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1. Introduction
The ETS2 Communications Plan Guide and Template was developed by the E-Gov Travel Service (ETS) Program Management Office (PMO) to assist agencies with a successful transition from the E-Gov Travel Service (ETS1) to E-Gov Travel Service 2 (ETS2). It is intended to guide agencies through many of the transition-related communication tasks and assist agencies in developing their ETS2 project plans.  

1.1 	Background
ETS1 consolidated and automated Federal civilian travel management into a common, secure, web-based environment. Some of its key baseline accomplishments include:

· Unified over 80 Executive Branch agencies to a common, secure web-based, automated service 
· Eliminated over 250 disparate, non-web-based, paper-driven systems costing $180M annually 
· Real-time obligation of funds, eliminated paper, provides electronic signature and three studies showed a reduction in the cost of a voucher from $60+ to an average of $24 
· Positioned data transparency, accountability, and leveraged the government’s purchasing power 
· Increased online adoption from less than 5% in 2003 to over 70% in 2010, saving over $30M annually 
· Reduction in reimbursement cycle time from 28 days to 3 days 
· Leveraging commercial technology to position for future technology such as cloud 

ETS2 will preserve the accomplishments of ETS1, while optimizing performance through competition and consolidation.  The vision of ETS2 is to deliver a streamlined, adaptable world-class travel management service that continually applies commercial best practices to realize travel efficiencies and deliver a transparent, accountable, and sustainable service that yields exceptional customer satisfaction.
The following goals have been identified for measuring ETS2 success: 
· Improved Usability – Simplified navigation with intuitive controls, re-engineer the business process, positive impact to on-line reservations, help desk costs and training costs
· Optimized Online Travel Planning – Matrix pricing improves point-of-sale options on cost-informed decision making; sustainability options (carbon footprint calculator for air and car); collaboration technology options provided at point of decision
· Improved Contractor Performance – SLAs leverage against option periods to require service improvement and technology refresh, provide financial incentives/ disincentives 
· Strengthened Operational Environment –  Improved release management by requiring commercial best practices in  Software Development Life Cycle (SDLC) management, fewer change requests, improved security controls (personnel clearances, monthly scans, data controls), data transparency 

1.2 	Situation Analysis

To facilitate a seamless transition from ETS1 to ETS2 and help mitigate the inherent risks associated with technology-driven change, a change management strategy is needed.  Change management is the “people” side of migrating to a new system or service.  Its sole purpose is to manage expectations, gain and maintain support throughout the life of the project, and prepare users to operate effectively in the new operating environment.  The change management strategy is comprised of several components, one of which is a communications plan.

Communication is at the heart of an effective change management strategy.  While there is no single formula for success, transition to new services has a significantly higher chance of success when communications facilitate awareness and encourage stakeholder and end-user participation throughout the process. 

This ETS2 Communications Plan provides an agency’s ETS2 transition team with detailed communications vehicles, core messages for various stakeholders, and performance measures that the team can use for deployment.  It also may be adapted for use as an agency-specific communications plan.

The ETS2 message should generally be consistent across agencies but the methods of communication may vary by agency because of agency-specific culture, norms and/or available technology.  A lesson learned from ETS1 implementation is that frequent communication via vehicles already familiar to audiences are the most effective.   Personnel to organize, coordinate and track these activities will need to be assigned.
2.	Objectives
There are six objectives for ETS2 communications:

1. Ensure that accurate, cohesive and frequent messages are delivered in plain language to all audience segments
2. Develop the desire in travelers to want to use ETS2 – show how ETS2 will build upon ETS1 with new features that simplify the travel process and demonstrate the value proposition
3. Identify the vehicles available in an agency to communicate to all audiences and develop a schedule for production of content and rollout
4. Provide management information necessary to support effective deployment decisions regarding communications
5. Ensure resources provide effective information on training and help desk support to empower travelers and associated system users
6. Provide feedback to GSA’s ETS PMO regarding contractor and agency management, customer satisfaction and specific ideas for improving the quality of service


3.	Audiences
To effectively communicate, it is important to tailor the messages to the appropriate audiences (stakeholders).  ETS2 audiences consist of:
· End-users (travelers) 
While this audience may differ in how frequently they travel, they all look forward to improved usability and less time spent making travel arrangements.

· Administrative support personnel (travel arrangers, travel approvers, system administrators) 
These personnel may differ in level of travel experience, but all look forward to ETS2 usability improvements that will generate fewer problems and demands for support.

· Agency Senior Executives (CFO, CIO, Agency Head) –Key owner would be the Executive Champion responsible for getting resources aligned and committed and garnering senior executive support.

