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1. [bookmark: _Toc306358971]Introduction
1.1. [bookmark: _Toc306358972]Background
The E-Gov Travel Service (ETS) is a required program for all civilian, executive branch agencies.  It is required for use by federal employees when planning and submitting expenses for official business travel.  The ETS master contracts (which are managed by GSA) are due to expire on November 11, 2013.  As a result, GSA has embarked on the acquisition of E-Gov Travel Service 2 (ETS2) and is working closely with its agency customers to begin planning for transition from E-Gov Travel Service 1 (ETS1) to ETS2.  While work is underway to extend the ETS1 master contracts to provide agencies with more time to transition, each agency should be attempting to complete its transition on or before November 11, 2013 in the event ETS1 extension agreements are not reached.
1.2. [bookmark: _Toc306358973]Purpose
GSA and its agency customers achieved many successes and captured many lessons learned while implementing ETS1.  The purpose of this guide is to leverage these to ensure a smooth transition for every federal agency and their travelers from ETS1 to ETS2. To facilitate meeting this objective, the GSA PMO has drafted guidance, templates with user guides and checklists to assist agencies with ETS2 transition.  It is intended that using these resources along with consulting the GSA PMO, will aid in agency’s transition to the next phase of managed travel services, ETS2.
1.3. [bookmark: _Toc306358974]Scope
This document is intended to guide and support agencies before, during and after their transition to ETS2.  It explains who the key stakeholders are and their relationships with one another.  It also identifies and describes the tasks and resources required for planning and executing the transition and provides guidance for capturing lessons learned after deployment.  This document covers the full spectrum of ETS2 transition considerations, including (but not limited to):
	· Transition roles and relationships
· Project team resource allocation
· Budgeting
· Stakeholder communications
· Deployment strategy
	· ETS2 acquisition strategy
· Business process redesign
· Integration with business systems 
· Tier 1 Help Desk strategy
· Training strategy



2. [bookmark: _Toc306358975]Transition Roles & Relationships
2.1. [bookmark: _Toc306358976]Agency 
Each agency must develop and manage their master project plan and the project’s cross-functional matrix team consisting of agency personnel, the current ETS1 contractor, the ETS2 contractor, and the current and/or successor Accommodated Travel Management Center (ATMC) (if applicable).  
Because each agency bears ultimate responsibility for its successful transition to ETS2, it is critical that sufficient financial resources are allocated, and skilled personnel are identified to lead and execute the transition plan.  In order to be successful, each agency must set up its internal project team consisting of a dedicated project manager augmented by subject matter experts from impacted areas of the organization.  Please refer to the agency Roles & Responsibilities (Attachment 1) for a more detailed explanation of each agency team member’s role and responsibilities.
2.2. [bookmark: _Toc306358977]ETS2 Vendor 
It is expected that the ETS2 vendor will take a very pro-active role in working cooperatively with the agency and its other contractors to ensure a timely and smooth transition.   The ETS2 vendor’s responsibilities will be defined by the GSA ETS2 Master Contract and the agency’s Task Order.  These responsibilities include tasks such as:
· Identify an implementation team, providing initial and ongoing account management
· Host an agency kick-off or planning meeting for transition project stakeholders
· Provide implementation support services required to establish agency-specific configuration and operational readiness 
· Provide web-based and/or classroom training to agency personnel
· Provide configuration and technical support to agency personnel as they integrate ETS2 with other agency business systems
· Provide regularly-scheduled conference calls with agency and E-Gov Travel PMO representatives throughout the agency’s transition project
· Document the agency-specific configuration established for ETS2 during implementation activities at that agency in an ETS2 Implementation Report
2.3. [bookmark: _Toc306358978]ETS1 Vendor 
The ETS1 vendor is required by its GSA Master Contract to continue to perform to high standards of customer service throughout the transition project.  An anticipated modification to the Master Contract will also require the ETS1 vendor to provide certain transition-out services to an agency if the agency chooses to order them.  While an ETS1 vendor may express willingness to engage directly with an ETS2 vendor during the transition project, it is more likely that the ETS1 vendor will expect the agency to play a “middle man” role when conducting meetings and/or transferring documents or data from one vendor to the other.  This is reasonable, given that no contractual relationship exists between the two vendors.
