
User Guide for 
ETS2 Transition Planning Budget Tool
I. Introduction 
Document Purpose 
This document is a guide to help Agencies develop an internal budget to secure funding for ETS2 transition.  It provides clarification of the required economic factors that must be considered and serves as a companion to the ETS2 Budgeting Template.
Desired Outcome of this Guide
Agencies are able to forecast the cost of ETS2 Transition and secure budget for FY12 through FY15.  
II. Background 
The E-Gov Travel Vision
The vision of the E-Gov Travel initiative is to deliver a unified, simplified service that delivers a cost-effective travel experience, supports excellent management and results in superior customer satisfaction.  This strategic vision aligns with OMB’s initiatives focusing on improving the internal efficiency and effectiveness of the Federal Government.  
Agencies are planning forETS2 Transition 
E-Gov Travel Service (ETS1) consolidated and automated Federal civilian travel management into a common, secure, web-based environment.  With the ETS1 Master Contracts expiring in November 2013 (February 2014 if the Continuity of Services Clause is exercised), ETS2 will preserve the accomplishments of ETS1, while optimizing performance through competition and consolidation.  Agencies need to begin transitioning to ETS2 in FY12 to mitigate the risk of not being fully transitioned by November 2013, which could leave some agency travelers without service.  Transition includes planning and budgeting for a smooth transition from the current ETS Contractor to the agency’s ETS2 contractor, to include ETS1 transition out services as well as ETS2 implementation, system integration, support services and security. 
III. Budgeting Considerations
When estimating ETS2 transition costs and determining funding requirements, GSA recommends using ETS1 implementation costs as a baseline.  From there, consider the following factors when preparing your budget.
General Considerations
1. What costs are one-time, short-term, long-term, or recurring?
1.1. What resources will be required for the project?
1.1.1. Will you use agency resources or contractor support?
1.1.2. Will agency resources be existing personnel or new hires? 
1.1.3. If existing agency resources are used, will they need to be backfilled?
1.1.4. Will agency resources be accounted for under a different department’s or different project’s budget?
1.2. What funding sources will be used for the project?
1.2.1. What types of funding do you expect to have?
1.2.2. Is your source of funding working capital or appropriated?   (This will determine whether internal agency resources need to be included in your budget estimate).
1.2.3. What funding has been secured already and what gaps remain?
1.3. What initiatives can reduce the cost of implementation?  
1.3.1. Do you have, or do you plan to create, a centralized center of excellence to reduce duplication of resources and processes across agency organizations (e.g. communication, training)
1.3.2. Might there be ways to streamline processes across and/or between agency organizations?
1.3.3. Could different agency organizations be grouped for ETS2 roll-out to reduce implementation costs?
1.3.4. Could your agency increase the use of online, virtual, or train-the-trainer methods to reduce supplemental training costs?
ETS1 Transition Out
1. 
2. Embedded TMC Transition Support Services
1. 
2. 
1. 
2. 
2.1. Is your current TMC Accommodated or is it Embedded?  
2.1.1. If Accommodated, will you maintain your current TMC as Accommodated under ETS2?  
2.1.1.1. If yes, skip to section 3.0.  
2.1.1.2. If no, see your Accommodated TMC for transitions costs and go to 3.0.
2.1.2. If embedded, do you plan to stay with your current TMC? 
2.1.2.1. If yes, consider negotiating a discounted price for section 2.0 due to minimal effort required by your TMC.  
2.1.2.2. If no, plan for costs for TMC transition out service from your current ETS1 vendor.
3. Agency Set Up Data Transition Support Services (TAVs) Transition Data Files
1. 
2. 
3. 
3.1. Do you want your ETS vendor to export all of your ETS set up data (e.g. traveler profiles, organizational structure, approval routings, business rules, lines of accounting)?  
3.1.1. If no, skip to section 3.2.
3.1.2. Do you want all of your ETS Setup Data as a single file for your entire agency (e.g., “big bang” transition)?
3.1.2.1. If yes, plan for costs for a single file under 3.1.2 and skip to 4.0.
3.1.3. Do you want all of your ETS Setup Data as a single file for each subordinate organization within your agency (e.g., “phased” transition)?
3.1.3.1. If yes, plan for costs for a single file for each organization under 3.1.3 and skip to 4.0.
3.2. Do you want one or more files containing a specific type of Setup Data (e.g., just Traveler Profiles, just Accounting Strings)?  [These files would typically be used to supplement Setup Data that you are obtaining from sources other than your ETS vendor.]
3.2.1. If yes, plan for costs for each file under 3.2.1-5 and be sure to include costs for multiple files of the same data type (if necessary).
4. Existing Interface Consultation Transition Services	
1. 
2. 
3. 
4. 
4.1. Do you anticipate needing your ETS1 vendor to explain your interface specification to your ETS2 vendor?
4.1.1. If yes, plan for the number of hours of consultation that you believe will be required under 4.0.
5. Additional Execution/Management Transition Support Services
1. 
2. 
3. 
4. 
5. 
5.1. Plan for the number of hours of ETS vendor participation in support of your transition (e.g., Project Plan development, attendance at transition planning/execution meetings, etc.) under 5.0.
ETS2 Implementation and Integration
6. Standard Implementation Services
6. 
Your chosen ETS2 vendor will provide standard implementation services to ensure a smooth transition from your current ETS, travel management service, system, and/or internal process to ETS2.  Per the RFP (see Section C.10 Standard Implementation Services for full details), the ETS2 vendor is obligated to develop and execute an agency-specific implementation plan that includes: Implementation planning and execution (to include full work breakdown, resource loaded project schedule)
a. Kick-off meetings with key stakeholders
b. Communications planning and execution
c. Data loads and configuration of ETS2
d. Agency business process documentation
e. Training plans
f. ETS2 technical support for agency-developed interfaces
g. TMC services 