· Transition Team and Travel Offices of Agency Operating Divisions – Those personnel charged with effectively managing and executing the agency’s ETS2 program.

The information required by these audiences will vary in focus and level of detail. The Communication Lead (CL) must consider each audience’s unique interests and perspectives on issues when developing communications.  

The single largest audience for the agency is the traveler.  ETS2 offers many enhancements over ETS1, providing some optimized experiences for travelers.  There are several steps to achieving the traveler’s acceptance, approval and use of the new service.

· Develop interest
· Educate on the improvements and value proposition of ETS2
· Create a desire to use
· Provide specifics on timing of when traveler will be affected
· Provide clarity on what to do if the traveler has a question about ETS2 or the agency transition plan

4. 	Communication Phases 

Successful transition to ETS2 will require close coordination of project management and deployment activities supported by frequent communications to agency stakeholders.  For communication to be effective, it must satisfy the specific needs of each stakeholder group or target audience throughout the project.  Communication must be adjusted as individual or group needs change over time.  This communication plan is based on the three-phase process shown in the table below. Project phases represent stages in the project when fundamental changes in perception occur for some or all of the stakeholder groups.  Communication phases directly relate to deployment phases.

Table 1: Communications Phases of Deployment

	
	1. Post-Award Planning & Preparation
	2. Transition & Feedback
	3. Complete & Successful Deployment

	Anticipated Stakeholder Areas of Concern or Interest
	· Negative perceptions created from ETS1 shortcomings
· Reasons for change and what the benefits will be
· Impact on travelers and the agency
· How/when will more information be communicated about transition and deployment?
	· Clarity around ETS2 benefits
· Need for details about transition and what it means for their area
· Workload increases
· Support and Training 

	· Business and personal benefits of ETS2 are understood 
· Some expectations not met
· New skills learned
· Recognition of less need for support/training

	Communication Tasks
	· Share project progress 
· Set expectations for what is to come
· Seek and act on feedback from target audiences
· Develop communication  vehicles
· Communicate agency-specific vision for ETS2 benefits
· Define the parameters of change and project scope
· Articulate ETS2 timeline
· State the compelling reasons for change
· Enlist support of project team
	· Share ETS2 project progress
· Set the expectation for work ahead
· Seek and act on feedback from target audiences
· Motivate towards the end goal
· Celebrate the current successes
· Provide more detail on what change will mean to the different target audiences
· Provide updates on risks and mitigations
· Provide training on the tools and methodologies that will be used throughout the project for ETS2 

	· Share deployment progress
· Set realistic expectations for change 
· Seek and act on feedback from target audiences (quick polls/surveys)
· Focus on successes  
· Continue to communicate implementation timeline
· Share lessons learned 





4.1 	Comprehensive Communication Activities

Each communication activity or vehicle fulfills multiple change management activities.  Change management typically consists of managing stakeholders, managing knowledge, communicating, and training.  This ETS2 Communications Plan Guide and Template targets three of the four activities:
· Managing Stakeholders:  A critical component of change management is to promote and coordinate the flow of information to and from stakeholders.  

· Managing Knowledge:  For change management to be successful, it must not only communicate, and manage stakeholders, it must also transfer the knowledge and skills gained throughout project execution to all team members.

· Communicating:  Communications is one of the most tangible change management activities and includes the execution of a variety of strategically planned and well targeted vehicles using both push and pull approaches.

· Push - The communications team provides the information directly to the target audience.  The target audience does not need to go out and find the information.
· Pull - The stakeholder must go to a specific place to find the information.


5.	Core Messages and Vehicles 

Another key component of the communications plan is to communicate core messages through multiple vehicles and channels.  Vehicles are selected based upon:
· Agency-specific culture, norms and technologies available
· How effective the vehicle is at reaching audiences
· The appeal it has to a variety of learning styles
· The individual Audience (stakeholder) preferences
A variety of written and visual communications vehicles, such as e-newsletters and websites, plus more personal, two-way change management vehicles, such as meetings, briefings, online communities and webinars are encouraged.  Some mechanism allowing the audience to ask questions and receive feedback is extremely important.



5.1 	Government-wide Messaging

Consistent messaging is always important, especially with a new service.  The following core messages have been developed for use government-wide and GSA anticipates using this messaging during the transition phase.

The ETS2 Vision: To deliver a streamlined, adaptable world-class travel management service that continually applies commercial best practices to realize travel efficiencies and deliver a transparent, accountable, and sustainable service that yields exceptional customer satisfaction.