2.4. [bookmark: _Toc306358979]Accommodated Travel Management Center (ATMC) (if applicable)
If an agency procures its TMC services outside of the ETS2 Master Contract and associated Task Order, then the agency will be responsible for ensuring that its ATMC is brought into the ETS2 project as a stakeholder and for the performance of the ATMC as a project participant.  By Master Contract, the ETS2 vendor is required to provide the services necessary to integrate with an agency’s ATMC.   If the ATMC Task Order is off of GSA’s Travel Services Solutions (TSS) schedule, then the ATMC is also required to integrate with the ETS2 vendor’s service.  If an agency procures TMC services directly (e.g., through a full and open competition), then the agency may need to modify its Task Order with the TMC to ensure that it works cooperatively with the ETS2 vendor on integration for the transition.
2.5. [bookmark: _Toc306358980]GSA E-Gov Travel PMO Role
Since GSA holds the Master Contract for ETS2, the E-Gov Travel PMO can play an invaluable role in supporting agencies during transition.  By leveraging the lessons learned during the ETS1 migration, GSA can help agencies throughout the planning and execution phases of the project.  Some of the services that GSA provides, and that agencies have benefited from in the past, include:

	· Customer Service Representative support, including issue resolution
· Monthly GSA-sponsored transition planning and user group meetings 
· Guidance on master contract requirements
	· Review of agency RFP and Task Order prior to issuance
· Review of integration specifications and affiliated security documents 
· Participation in agency transition meetings



From both an agency-specific and government-wide perspective, GSA will monitor the ETS2 vendor’s performance during transition and take corrective action if and when required.


3. [bookmark: _Toc306358981]ETS2 Transition Process
3.1. [bookmark: _Toc306358982]Transition Pre-Award Planning
Due to the length of time that it may take for an agency to transition to ETS2, it is imperative that each agency begin planning for transition now.  There are many steps in the planning process where performance is not contingent upon a GSA ETS2 award being in place.  The following sections describe those steps. 
3.1.1. [bookmark: _Toc306358983]Resource Allocation
3.1.1.1. [bookmark: _Toc306358984]Budget Planning
To manage a successful transition to ETS2, the primary focus for agencies should be to develop a comprehensive budget plan for efficiently utilizing their resources.  In order to accomplish this goal, all agencies must, 1) identify all new funding requirements, and 2) identify all ETS2 implementation costs.  Based on the current fiscal climate, each agency should carefully plan by taking into consideration changes from previous period travel and IT budgets.  Proper budget planning will allow each agency to achieve its unique organizational goals and objectives with little or no service impacts.  
3.1.1.2. [bookmark: _Toc306358985]Transition Team
In order to successfully transition to ETS2, each agency must set up its internal project team, consisting of a dedicated project manager augmented by subject matter experts (SMEs) from impacted organizations in the agency.  


This team should be identified and allocated as early as possible in the planning cycle so that all SME contributions can be captured in the project plan.  Please refer to agency Roles & Responsibilities (Attachment 1) for a more detailed discussion of the agency transition team, its members and their roles and responsibilities. 