1. 
2. 
3. 
4. 
5. 
6. 
6.1. 
There will be four implementation “packages” to choose from.  Different packages will have different quantities and durations of support in the areas of training, project management services, implementation services offered, and for configuring your ETS system.  The following table summarizes the four packages. Please review while taking into consideration the questions below under 6.3.

	Standard Implementation Services Offered*
	Package A (6.A)
	Package B (6.B)
	Package C (6.C)
	Package D (6.D)

	# Users
	1,000
	4,000
	10,000
	Up to 120,000

	# Instructor Led Training Courses
	· 1 class for each user role
· Deliver training for at least 300 users in a minimum of 12 classes
	· 3 classes for each user role
· Deliver training for at least 900 users in a minimum of 36 classes
	· 6 classes for each user role
· Deliver training for at least 3000 users in a minimum of 120 classes
	· 72 classes for each user role
· Deliver training for at least 3,600 users in a minimum of 1,440 classes

	Hours of  Implementation Support
	· Vendor provides up to 6 months of dedicated support from task order award
	· Vendor provides up to 9 months of dedicated support from task order award
	· Vendor provides up to 12 months of dedicated support from task order award
	· Vendor provides up to 18 months of dedicated support from task order award

	Standard integration configuration, testing, and deployment
	· Yes
	· Yes
	· Yes
	· Yes



Please note that the “not to exceed” pricing for these packages in GSA’s master contract will be negotiable at the agency task order level.  In planning your ETS2 transition budget, you should consider whether your requirements minimally exceed one of the package’s thresholds (e.g., 1,050 users for Package A or a need for 10 months of support for Package B) and whether it may be reasonable to assume that the vendor would be willing to accommodate your requirement.  If not, and the higher level package must be ordered, it may be reasonable to assume that some reduction in the package price will be negotiated.  Also, please keep in mind that multiple packages may be ordered as needed (e.g., for 8000 users, consider ordering 2 Package Bs instead of Package C).

1. 
2. 
3. 
4. 
5. 
6. 
6.1. Which Standard Implementation Services package(s) will you choose from the vendor? 
6.1.1. How do you plan to structure your roll out?  In phases?  “Big bang”?
6.1.2. Are there time limits in the implementation package that will impact your deployment schedule?
6.1.3. Are there other limits in the implementation package that may be addressed by ordering supplemental services? (see additional sections below)
7. Integration Development and Testing
Integration is the overall platform and capability to provide application interoperability for the inbound and outbound data exchange between your agency’s business system(s) and ETS2.  The integration may consist of multiple interfaces supported by the vendor’s integration capability.  The ETS2 vendor will be required to develop an MOU, ISA, and IA for each ETS2 interface and provide appropriate technical personnel and resources to support the establishment and testing of connectivity of agency-developed interfaces to the ETS2 EAI platform.  See Section C.10.1.7 for more details. 

1. 
2. 
3. 
4. 
5. 
6. 
7. 
7.1. How do you plan to manage the integration of ETS2 with your agency’s financial system (and other business systems, as required)? 
7.2. How many financial systems do you have?  If there are “paper-based” systems how these be integrated?  Will you require vendor to integrate with agency business system for mass load/updates of user/traveler profiles? 
7.3. How many interfaces need to be supported (consider financial, HR, business systems, foreign travel, etc.) and will the integration be real-time or batch?
7.4. Is the interface between external systems and ETS already included in the budget for the other system?
7.5. Will there be in house development, 3rd party contractor support, ETS2 vendor support or some combination thereof?
7.6. Will there be re-use of current integrations to ETS that can be leveraged with ETS2 vendor to reduce costs for any in house development or 3rd party contractor support?
7.6.1. Will you require two factor authentications? If so, consider costs for in-house development or 3rd party contractor support.
8. Supplemental Customer Support Services
Supplemental Customer Support Services are those services not already defined in Section C.11 of the ETS2 RFP, but are considered within scope of the ETS2 Requirements.   
1. 
2. 
3. 
4. 
5. 
6. 
7. 
8. 
8.1. What Supplemental Customer Support Services might your implementation require?
8.1.1. Will you need temporary onsite customer support?
8.1.1.1. If yes, plan for the number of hours required under 8.0.
8.1.2. What other services might you require?
9. Supplemental Training Services
The ETS2 RFP requires the vendor to offer Supplemental Training classes that will accommodate at least 25 persons at a not-to-exceed (NTE) hourly rate.  See Section C.12.1.1.8 for details.

