stakeholder communication needs

— Defining communication objectives

— Selecting appropriate channels and methods

— Establishing communication schedules

— Assigning responsibilities

- Creating templates and guidelines for ongoing communication

Why is Phase 2 ideal for developing the communication plan?

— Availability of detailed project information: During planning, the project
scope, schedule, and resource allocations are clarified, enabling precise
communication strategies.

- Stakeholder engagement: Stakeholders are identified and their information
needs assessed.

— Risk management: Communication risks are identified and mitigation
strategies are incorporated.

— Alignment with overall project plan: The communication plan can be
integrated seamlessly with other planning documents.

Outcome: The communication plan becomes a guiding document that informs all
subsequent project activities, ensuring that communication is proactive,
targeted, and aligned with project goals.

Best Practices During Phase 2

— Conduct stakeholder analysis
- Engage stakeholders in defining communication preferences



— Develop a communication matrix
- Establish communication milestones
— Obtain stakeholder approval of the communication strategy

Phase 3: Execution

During execution, the focus shifts to implementing the communication plan,
monitoring communication effectiveness, and making adjustments as needed.

Is the communication plan developed during this phase?

Generally, the plan is already in place by this time. However, in some
projects, minor updates or refinements to the plan might be made as new
stakeholders emerge or project circumstances change.

Key activities include:

— Distributing information as per the plan
— Managing stakeholder feedback

— Reporting project progress

— Addressing communication issues

Note: Developing the initial plan during this phase is not recommended. Doing
so late can cause communication gaps, misunderstandings, and stakeholder
dissatisfaction.

Phase 4: Closure

In the closing phase, communication activities focus on:
- Final project reporting

— Conducting lessons learned sessions

— Documenting best practices

— Communicating project completion to stakeholders

Is the communication plan developed during this phase?

No, the communication plan has typically served its purpose by this point.
Instead, the focus is on wrapping up communications and ensuring knowledge
transfer.

Conclusion: When Is the Communication Plan
Developed?

Based on the above analysis, the development of a comprehensive, formal
Communication Plan most appropriately occurs during Phase 2: Planning.

This timing ensures:
— The plan is based on detailed project information
— Stakeholder needs are accurately assessed



— The plan can be integrated with other project planning documents
- It provides a roadmap for effective communication throughout the execution
phase

Summary Table:

| Project Phase | Typical Activities Related to Communication Plan | Is the
Plan Developed Here? |

| Phase 1: Initiation | Identify stakeholders, informal communication
considerations | Partially (informal) |

| Phase 2: Planning | Develop detailed, formal communication plan | Yes (main
development) |

| Phase 3: Execution | Implement and monitor the communication plan | No
(implementation) |

| Phase 4: Closure | Final reporting and lessons learned | No (wrap-up
activities) |

Final Thoughts

Timing is critical when developing a communication plan. Creating it during
the planning phase strikes the right balance between having sufficient
project information and ensuring proactive communication management. This
approach lays a solid foundation for stakeholder engagement, risk mitigation,
and project success.
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In conclusion, if you're aiming to ensure your project’s communication
strategies are robust, comprehensive, and aligned with project goals, the
best practice is to develop your Communication Plan during Phase 2: Planning.
This strategic timing facilitates effective stakeholder engagement, minimizes
communication risks, and supports the overall success of the project.
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