3.1.2. [bookmark: _Toc306358986]Agency-wide Transition Approach
3.1.2.1. [bookmark: _Toc306358987]ETS1 Transition-out Strategy
When planning for agency’s transition from ETS1 to ETS2, the ETS2 Master Contract modification language; sections C, D, E, and F and new CLINs added to section B will be the agency’s vehicle to order transition support services (Section 3.2.2) and ensure a successful transition to the chosen ETS2 vendor. ATMC and GSA E-Gov Travel PMO Roles (Sections 2.4 and 2.5) are key components in preparing an agency for the process and budget planning aspects of a successful transition.  To fully determine an effective transition strategy, the following considerations are vital: 

· ETS2 Deployment Strategy – Phased or “Big Bang” (Section 3.1.2.2)
· Project Management Schedule (Attachment 5)
· Development of ETS2 Transition and Communication Plans (Attachment 6)
· Obtaining agency setup/configuration data from the current ETS1 vendor
· ETS2 Systems Integration (e.g., Financial Management Systems (FMS))
· Travel Management Center (TMC) Transition (e.g., TMC-to TMC transfer of existing bookings, CBA Reconciliation)
3.1.2.2. [bookmark: _Toc306358988]Deployment Strategy
There are two deployment strategies to consider when planning an agency’s ETS2 Implementation.  A “Big Bang” approach will plan for and deploy ETS2 to the agency’s entire community in one scheduled deployment.  An alternative to one deployment is a series of phased deployments to specific organizations or regions.  When determining the best approach, consider the following: 
· Size of agency and number of sub agencies
· Impact of a large, one time deployment vs. managing an agency on two different systems as the phased deployments complete
· Any specific functionality that sub agencies may require, that the other agencies do not, may cause different timelines for deployment
· Possibility of managing different TMCs through the deployment phases
· Consideration to the agency/sub agencies high volume travel time periods
· Helpdesk’s ability to manage two (2) different systems during a phased deployment; or an elevated number of issues due to a Big Bang deployment 
3.1.3. [bookmark: _Toc306358989]TMC Strategy
Agencies should establish a plan of action to evaluate the various TMC approaches, such as maintaining the same TMC agreement support or TMC consolidation.  Travel Services should meet and/or exceed the unique customer agency needs and may be provided via an Embedded TMC and/or in conjunction with an Accommodated TMC.  Agencies have the option to use an Accommodated TMC from Schedule 599, Special Item No. 599-2 and 599-1000 for Travel Agency Services.  Consider the support of a federal travel policy expert to incorporate Federal travel regulation requirements in the TMC Service to address travel policy compliance, accurate entitlement calculations and reporting. See Section 2.4 and GSA Solicitation Section D. 28 Performance Incentive SLA-3 for Small Business TMC Subcontracting.

3.1.4. [bookmark: _Toc306358990]Integration Strategy
Developing a strategy for integrating ETS2 with agency financial and business systems is vital to reaching the anticipated benefits of ETS2. To expedite the work, ETS2 provides a list of standard data elements in Attachment 14 of the ETS2 solicitation. Agencies have the option of reusing their existing interfaces (potentially the lowest cost and quickest option) or building new ones (if needed to improve the functionality of the interface). Options range from daily batch file exchanges to real-time messaging between ETS2 and agency systems.  Agencies should consider the pros and cons of each integration approach including the cost, time and resource hours it may take to deploy them.
3.1.4.1. [bookmark: _Toc306358991]Financial System
Citing the desire to minimize cost, lower risk and accelerate implementation, many agencies plan to replicate their existing ETS1 integrations when they deploy ETS2 by leveraging their ETS1 interface specifications.  Other agencies plan to build new integrations in order to benefit from new capabilities available in ETS2 and/or their financial systems (e.g., using web services to perform real-time funds checks).  Regardless of the approach, it is important to be sure that the ETS2 integration timeline includes task dependencies for any planned or forecasted changes to the agency financial system(s).
3.1.4.2. [bookmark: _Toc306358992]Business Systems
Agencies should identify any non-financial business systems that they currently have integrated with their ETS1 vendor or may want to integrate with their ETS2 vendor (e.g., human resource systems, foreign approval systems).  Integrating these systems with ETS2 could reduce manual data processes and streamline data transfer as well as consolidate existing business systems moving forward.
3.1.4.3. [bookmark: _Toc306358993]Authentication
In Memorandum M-04-04, “E-Authentication Guidance for Federal Agencies”, OMB requires federal government agencies to ensure that authentication processes provide an appropriate level of assurance based on risk assessment. Accordingly, ETS2 will support various means of authentication including strong password and multi-factor authentication with government issued Personal Identity Verification (PIV) cards.  NIST Special Publication 800-63, “Electronic Authentication Guidance” and OMB M10-15 provide specific, updated guidance and policy on authentication and are a good resource for agencies.  Additionally, the ETS2 ISSO is available for consultation on specific requirements and implementation guidance.