Tagline:  Providing world-class travel management to federal employees

Goals:
Improved Usability
· Simplified navigation with intuitive controls
· Improved workflow  
· Reduced need for help desk and training 

Optimized Online Travel Planning
· Integrated matrix display of pricing to promote cost-informed decision making
· Included information on carbon footprint and sustainability options 

Improved Contractor Performance
· Service Level Agreements ensure service improvement and technology refresh

Strengthened Operational Environment
· Improved release management by requiring commercial best practices in Software Development Life Cycle (SDLC) management
· Improved security controls (personnel clearances, monthly scans, data controls)
· Required data transparency 

Description:
ETS2 builds upon ETS1 with new features and functionality that allow travelers to efficiently book travel.  Travelers and travel managers will appreciate improved travel planning and administration tools, from online booking and authorization to voucher reconciliation and reimbursement.  ETS2 travel solutions will more closely resemble commercial travel solutions with simplified and intuitive navigation, tools for comparing travel options, and an integrated self-help knowledge base.





Example of Workflow Improvement

Creating a more intuitive workflow for an improved user experience – with reservation before authorization


[image: ETS2 workflow]

5.2 	Core messages and vehicles for All Audiences

· ETS2 builds upon ETS1 by applying commercial best-practices to improve the federal traveler experience 
· ETS2 provides enhanced tools that facilitate efficient travel reservations and approvals for federal travelers
· ETS2 helps travelers make cost-informed travel decisions that are good for them, good for the government and good for the American taxpayer
· ETS2’s improved usability means less training and more customer satisfaction
· ETS2 will be updated and continuously improved over time
· ETS2 enhances contractor performance and technology



Table 2: Potential Vehicles for Use with All Audiences
										
	Vehicle
	Purpose/Content
	Communication Phase(s) of Deployment
	Timing
	Frequency
	AGENCY
Responsibility

	Agency-wide
Intranet
Email 
	A simple two part campaign approach. 
1) ETS2 is coming 
2) ETS2 is here
	1, 2
	6 weeks before transition  
	Every 2 weeks
	<To be filled in by AGENCY>

	Agency-wide video (if applicable) on Intranet 
	A simple two part campaign approach.    
1) ETS2 is coming 
2) ETS2 is here

	1,2
	4 weeks before transition
	Posted on Intranet
	

	Agency-wide 
Intranet
	Repository for all project materials, including FAQs, e-newsletters, E-Gov Travel Flashes, contact list, presentations, and contractor provided materials.  Link to the help desk and the GSA ETS website.  Provide capability for users to email questions and comments to the Communication Lead.
	1,2,3
	Launch 2 weeks before deployment, update quarterly
	Monitor for updates monthly
	

	ETS2 section in Agency Newsletter 
	Regularly scheduled communication that contains updates and helpful information.  Some regular articles may include “From the Project Manager’s Desk,” “Updates from the Field,” and FAQs.
	1,2,3
	Launch 6 weeks before deployment 
	Monthly 
	

	Welcome to ETS2 Presentation
	Standard presentation that describes the deployment schedule, goals, and objectives of ETS2.  Modify the presentation prior to delivery to include deployment status and audience specific information. 
	2
	Periodic
	As needed based on deployment schedule
	

	Email address
	General email box for inquires and comments in order to alleviate a high volume of e-mails to personal email addresses. Should be monitored by Communication Lead. 
	2,3
	Answer within 24-hours 
	On going
	

	ETS2 Flash
Either email or other vehicle used to get out flash communications
	Medium to address specific concerns that arise during implementation and provide updates on barriers and enablers.  All ETS2 users receive the ETS2 Flash. 
	1
	Periodic
	On going
	

	Poster and flier (PDF)
GSA template adapted by agency
	A simple two part campaign approach.   
1) ETS is coming 
2) ETS is here

	1,2
	Use during post-award planning and preparation  phase
	On going
	

	Contractor-provided PDF brochure
	Succinct reference to product specifics, goals and benefits
	1,2
	Users to receive at training
	On going
	

	High traffic area kiosks (e.g.,  cafeteria)
	Have available to Agency employees along with other reference materials
	2, 3
	Start when first part of Agency deploys
	On going
	

	Agency Intranet
New employee packet (PDF)
	Create a PDF new employee packet for helping new employees with an introduction to travel services
	2,3
	Upon hire
	On going
	

	Email Contact List
	To be used by the Communication Lead to keep all super users posted on the different release of information and messaging
	1,2,3
	Immediately
	On going
	