1. 
2. 
3. 
4. 
5. 
6. 
7. 
8. 
9. 
9.1. How many users will require training? 
9.1.1. Of those users that require training, how many users can be trained using the selected implementation package? 
9.1.2. Will additional training be required for those users not able to be trained as part of implementation package?
9.1.2.1. If yes, then consider if the training be classroom training or online training and plan for costs under 9.0?
9.2. Will you require integration between ETS2 and your agency business system(s) for training purposes? 
9.2.1. If yes, plan for costs under 7.0.
9.3. Will you want customized FAQs, online training materials, and /or customized context sensitive help based on your agency business rules/configuration?
9.3.1. If yes, plan for costs under 9.0.

10. Supplemental Security Services
Supplemental Security Services include, but are not limited to, enhanced security risk analysis and enhanced security for access and transmission, to include any services requested at the task order level.  See Section C.6.1.8 of the RFP for more details.
1. 
2. 
3. 
4. 
5. 
6. 
7. 
8. 
9. 
10. 
10.1. Are there any Supplemental Security Services needed by your agency?

10.1.1. If yes, plan for costs under 10.0.

11. Supplemental Custom Reports Development
Supplemental Custom Reports include, but are not limited to, development of customer agency custom reports to support agency-specific reporting requirements.  These services are priced at a not-to-exceed (NTE) hourly rate.  Supplemental Custom Reports are in addition to those specified in the ETS2 RFP, which states, “the Contractor shall provide basic reporting capabilities to users for process and operational information needs, as well as to GSA for government-wide summary-level reporting (e.g., strategic sourcing, required policy reports, etc.)”.  See Section C.1 Reports and Queries and Attachment 3, ETS2 Standard Reports for more details.
1. 
2. 
3. 
4. 
5. 
6. 
7. 
8. 
9. 
10. 
11. 
11.1. Do you anticipate the need for any custom reports to be developed by the ETS2 Vendor?
11.1.1. If yes, plan for costs under 11.0. 
10. 
11. 
12. Enhancements
The mandatory requirements and objectives proposed within Section C of the RFP are provided as part of the ETS2 service and included in the CLIN pricing. When an ETS2 Vendor(s) proposes to meet an objective, it because a mandatory requirement upon contract award. In addition, the RFP allows for separately priced mandatory requirements that are provided as part of the ETS2 service, but included as separate CLIN pricing. All transactional CLIN pricing associated with these requirements above should be considered as part of the agencies “steady state” or “Operating and Maintenance” budget and not included within the Agency’s ETS2 Transition Budget Plan.
Customer agency-specific, functionality (enhancements) that require additional ETS2 Vendor programming and testing for Government acceptance beyond the mandatory, separately priced, or objective requirements the vendor proposes to meet is not intended to be needed. Although some enhancements may be necessary, it discouraged as it conflicts with the Government’s goal of a common travel solution. 
1. 
2. 
3. 
4. 
5. 
6. 
7. 
8. 
9. 
10. 
11. 
12. 
12.1. Are there costs associated with custom enhancements that were not included in the ETS2 solicitation as mandatory requirements, separately priced mandatory requirements, or objectives that the vendor agrees to provide? 
12.1.1. If yes, plan for costs under 12.0.
I. 
II. 
III. 
IV. Document Assumptions
A list of assumptions is necessary so that reviewers of your document can effectively evaluate your analysis and recommendations.  Assumptions are concepts, ideas, and conditions accepted without proof.  General assumptions for your analysis address gaps or limitations in the data needed to conduct various portions of the analysis and should be applicable to all alternatives.  

Examples of assumptions:
1. Estimate is based upon an expected FY XX budget of $ XX
2. Estimate is based on XX number of trips per year developed using average of 2009, 2010, and 2011 agency trips taken
3. Estimate is based upon XX agency mandate to do XX by XX timeframe.  Therefore it is estimated our agency will substitute XX trips for webinar and “telepresence” options for XX timeframe

V. APPENDIX
A. ETS2 Transition Budget Planning Template
B. ETS1 Vendor Estimated Pricing for ETS1 Transition out services (TBD)
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