3.1.5. [bookmark: _Toc306358994]Tier 1 Help Desk Strategy
When planning an agency Tier 1 Help Desk strategy, agencies should understand how the ETS1 Help Desk was utilized and what services the Tier 1 Help Desk should provide. The Tier 1 Help Desk should be used to resolve most day-to-day issues that users may experience. These include user access issues, assistance with document creation and/or completion, guidance on agency specific policies, assistance with local IT network outages and providing users with POC’s within their organization. 
For issues that require additional research, the Tier 1 Help Desk has the ability to escalate issues to the vendor’s Tier 2 Help Desk.  Only the Tier 1 Help Desk and Federal Agency Travel Administrators (FATA’s) are able to contact the Vendor’s Tier 2 Help Desk to escalate issues that Tier 1 cannot resolve.  Without a Tier 1 Help Desk in place, agency FATA’s would be the focal point for agency Tier 1 Help Desk issues.  Using FATA’s in this manner may create a bottle neck of issues, strain resources and cause user frustration if not properly managed.  To ensure a streamlined and efficient issue resolution process, a Tier 1 agency Help Desk is highly recommended and should be planned for prior to implementation of ETS2. 
3.1.6. [bookmark: _Toc306358995]Security Strategy
ETS2 security requirements and compliance strategies will be overseen by the ETS2 E-Gov Travel PMO.  Operationally, ETS2 vendors will be responsible for implementation of security requirements with the ETS2 E-Gov Travel PMO Information Systems Security Officer (ISSO) acting in a consultative capacity regarding these requirements.  Additionally, the ETS2 vendor will be responsible for selecting and funding the third party assessor engaged to conduct the Security Assessment portion of the Authorization (A&A) process which results in an Authority to Operate (ATO).
ETS2 will be assessed and managed at a Moderate risk level and the ETS2 E-Gov Travel PMO ISSO will be the primary point of contact regarding security information, including but not limited to the following:
· Access to security documentation (e.g. when requested by auditors)
· Technical subject matter expertise
· Analysis of specific risks and vulnerabilities
· FISMA and other compliance matters
 If supplemental security services are required by the agency, these can be negotiated at the task order lever with ETS2 vendors and with the support of the ETS2 E-Gov Travel PMO as necessary.
3.1.7. [bookmark: _Toc306358996]Procurement Strategy
The strategy utilized for each agency will be in accordance with the Federal Acquisition Regulation (FAR) 16.505(b) “Orders Under Multiple Award Contracts-Fair Opportunity”.  To assist agencies in the task ordering process, GSA will begin with the development of a comprehensive and easy to use task ordering guide.  This guide will describe, step-by-step, the process necessary to complete a successful task order off the ETS2 Master Contract.  In conjunction with the distribution of this task ordering guide, GSA will develop comprehensive task order training workshops and recommends that all transition personnel attend, including appropriate contracting office staff.  These ETS2-specific workshops or “boot camps” will be provided at an agency’s request and will fully demonstrate the steps needed to successfully award the ETS2 task order, on time, and with a reduced risk for protests.  The “boot camps” will cover all appropriate task ordering topics from defining and developing the technical requirements up to and including the evaluation and award.  They will highlight the common “do’s and don’ts” of task ordering and discuss the lessons learned from previous fair opportunity acquisitions, including ETS1.  This training will bridge each agency and their contracting office, supporting a smoother overall task ordering process.
Another option available is to use GSA for Task Order procurement services.  In this capacity, GSA will act as the contracting element and conduct“Fair Opportunity” procurement on behalf of the specific agency.  In this scenario GSA will work hand in hand with the requesting agency to ensure a successful acquisition.  It is important to note that there may be a fee for this service.