	Town Hall briefing 
	Via teleconference or videoconference, 30 minutes to promote product and answer questions
	1,2
	2 weeks prior to deployment
	On going
	

	Regional conferences and meetings
	Promote product, answer questions and share lessons learned
	1,2
	As scheduled
	On going 
	



5.3  	Core messages and vehicles for specific audiences: Transition Team and Travel Offices of Agency Operating Divisions
The agency’s core transition team may include the following messaging when communicating to travel offices of agency operating divisions and within the transition team.
· ETS2 is more flexible and configurable to match Agency workflow
· ETS2 offers more administrative tools for integrating travel policy and custom messaging in the workflow 
· ETS2 improved usability means less training is required, resulting in reduced costs for training and help desk support
· ETS2 creates more transparency, data standardization, and better reporting for more proficient travel management
· Additional agency-specific messaging that is important for these audiences.


Table 3: Potential Vehicles for Communicating to the Transition Team and Travel Offices of Agency Operating Divisions

	Vehicle-tactic
	Purpose/Content
	Communication Phase(s) of Deployment
	Timing
	Frequency
	AGENCY
Responsibility

	Email distribution
	Two-way communication vehicle between agency ETS2 Transition Team and Travel Managers in agency sub-organizations to provide updates, information, or links.
	1,2
	Before Kick-Off Meeting
	Periodic
	<To be filled in by AGENCY>

	Teleconferences
	Provides opportunity for the Transition Team to work on transition planning and implementation “in real time” with Travel Managers in agency sub-organizations.  Frequency may need to increase prior to pilot implementation.
	1,2
	After Kick-Off Meeting
	Monthly
	

	Online community
	Facilitates communications between transition team members by establishing a repository for team information and communications.  
	2,3
	Before Kick-Off Meeting
	Ad-hoc
	



Table 4: Potential Vehicles for Transition Team Communication

The agency’s core transition team may consider the following communication tactics for managing communication within the core transition team.

	Vehicle-tactic
	Purpose/Content
	Communication Phases of Deployment
	Timing
	Frequency
	AGENCY
Responsibility

	Presentation template
	Template used for all presentations.  
	1,2
	Before Kick-Off Meeting
	Periodic
	<To be filled in by AGENCY>

	Lessons learned
	Meeting for each project team after delivery of critical milestones to discuss what went well, what could have gone better, and what to do differently next time.  The Team will then communicate its lessons learned to the E-Gov Travel Team. 
	2,3
	Within 2 weeks after critical milestone
	Quarterly
	

	Interactive Community
	Use available web-based community tool with real-time chat or forum capabilities and document storage that the team can use while travelling.  
	1,2
	Before Kick-Off Meeting
	Periodic
	

	Team library
	Repository for hard copies of communications, such as newsletters and presentations.   
	1,2,3
	Before Kick-Off Meeting
	Monthly
	

	Monthly status reports
	Monthly status report that provides the status of the Agency E-Gov Travel Team. 
	1,2,3
	After Kick-Off Meeting
	Monthly
	

	Team meetings
	Forum to share knowledge, status, and to promote coordination.  
	1,2,3
	After Kick-Off Meeting
	Weekly
	





5.4 	Core messages and vehicles for specific audiences: Agency Senior Executives

· ETS2 builds upon ETS1 to improve the delivery of travel services to federal travelers
· ETS2 provides optimized supply chain leverage and strategic sourcing resulting in total travel cost reduction
· ETS2 reduces customization, improves standardization resulting in higher efficiencies
· ETS2 achieves a robust, transparent data management environment, and drive data-driven policy performance
· ETS2 brings Government-wide security management and the highest level of security with best risk management
· ETS2 reduces cost for Certification and Accreditation (C&A) by eliminating need for C&A at the agency level
· Additional agency-specific messaging that is important for this audience

Table 5: Potential Vehicles for Communicating with Agency Senior Executives 

	Vehicle-tactic
	Purpose/Content
	Communications Phases of Deployment
	Timing
	Frequency
	AGENCY
Responsibility

	Stakeholder briefings
via web conferences or live meetings
	Briefing designed to involve key stakeholders in the deployment by giving them information on status, future schedule, successes in the rollout, and soliciting feedback.  
	1,2
	Started
	Periodic
	

	Document distribution
Via online community or email
	Final team deliverables provided to stakeholders and partners as a way of informing them of team activities.  
	1,2,3
	
	On going
	



	


