ETS2 Agency Transition:  Roles & Responsibilities
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Agency Roles & Responsibilities

[bookmark: _Toc44923102][bookmark: _Toc48704927]To ensure team cohesiveness and accountability, it is extremely important that the relationships between the various individuals and groups involved in an agency’s E-Gov Travel Service 2 (ETS2) transition are well defined.  The following describes the roles and responsibilities of key individuals and groups in the transition effort.  The number of resources necessary for the transition team is dependent upon the size and scope of the agency’s plan for transitioning to ETS2.  Be aware that the tasks associated with each role may occur in parallel to other tasks (as opposed to occurring sequentially).

Functional Relationships
The following chart provides a snapshot of the functional relationships of agency resources allocated to ETS2 transition.  
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Executive Champion
Support for the ETS2 Transition at the agency executive level is essential to ensure a smooth transition.  The Agency Executive Champion’s responsibilities include, but are not limited to, the following:  

a) Helping the Agency Transition Manager and Contracting Officer establish the ETS2 ordering strategy and the criteria for selecting one of the ETS2 contractors (if a multiple award by GSA)
b) Providing visible sponsorship and advocacy for the agency’s transition to ETS2
c) Building widespread commitment and support for the initiative
d) Mitigating cultural resistance that could impede success
e) Providing the resources necessary to accomplish the transition to ETS2 
f) Assigning appropriate individuals and levels of resources to handle day-to-day management of the transition effort
g) Advocating a common agency-wide business process for travel management
h) Resolving internal issues related to ETS2 transition and adoption
i) Collaborating with the Executive Champions at other agencies through one-on-one contacts,  through forums such as GSA’s Travel Programs Executive Governance Council (EGC), or via the online community managed by GSA’s ETS2 PMO
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Each agency will dedicate a full-time Transition Manager to guide the agency-wide transition to ETS2.  The Transition Manager will be the ETS2 project manager and will provide direction to Transition Team members.  The Transition Manager’s responsibilities include, but are not limited to, the following:

Acquisition
a) Coordinating with the Executive Champion and Contracting Officer to develop an ETS2 ordering strategy
b) Developing the tools to support ETS2 ordering and establishing the criteria for selecting one of the ETS2 contractors (if a multiple award)

Project Management
c) Working with the agency’s Executive Champion to develop an agency-wide transition plan, including staffing an agency Transition Team with the appropriate skill sets and knowledge
d) Identifying and elevating transition issues to the Executive Champion or GSA’s 
ETS2 Program Management Office (PMO) as appropriate
e) Managing the transition effort for outcomes and implementing project management controls for on-time, on-budget delivery 
f) Providing monthly progress reports to GSA’s ETS2 PMO on progress against project performance targets, including success stories and lessons learned
g) Collaborating with Transition Managers at other agencies through one-on-one contact, through forums such as GSA’s monthly ETS2 Agency Transition Planning Meeting and its Interagency Travel Management Committee (ITMC), and via the online community managed by GSA’s ETS2 PMO


BPR 
h) Leading the Transition Team to improve and streamline the agency’s travel management process

Communication, Change Management and Training
i) Managing relationships with executive-level stakeholders within the agency
j) Assessing the current environment, focusing on important change factors such as the impact business and/or travel process changes will have on stakeholders
k) Providing recommendations regarding change management issues such as policy changes, training, and customer support
l) Managing internal and external stakeholder communications 
m) Identifying and developing training strategies, materials and classes/webinars

Interfaces
n) Monitoring the design and development of interfaces between ETS2 and agency business systems

Testing
o) Teaming with agency functional and information technology (IT) subject matter experts to compare ETS2 Independent Validation and Verification (IV&V) test results with agency-specific requirements
Agency Transition Team
Each agency will allocate skilled resources that possess technical knowledge; functional travel and process knowledge; testing capabilities; communications and change management capabilities; training skills; and agency business systems/interface knowledge.  The Transition Manager will provide project management knowledge and skills for the transition effort.  The Transition Team is a source of information for the ETS2 contractor in such areas as data integration, agency travel procedures, cultural factors, agency-specific training requirements, and identification of agency subject matter experts.  Each agency should be prepared to staff a transition team with an agency Contracting Officer, Business Process Reengineering Lead, Communications Lead, Change Management / Training Lead, Financial System Lead, Technical / Integration Lead, Security Lead, Testing Lead, SuperUser Lead and Help Desk Lead.  Minimum transition team responsibilities include the following:

a) Taking part in the ETS2 Task Ordering process
b) Contributing to the development of the transition project plan with support from the ETS2 vendor, agency staff and the GSA ETS2 PMO
c) Obtaining individuals within each major organizational component who will act as champions and points of contact (POCs) for inquiries during transition 
d) Identifying and documenting desired outcomes, potential barriers to success,  and mitigations to anticipated risks 
e) Contributing to the Transition Manager’s monthly progress reports to GSA’s 
ETS2 PMO
f) Improving and streamlining the agency’s travel management processes 
g) Developing a communications strategy and plan for stakeholders and customers (managers, travel arrangers, travelers)
h) Establishing a training strategy and plan for agency users
i) Identifying and developing interfaces to agency business systems in conjunction with the ETS2 contractor