3.2. [bookmark: _Toc306358997]Transition Post-Award Planning & Preparation
Once GSA has issued its award(s), each agency can begin its acquisition process.  Concurrently (and if not completed already), the agency “As Is” business processes can be captured for input to the Business Process Redesign effort (if applicable).  In the course of completing the steps listed below, each agency should look for ways to shorten its transition schedule through concurrent (vs. sequential) execution.
3.2.1. [bookmark: _Toc306358998]ETS2 Vendor Selection & Task Order
Once the ETS2 master contract is awarded, each agency must undergo a vendor selection and task ordering process. If a dual-award is made, each agency is required to provide a “Fair Opportunity” to both vendors.  It is recommended that each agency define its objectives, conduct vendor interviews and ETS2 demonstrations to clearly understand the vendor solution, determine appropriate implementation service levels, and understand and negotiate pricing structures before entering into a Task Order with a vendor.  Fair competition is not necessary for a single award outcome; however pricing for specialized requirements can and should be negotiated.   Refer to Attachment 9 for full details regarding the ETS2 task ordering process and Section 3.1.7 for Procurement Strategies.
3.2.2. [bookmark: _Toc306358999]Ordering ETS1 Transition Services
As of October 17, 2011, GSA and the ETS1 vendors are in the process of negotiating modifications to their master contracts to include mandatory requirements and pricing for ETS1 transition-out services.  These services include, but are not limited to, project management, data output files, TMC transition, and integration consulting that may be needed by an agency to support transition to ETS2.  Each agency has the option to order one or more of the transition-out services but is not required to do so.  Please refer to the ETS1 Transition-out Task Ordering Guide (Attachment 8) for more information.
3.2.3. [bookmark: _Toc306359000]Transition Project Management
3.2.3.1. [bookmark: _Toc306359001]Transition Plan
The purpose of the Transition Plan is to provide a detailed roadmap of the tasks, task dependencies, resources and effort/time it will take to successfully transition from ETS1 to ETS2.  At a very high level, the plan must address (at a minimum):
· Acquisition			
· Communications
· Project Planning
· Business Process Review
· Implementation and Configuration
· Integration to agency business systems
· Help Desk
· TMC Services
· Training
· Launch and Roll-out
Please refer to the Transition Checklist (Attachment 12) and the MS Project Transition Schedule Template & Guide (Attachment 5) for more information.
3.2.3.2. [bookmark: _Toc306359002]Project Schedule
Agencies should develop a project schedule for the ETS2 transition based on their timeline needs.  The schedule should track the tasks needed for a successful deployment, as well as resources and costs for financial tracking.  Schedule templates for use and guidance have been provided in the MS Project Transition Schedule Template & Guide (Attachment 5).
The MS Project template is aligned with the Software Development Life Cycle, with tasks organized around Planning, Requirements, Design, Development, Testing and Deployment.  The schedule begins with the ETS2 award and ends after ETS2 implementation activities are complete. 
Agencies will need to add and delete tasks as necessary based on their unique requirements and internal processes, as well as update task durations and dates.  Simple logic has been put in place in the predecessor column but may need to be updated based on the individual agency’s needs.   Milestones are depicted by the blue and italicized fonts.  These milestones help track accomplishments as the ETS2 transition progresses. 
Resources can be tracked in the Resource Name column.  This will assist in identifying team members’ workload and responsibilities.  Resource loading of the project schedule with labor rates and hours will also assist in budgeting and cost tracking for each task or phase of the project. 
Prior to deploying ETS2, the schedule has placeholders for Communication and Training activities that the agencies may choose to implement.  Examples are included as suggestions and can be edited based on each agency’s communication and training plans. The schedule templates are currently in MS Project 2007 but can be provided in MS Project 2003, 2010 or MS Excel if requested.
3.2.3.3. [bookmark: _Toc306359003]Progress Reporting
ETS2 implementation progress should be tracked against the project schedule and transition plan in an easy to read progress report.  A template has been provided for reference in the ETS2 Reports Templates & Guide (Attachment 11) that can be tailored based on agency needs.  The progress report should clearly show how the status of the project is doing compared to the plan so that deviations can be addressed.