6. 	Agency Communication-Related Roles and Responsibilities
To ensure team cohesiveness and accountability, it is extremely important that the relationship between the various individuals and groups involved in the ETS2 transition are well defined.  To have a successful deployment of ETS2 all members of the transition team must communicate effectively.  It is especially important that agencies assign a communications lead for transition and deployment. Some other members of the transition team will also take a leading role in communications.  These team members are listed below with a brief description of their communication-related responsibilities.  The responsibilities highlighted in this document are also included in Section 2.2 of the Transition Planning Guide which details all key roles and responsibilities.   
Executive Champion
Support of the ETS2 Transition at the Agency executive level is essential to ensure a smooth transition.  The Agency Executive Champion’s communications responsibilities include, but are not limited to, the following:  
a) Provides visible support and advocacy for the agency’s transition to ETS2
b) Builds widespread commitment and support for the initiative
c) Assesses and mitigates cultural resistance that could impede success
d) Resolves internal issues related to ETS2 transition and adoption
a) Communicate and collaborate with the Executive Champions at other agencies through one-on-one contact, through forums such as GSA’s Travel Programs Executive Governance Council (EGC), or via the online community managed by GSA’s ETS2 PMO.

Transition Manager/Team
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 during transition efforts.  The Transition Manager and Team’s communication responsibilities include, but are not limited to, the following:

a) Assesses the current environment focusing on important change factors, such as the impact changing processes will have on existing skills and competencies
b) Provides recommendations around change management issues such as job roles, policy changes, customer training and support
c) Manages the transition, customer preparedness, and communication efforts within the agency with support from the ETS2 PMO
d) Develops a communications strategy/plan for stakeholders and customers (managers, travel arrangers, travelers)
e) Manages relationships with executive-level stakeholders within the agency
f) Identifies and documents potential barriers to success, actions to mitigate anticipated problems, and outcomes
g) Contributes to the Transition Manager’s monthly progress reports to GSA’s E-Gov Travel PMO
h) Communicate and collaborate 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. 
[bookmark: _Toc44923107][bookmark: _Toc48704932]Business Process Reengineering (BPR) Lead 
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 ETS1 and ETS2, respectively.  Communication responsibilities include, but are not limited to, the following:
a) Reviews current agency travel policies and anticipates changes that may be needed in ETS2
b) Assesses the impact on current policies and procedures (gap analysis)
c) Determines changes in job roles and responsibilities due to any new travel procedures
d) Updates policies and procedures to improve and streamline travel processes for the “to be” state
e) Communicate and collaborate 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
[bookmark: _Toc44923109][bookmark: _Toc48704933]
Communications Lead
The Communications Lead will ensure that an agency’s communications strategy is in place during the transition to ETS2.  Communication 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 the release of the communication tactics, which may involve coordination with the agency’s headquarters communication office
d) Uses the messaging in this 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 contractor 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
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.  Communication responsibilities of this individual include, but are not limited to, the following:
a) Develops the agency’s change management plan for agency-wide transition to ETS2
b) Defines and executes a training plan to support agency employees
c) Conducts a training needs analysis
d) Identifies what training materials the  ETS2 contractor has developed that may support Agency training efforts
e) Designs and supports end-user feedback sessions
f) Analyzes and communicates information collected from end-user feedback sessions
g) Communicate and collaborate 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 ETS PMO.
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7.       Duration
The tactics listed in this communication plan are recommended for pre-deployment through the first 12 months of ETS2 deployment in an agency.  As users become familiar with ETS2 functionality enhancements, monthly or quarterly updates or ‘tips’ on how to best use ETS2 will be needed.  This plan is intended to guide the communication effort through the traveler’s introduction, acceptance and use of ETS2.

8.	Performance Measures
Performance metrics are a key input into the feedback process to gather qualitative and quantitative data in an objective, systematic process.  To penetrate the audience, frequency of communicating the ETS2 messages needs to be high.  Establish performance measures around:
· How many agency travelers are contacted in a month regarding ETS2
· How many tactics are used?  Utilized different tactics because audiences vary in how they retain information and to what level they are comfortable with technology
· Level of inquiries regarding ETS2
· Staying on track with the agency’s transition schedule
· Number of Website hits per month 
· Number of communications to each target audience per month
· The number of messages sent to the Agency E-Gov Travel communications email box
· The number of Agency E-Gov Travel communications email box messages that are acted upon

9.	Additional Resources
Utilize materials and resources made available by the selected ETS2 contractor.  The ETS2 PMO Customer Service Representatives are available to assist with agency-specific communication tactics.  

10.	Budget
It is anticipated that each agency will leverage existing communication vehicles that are supported by existing budgets; however, some newer vehicles (e.g., webinars, regional town hall meetings) may require that additional budget be allocated.
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