Each agency is encouraged to incorporate additional responsibilities as necessary to fit agency-specific requirements.  
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The Contracting Officer is responsible for issuing a Request for Proposal (RFP) (in the case of multiple awards by GSA), managing the vendor acquisition process, issuing the task order to the ETS2 contractor and negotiating and managing the task order contract.  Other Contracting Officer responsibilities include, but are not limited to, the following:

a) Attending ETS2 demonstrations
b) Developing RFP evaluation criteria and methodology
c) Reviewing and evaluating each proposal received against the evaluation criteria and methodology
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The BPR Lead supports the Transition Manager and coordinates with other members of the Transition Team by analyzing and documenting both the “as is” and  “to be” for ETS and ETS2, respectively.  Responsibilities also include, but are not limited to, the following:

a) Reviewing current agency travel policies and any anticipated changes that may be needed for ETS2
b) Assessing the impact on current policies and procedures (gap analysis)
c) Determining changes in job roles and responsibilities due to any new travel procedures
d) Updating policies and procedures to improve and streamline travel processes for the “to be” state
e) [bookmark: _Toc44923109][bookmark: _Toc48704933]Communicating and collaborating with the BPR Leads at other agencies, either through one-on-one contact, through forums such as GSA’s monthly ETS2 Agency Transition Planning Meetings, or via the online community managed by GSA’s ETS2 PMO
3. Communications Lead
The Communications Lead will ensure that the agency’s communication strategy is developed and executed during the transition to ETS2.  Responsibilities of this individual include, but are not limited to, the following:

a) Defines and executes a communications plan in support of ETS2, including conducting a stakeholder impact analysis
b) Determines which communication vehicles and tactics will best be utilized in the agency
c) Coordinates the production and scheduling of release of communication 
d) Uses the messaging in the communications plan to write the specific content for each tactic (e.g., statement to be used for website or article for an internal newsletter)
e) Ensures that scheduling, production and “drop dates” are included in the ETS2 project plan
f) Identifies what communications materials the  ETS2 vendor has developed that may support Agency communication efforts
g) Communicates and collaborates with the Communications Leads at other agencies, either through one-on-one contact, through forums such as GSA’s monthly ETS2 Agency Transition Planning Meetings, or via the online community managed by GSA’s ETS2 PMO

4. Financial System Lead
The Financial System Lead will be responsible for providing knowledge and expertise on the agency’s financial system(s) to other team members.  Responsibilities include, but are not limited to, the following:

a) Providing guidance on any planned system changes that may impact ETS2 transition
b) Documenting and conveying any financial systems processes, constraints, and/or business rules that may impact ETS2 transition
c) Obtaining and/or validating the integrity of accounting strings to be loaded into ETS2
d) Supporting the Technical / Integration Lead in the development of the ETS2 interface(s) to the financial system
e) Communicating and collaborating with the Financial System Leads at other agencies, either through one-on-one contact, through forums such as GSA’s monthly ETS2 Agency Transition Planning Meetings, or via the online community managed by GSA’s ETS2 PMO
5. Technical / Integration Lead 
The Technical / Integration Lead is responsible for executing detailed technical transition activities and establishing integration requirements.  This person supports the Transition Manager and coordinates with other members of the Transition Team.  Depending on the agency’s size and complexity, this role may be developed into two separate positions. The Technical / Integration Lead’s responsibilities include, but are not limited to, the following:

a) Assessing pre-ETS2 technical infrastructure (e.g., use of PIV cards for user authentication)
b) Reviewing the ETS2 technical documentation provided by the ETS2 contractor
c) Determining integration requirements
d) Ensuring configuration management of agency databases (e.g., financial, HR) throughout transition
e) Reporting on technical transition status and resolving issues (technical support)
f) Supporting ETS2 testing and evaluation
g) Submitting configuration requests to the Office of the Chief Information Officer (OCIO)
h) Coordinating the resolution of technical issues with the ETS2 contractor 
i) Coordinating the management of technical risks in accordance with the ETS2 Transition Risk Management Plan
j) [bookmark: _Toc44923110][bookmark: _Toc48704934]Communicating and collaborating with the Technical/Integration Leads at other agencies, either through one-on-one contact, through forums such as GSA’s monthly ETS2 Agency Transition Planning Meetings, or via the online community managed by GSA’s ETS2 PMO
6. Security Lead
The Security Lead will be responsible to ensure that ETS2 and its interfaces with agency business systems meet all agency security requirements.  Other responsibilities include, but are not limited to, the following:

