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ETS2 Pre-Deployment Communication Checklists

General Communication
The Communications Lead (CL) should ensure that an agency’s communications strategy is in place during the transition to ETS2. The following tasks should be started by the Communication Lead at least three months before deployment noting that agency travelers should receive their first communication about ETS2 between two and three months before they are scheduled to use ETS2.
There are two fundamental messages that should be communicated:
a) What new features and functionality will be available with ETS2 and how they will benefit each audience
b) When the transition to ETS2 will happen and what is expected in terms of preparing for transitioning to ETS2

	#
	Task
	Complete?

	1.
	CL should schedule meeting with agency Communications Director or designee to determine agency communication policy, tactics, strategy (does communication go out from a central office or does each bureau distribute) and scheduling.
	

	2.
	Based on your agency’s method of communicating with its employees (centralized or decentralized) determine if you are going to need leads in each of your bureaus.  If yes, assign them and determine a time to meet for a kick-off meeting and then the best method to have regularly scheduled briefings.
	

	3.
	Meet with your selected ETS2 vendor and determine what communications products (brochures, posters, etc.) they plan to provide.  Find out if there is a cost to your agency for the ETS2 vendor to provide these materials.  Also, find out the quantity they will make available and how long it will take for the materials to be delivered. It may be easier and more cost effective for them to deliver materials to your regional offices than to headquarters.
	

	4.
	Discuss with your vendor special communication needs your agency may have (e.g.,  upcoming agency-wide event that you can utilize to communicate ETS2 information) and find out what support the vendor can provide, if materials already exist, and if there is any cost to the agency.
	

	5.
	With these meetings and information gathering done, select which methods (tactics) you will use to communicate ETS2 to your audiences (Travelers, Senior Executives, etc).  Pick about five (5) tactics that you know have been most successful in communicating with your different audiences.  For example, your agency’s intranet, online community, newsletter, town hall meetings, flash email etc.  It is recommended that you use each tactic at least once a month and use the core messaging that the PMO has developed (refer to Agency ETS2 Communications Plan Guide and Template. The ETS PMO CL is always available to assist with editing.
	

	6.
	Three communications phases have been outlined in the Agency ETS2 Communications Plan Guide and Template and repeated below. For communication to be effective, it must satisfy the specific needs of each stakeholder group or target audience throughout deployment.   As individual or group needs vary over time, so must the communications.  Project phases represent stages in the project when fundamental changes in perception occur for some or all stakeholder groups.  Communication phases directly relate to deployment phases.  
	



Communications Phases of Deployment
(From Agency ETS2 Communications Plan Guide and Template)

	
	Planning & Preparation
	Transition & Feedback
	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 Goals
	· 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 



You are now ready to develop your agency’s communications schedule.  Your communications schedule should align with your deployment schedule. The communications schedule should include:

· Bureaus
· Dates Bureaus deploy
· List your five communication tactics next to each audience within each bureau
· Dates when communication will start and the dates they will repeat
· When content must be submitted for your tactic to run on time
· Indication of when tactics/messaging change as the bureaus go from the planning & preparation phase to transition & feedback and then full deployment 

Be sure to stick to the schedule.

Whether your agency’s communications approach is centralized or decentralized make sure to provide a mechanism for feedback.  This will be unique to your agency and the PMO can assist you based on government-wide agency experience.


Change Management and Training

The Change Management and Training Lead will ensure that an agency’s change management and training strategy is executed during the transition to ETS2.  The following communication-related tasks should fall under the responsibility of this Lead:


	#
	Task
	Complete?

	1.
	Conduct a competency assessment to determine the gap that exists between how your agency travelers currently book their travel on ETS1 vs. ETS2.

	

	2.
	Determine what level of training support your agency contracted for with your selected ETS2 vendor.

	

	3.
	Meet with your selected ETS2 vendor to confirm its understanding of your training needs and to review the vendor’s curriculum.  Request edits to the curriculum if you find it necessary to better serve your agency.  

	

	4.
	Confirm what online training environment, supplemental training materials and/or help desk support the ETS2 vendor is providing.  Also, confirm your deployment schedule with the ETS2 vendor and request a schedule from vendor of all training events to support your agency’s deployment.

	

	5.
	Make sure there is an agency representative at the training sessions to introduce any new policy changes to the travelers and also familiarize vendors with changes. 

	

	6.
	Coordinate with your CL so both know when all classes are scheduled.  Training is a good opportunity to communicate the benefits of ETS2 and to stress the importance of customer feedback.  

	

	7.
	Develop a Quick Reference Guide as a PDF with the help of your ETS2 vendor.  This can be handed out at training and also made available to travelers online for download.

	

	8.
	Determine how you are going to alert travelers when they are scheduled for training.  Coordinate this with your CL.  Notify your travelers staring one month before training.  Send them at least 2 notifications and require a confirmation back from them.

	

	9.
	Ask for feedback after training classes in an effort to update and enhance the curriculum.
	



Business Process Reengineering

The Business Process Reengineering Lead should have a thorough understanding of ETS2 and understand how ETS brings together government-wide travel services and Federal Travel Regulation policies.  The following communication-related tasks should fall under the responsibility of this Lead:


	#
	Task
	Complete?

	1.
	Meet with your agency’s Policy Director and ETS2 Transition Manager to clarify your agency’s current internal travel policies.  


	

	2.
	Determine if there are agency specific needs such as security or ETS2 driven changes that would necessitate your travel policies to be updated. GSA’s Office of Governmentwide Policy also can assist you.  Contact the ETS PMO to arrange that support.

	

	3.
	If your agency’s travel policies do need to be updated, find out what the process entails and the timeframe required. Changing/updating policies in an agency can take time so if changes are needed start the process immediately.  Your agency’s Policy Director can advise you on the procedures and timeframes.


	

	4.
	Once your agency’s travel policies have been updated, establish a policy section on your agency’s intranet to assist travelers.  Notify travelers when the policy section is live.
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