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Agency Lessons Learned and Best Practices for ETS2 Transition

GENERAL
	Leverage ETS2 PMO and Agency Peers
	The ETS2 PMO is ready to assist agencies with ETS2 transition planning.  The PMO has developed templates and tools to support agencies including templates for budgeting, resource planning, task orders and communication.  Agencies are encouraged to use these tools and engage the PMO for assistance where needed.  Agencies should also look to their agency peers for guidance and best practices.



RESOURCE COMMITMENTS
	Identify and engage a strong and committed Executive Champion
	ETS1 implementations that identified committed and engaged Executive Sponsors with authority to make agency-wide decisions, and who proactively communicated with all stakeholders were the most successful. These Executive Sponsors provided briefings to agency senior management and were also engaged at the escalation point for the agency migration team.

	Assign a dedicated team to support ETS2 transition
	Agencies that had an existing Travel Office and assigned a full-time dedicated team from that travel office were most successful.  Armed with an in-depth knowledge of agency policies and procedures, these dedicated teams had the ability to make informed and timely decisions. If an agency does not have a travel office in place, forming a tiger team with assigned roles and responsibilities and identified personnel as leads in key functional areas will be helpful in keeping your transition plans on track.  In addition, agencies that reached out to all internal components up front to understand the agency-as-is processes and develop standard practices across all organizations had fewer start-up issues.  Furthermore, early inclusion of the incumbent Travel Management Company (TMC) provided additional value to understanding TMC transition risks.



COMMUNICATION & CHANGE MANAGEMENT
	Messaging
	Include the ETS2 value proposition in all communications to help accelerate buy-in and cooperation as new services are rolled out to travelers. Suggested messaging will be providing via communication templates provided by the PMO, and should be tailored to different audiences.  Travelers will want to know “What’s in it for me?  How will this benefit me?”  CFOs will want to know “How will this impact my budget?”  Be sure to identify and address the issues most important to each audience.

	Communicate early 

	A successful transition from ETS1 to ETS2 will involve numerous groups of people from travelers to senior management. Early communication with different audiences and including them in planning for the ETS2 transition will accelerate buy-in and expedite the identification and resolution of potential issues or unique requirements.

	Communicate frequently 
	Frequent communication is just as important as early communication.  For example, agencies that used a variety of frequent communications with their travelers, approving officials and other end-users about the implementation of ETS1 reported having fewer complaints than those whose were less aware of ETS1’s benefits.  Similarly, it is important to have regularly-scheduled briefings with agency Executive Champions to ensure that any issues requiring their involvement are addressed in a timely fashion.

	Vary communication methods
	When communicating to travelers and other end-users that ETS1 was approaching, agencies reported that posters and e-mails were successful message delivery vehicles. Some agencies held multiple town halls. Weekly implementation status meetings with the ETS contractor’s and agency implementation teams kept the teams focused on priority activities. Know your audiences and choose the vehicles that work best for each.



PROJECT MANAGEMENT
	Develop a detailed project plan
	Our ETS1 experience tells us that a detailed project plan --- including all of the tasks, durations, dependencies and resources required for defining, developing, testing and deploying ETS2 and its integration to agency business systems --- is critical to setting and meeting vendor and agency stakeholder schedule milestones.  In the absence of a detailed project plan or, potentially, any element of the plan, the milestone dates and/or resource requirements for ETS2 could be understated, resulting in unforecasted delays for the project.  Furthermore, resources may not be appropriately allocated simply due to a lack of visibility in the project plan.




TASK ORDERS
	Sign up for the GSA Task Order Boot Camps
	The PMO will offer both a pre-award and post-award task order boot camp.  The pre-award boot camp will focus on familiarizing contracting officers with the CLIN structure, and the post-award boot camp will address pricing, assumptions, and implications for total lifecycle cost.

	Engage the ETS2 PMO or other agencies for assistance with task ordering
	In addition to boot camps, the ETS2 PMO is available to assist with the task order process as needed, and coordinate collaboration on lessons learned among agencies.



TMCs
	Validate PNR data elements
	To support effective and actionable management reporting, work with your ETS2 vendor to establish the data elements needed for reporting purposes that TMCs will collect in the passenger name record (PNR).  For example, PNR remarks fields could contain the traveler’s organization level to enable ticket purchases and refunds to be reported by organizational hierarchy or its components.

	Create way to identify traveler’s sub organization level
	The TMC Customer ID Number included in the PNR should be able to identify both the traveler’s BRM agency and sub organization level such as bureau, service, office or region, for more accurate reporting purposes.