a) Working with the Technical/Integration Lead on the secure transfer of data between the ETS2 and agency financial and human resources (HR) systems as well as the integrity of the data transferred
b) Establishing specific ETS2 roles and responsibilities (access controls)
c) Assisting with implementation services (i.e. obtaining proper credentials, establishment of accounts, etc.)
d) [bookmark: _Toc48704936][bookmark: _Toc44923111]Communicating and collaborating with the Security Leads at other agencies, either through one-on-one contact, through forums such as GSA’s monthly ETS2 Agency Transition Planning Meetings, or via the online community managed by GSA’s ETS2 PMO
7. Testing Lead
The Testing Lead is responsible for ensuring that the agency participates in system testing and evaluation activities.  Testing Lead responsibilities include, but are not limited to, the following:

a) Managing the agency’s participation in GSA’s pre-award IV&V testing
b) Reviewing the E-Gov Travel PMO IV&V results
c) Managing all test plans developed with the ETS2 vendor
d) Participating in the development and/or modification of test scenarios and test scripts for ETS2 configuration and integration
e) Coordinating necessary agency-level testing resources and schedule
f) Coordinating with the ETS2 vendor on technical issues and possible maintenance of a test environment
g) Working with ETS2 vendor to resolve any testing discrepancies
h) Developing the final agency-level test report
i) Coordinating management of testing risks
j) [bookmark: _Toc48704935]Communicating and collaborating with the Testing Leads at other agencies, either through one-on-one contact, through forums such as GSA’s monthly ETS2 Agency Transition Planning Meetings, or via the online community managed by GSA’s ETS2
8. Change Management and Training Lead
The Change Management and Training Lead will ensure that an agency’s change management and training strategy is executed during the transition to ETS2.  Responsibilities of this individual include, but are not limited to, the following:

h) Developing the agency’s change management plan for agency-wide transition to ETS2
i) Defining and executing a training plan to support agency employees
j) Defining and executing a set of transition activities to perform related to leadership, vision, and culture change
k) Conducting a training needs analysis
l) Identifying what training materials the  ETS2 vendor has developed that may support Agency training efforts
m) Designing and supporting end-user feedback sessions
n) Analyzing and communicating information collected from end-user feedback sessions
o) Communicating and collaborating with the Change Management and Training Leads at other agencies, either through one-on-one contact, through forums such as GSA’s monthly ETS2 Agency Transition Planning Meetings, or via the online community managed by GSA’s ETS2
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9. Help Desk Lead
Agencies will only need a Help Desk Lead if the agency plans to provide end-user Help Desk services in lieu of those offered by the ETS2 contractor.  The Help Desk Lead is responsible for ensuring accurate and timely responses to questions or problems submitted by customers via telephone or e-mail.  Responsibilities specific to the Help Desk Lead include, but are not limited to, the following:

a) Developing (and reviewing existing) Help Desk operational procedures including but not limited to system functionality, network connectivity, and policy issues (also may need to define hours of operation and/or after-hours procedures) 
b) Maintaining a list of Frequently Asked Questions (FAQs) which will be distributed within the Agency for user access
c) Assessing the need for and developing a solution to support incident tracking
d) Structuring a Help Desk that includes personnel having sufficient familiarity with functionality and understanding of the infrastructure of the ETS2 solution to be able respond to end-user questions
e) Establishing escalation procedures, both internally and with the ETS2 vendor
f) Communicating and collaborating with the Help Desk Leads at other agencies, either through one-on-one contact, through forums such as GSA’s monthly ETS2 Agency Transition Planning Meetings, or via the online community managed by GSA’s ETS2
10. SuperUser Lead
The SuperUser Lead will serve as the interface between the Transition Team and members of the SuperUser Group, who will interact directly with agency personnel.  Responsibilities include, but are not limited to, the following:
 
a) Understanding current and future business processes
b) Developing and sharing pertinent communications and feedback from Executive Champion, Transition Manager, and/or Transition Team with SuperUsers



NOTE:  Some or all of the team tasks may need to be replicated at the sub-organizational level (e.g., bureau, component, operating administration, operating division) in order to perform a phased transition to ETS2.
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