3.2.3.4. [bookmark: _Toc306359004]Project Controls
Implementing project controls into ETS2 planning will assist in risk mitigation as well keeping stakeholders informed and supportive.  Plans should be drafted to address the management of the areas described in the sections below.
3.2.3.4.1. [bookmark: _Toc306359005]Stakeholder Management
It is important to begin thinking about stakeholder management early in the transition planning stages.  Managing stakeholders means promoting and coordinating the flow of information to and from stakeholders and is important for gaining buy-in from all audiences during all phases of ETS2 transition and deployment.  Stakeholders will need to be managed through appropriate communication targeted specifically for their level of involvement in ETS2 implementation.  
More information about recommended change management communication and activities is included in the Agency ETS2 Communications Plan Guide and Template and the Pre-Deployment Communications Checklists document (Attachment 6).
3.2.3.4.2. [bookmark: _Toc306359006]Performance Management
It is advised that agencies plan for and incorporate quality and performance management into their processes during transition.  For example, the Help Desk and other transition team employees will need to be prepared to handle an increased volume of user calls during the transition period and it is important to apply quality and performance metrics to all of these interactions; this will create a positive user experience from the start.  It is the responsibility of the Transition Manager or ETS2 Lead to determine how performance will be measured and that it is effectively communicated to the team up front. Performance goals should be set at the onset of transition and may include goals such as; ensuring all help desk calls are answered within a certain time, completing implementation on time or early and finding ways to reduce cost without impacting production.
3.2.3.4.3. [bookmark: _Toc306359007]Financial Management
Financial controls should be determined by contract type and vehicle.  The Transition Manager will establish a cost management mechanism that will ensure the ETS2 transition project stays within the budget specified by the Executive Sponsor. The successful deployment of ETS2 will depend in part on an agency’s ability to prioritize activities that have a financial impact on the project, and to keep these high priority activities fully funded.   
3.2.3.4.4. [bookmark: _Toc306359008]Risk Management
In order to be prepared for the inevitable “challenges” that are sure to present themselves during the course of the ETS2 transition project, it is important to anticipate and document risks as well as potential mitigation strategies.  This will enable the project team to be aware of their potential and to have responses ready.  Please refer to the Transition Risk Management Tool & Guide (Attachment 7) for more information.
3.2.3.5. [bookmark: _Toc306359009]Communications Plan
Each agency should develop a comprehensive communication plan in order to effectively manage communications with stakeholders as ETS2 transition unfolds.  Consistent and frequent messaging during the various phases of transition is critical for a successful transition.  Furthermore, messaging and communication vehicles should be tailored to communicate effectively with different audiences from travelers to senior executives.  For detailed recommendations around developing a communications plan, please refer to the Agency ETS2 Communications Plan Guide and Template (Attachment 6).
3.2.3.6. [bookmark: _Toc306359010]Training Plan
Agencies should define the scope of training and choose the training package that is most suitable for their users. Since training for the new system will commence about 30 days prior to implementation (“Just in time”) planning will be critical. The first step in the planning process is to determine the geographical locations and type of training the agency will require based on their individual culture, demographics, and size. The ETS2 vendor will be responsible for developing training curriculum, which could be conducted as computer based tutorials, instructor-led classes, and train-the-trainer, and should be tailored for all user roles.  Agencies should factor into their training plan the implementation of the Tier 1 Help Desk, for more details see Section 3.1.5.