	Establish how ticketed reservations with travel occurring after transition will be serviced
	Agencies need to ensure that there is clear communication with TMCs to determine:
· how existing reservations will be ticketed during the transition period from ETS1 to ETS2
· how changes and refunds will be processed for existing ticketed reservations for travel occurring after transition
· the period of time that existing TMC will service travelers with ticketed reservations for travel occurring after transition





CONFIGURATION AND DATA LOADING
	Identify current work flow/routing process as early as possible
	As soon as possible, identify the current work flow/routing
process to include the position and names of each individual.
Document special work flow/routing requirements including foreign
travel, first class travel, over a dollar amount, type of payment used,
etc.  Discuss with vendor how to improve work flow and reduce steps
using ETS2 capabilities.


	Seize the opportunity for business process reengineering
	Agencies that adopted the ETS1 functionality and modified their business processes to fit ETS1 work flow were most successful. This eliminated the need for potentially costly customization of ETS1 and in most cases optimized their business flow.

	Use ETS1 data to load ETS2, if possible
	Collection of user profile, charge card, accounting codes, approval chains and other information needed to configure ETS2 can be one of the more complex and time-consuming tasks in ETS2 transition.  In ETS1, few agencies had a single source for all data elements that were required. Agencies had to leverage knowledgeable resources to find out from where to gather data and how to correlate it.  Today, most of the data needed for ETS2 resides in ETS1, and should be extracted from ETS1 as a primary source.  When transition modifications have been finalized with vendors, more information about using ETS1 as a source for this information will be provided.



SYSTEMS INTEGRATION
	Participate in the GSA MOU and ISA Boot Camp
	GSA has developed a template for the Memorandum of Understanding (MOU) and an Interconnection Security Agreement (ISA), both of which must be approved by GSA’s ETS2 Information Systems Security Officer (ISSO) and Designated Approving Authority (DAA) prior to deployment of the interface.  Within thirty (30) days after deployment of the interface, the ETS2 vendor must submit a third interface document --- an Integration Agreement --- to GSA’s ETS PMO.  The process for developing, approving and executing these agreements will be covered in a Boot Camp provided by the ETS2 ISSO.

	Document business and functional requirements
	Document current system ETS system integration business and functional requirements, to determine any necessary changes to business processes that may result from new ETS2 capabilities.  

	Focus on accounting strings
	In ETS1, document errors were attributable to incorrect accounting strings.  Some agencies solved this problem by developing web services applications that validated accounting strings before documents were submitted and documented through the interface.  Determine how your interface can be used to eliminate errors.



TRAINING
	Enforce training requirements
	Agencies who were most successful with training encountered the fewest mistakes and lowest numbers of help-desk calls.  Take advantage of web-based training and consider requiring training certification before users receive access to ETS2.  

	Provide “just-in-time” training for every user
	In general, providing training just before making any system available to the user maximizes reinforcement of what has been learned, through hands-on experience.

	Consider one-on-one training via super users (if applicable)
	For senior executives requiring high-touch support, consider supplementing training with Super User support.

	Take advantage of contextual training environments and materials provided by Contractor(s)

	Training is significantly more effective if it is done within your business context.  The ETS2 SOW requires that the training functionality “mirror the production” environment and is also continually available to agencies for their own training use/purposes.  In addition, the Contractor(s) are required to provide training support materials in an editable format for agencies to create agency-specific configuration and business rules in the materials if they choose. Furthermore, the Contractor(s) are required to offer separately-priced supplemental training services for customized training not covered under Mandatory training requirements.

	Distribute quick reference guides and training supplements
	Develop quick reference guides and training supplements and make them available in PDF format for printing on-demand.  These types of self-help documents can reduce calls to the help desk.



LAUNCH & ROLL-OUT
	Validate configurations and data
	It is important that agencies validate the application configurations, connection to their test financial system (and HR system, if applicable), approval flows and profiles.  In ETS1, agencies that prepared validation scenarios and documented the results proved to be the most successful in being prepared for how to address issues that arise during Go-Live phase.  The most successful agencies went live in phases starting with a small controlled group with variable travel requirements.  Encourage travelers to validate whether their profile data is correct, and complete any missing profile data elements.  Consider creating a check-list of profile data fields that travelers should complete.

	Launch a phased implementation to identify and address remaining issues
	Agencies report that executing a phased implementation with large groups of travelers with very diverse travel requirements allowed agencies to identify and address issues that were not caught during testing.  It also provided an opportunity for the agencies and vendors to get additional user feedback that could be used to “fine tune” the configuration and/or offer additional guidance/training to the users.  At the same time, the Help Desk was able to begin providing support on a smaller scale, then ramp up to speed for Go-Live.

	Start up with on-site vendor support
	In ETS1, agencies that chose to utilize on-site vendor support reported that having this support enabled the vendor to more quickly address agency-identified issues.  The on-site vendor personnel also quickly became familiar with the agencies’ travel patterns and policies and provided travelers with consistent, agency-unique help.  Encouraging vendor personnel to work side-by-side with help desk staff also allowed the vendor to quickly identify and solve problems early.
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