3.3. [bookmark: _Toc306359011]ETS1 Transition-out/ETS2 Implementation

3.3.1. [bookmark: _Toc306359012]Kick-off Meeting
The Kick-off Meeting is the first pre-deployment meeting between the customer agency and the ETS2 Vendor. The purpose of the meeting will be to gain a common understanding between vendor and agency of program level travel priorities, transition scope, milestones, deliverables, contract/task order requirements, schedules, and to officially kick-off the implementation phase.  The meeting will also serve as an introduction for agency and vendor team members.   A typical kick-off meeting agenda would include:
· Introduction of Participants and Agenda
· Meeting Goals, Objectives, and Desired Outcomes
· Presentation of Project Scope, Milestones, Deliverables, and draft Schedule or Work Breakdown Structure (WBS)
· Delegation/Assignment of Team Member Responsibilities
· Next Steps
· Q&A Session
3.3.2. [bookmark: _Toc306359013]Transition Team ETS2 Training
After the transition kick-off meeting, but before beginning other transition activities, it is recommended that the project team receive user and administrator training on the chosen contractor’s ETS2 service.  This will greatly increase the team’s ability to make informed decisions during the Business Process and Travel Policy Optimization phases of the project.
3.3.3. [bookmark: _Toc306359014]Business Process & Travel Policy Baseline and Optimization
It is recommended that agencies begin the process of gathering travel data, reviewing the travel business rules in place and travel policy to create the travel baseline.  Agencies should also consider alternatives to optimize the current processes using the results of this analysis.  If an alternative solution would lower costs or provide a performance advantage, the agency should include the alternative(s) in a recommendation to their management.  These actions will support a smooth transition for the agency and vendor(s).
3.3.3.1. [bookmark: _Toc306359015]As-Is Business Process & Travel Policy Opportunity Analysis
Agencies should analyze current business processes and travel policies, focusing on current policies and or requirements related to GSA city pair usage, lowest logical airfare usage, restricted fare usage, expense types, expense justifications, routing chains and approval levels, and required fields (trip details, comments to routing officials, descriptions etc.).  Agencies should consider the following questions when performing their analysis; can agency policies be enforced within ETS2?  Are current policies in line with the FTR?  Do policies seem redundant or cause duplication of effort?  Are current policies clear?  Is there documentation supporting travel policies and business processes?  Is documentation readily available?  Are all users provided with training on agency-specific policies? 
3.3.3.2. [bookmark: _Toc306359016]To-Be Business Process & Modernized Travel Policy
Agencies should update their business processes and modernize their travel policy after completing their “As-Is Opportunity Analysis” and reviewing lessons learned from ETS1.  By updating business processes and travel policies, agencies can optimize the effectiveness of ETS2 and their travel program, and potentially achieve cost savings.  Agencies should create supporting travel policy documentation and make these policies widely available to all users and user roles.  Travelers, preparers and approvers alike should be given thorough training on agency travel policies. 
3.3.4. [bookmark: _Toc306359017]Setup & Configuration
ETS2 will offer a wide range of configurations for agencies to utilize.  Agencies should gather all documentation (e.g., existing system and interface specifications, new business processes, and travel policies) to assist with their specific setup and configuration.  Agencies should leverage any ETS1 data that can be re-used or uploaded into ETS2.  In addition, determining user roles and permission levels is important to this effort.
3.3.4.1. [bookmark: _Toc306359018]TAVS Setup Data
Agencies should utilize existing ETS1 TAVS data such as LOA’s, Organization structure, and user profiles for ETS2 setup.  Agencies can gather this data from ETS1 reports, from agency human resources and financial management systems, or by ordering it through their vendor’s negotiated transition support services. The setup data can be loaded into ETS2 via a mass upload so agencies do not have to manually enter the data. This should make the upload process less time consuming for agencies.
3.3.4.2. [bookmark: _Toc306359019]TAVS and OBE Configuration
Agencies should utilize ETS1 TAVS and OBE configuration as a starting point. Agencies should evaluate current and available functionality (interim vouchers, sponsored travel, blanket travel etc.) when setting up their TAVS configuration. Agencies should also consider new expense items, categories, thresholds, and justifications to accommodate agency travel requirements.  For OBE settings, agencies should evaluate their current policies; e.g., class of airfare service, rental car types, etc. 
3.3.5. [bookmark: _Toc306359020]Integration Development & Testing
Integration development and testing play a key role in implementation since often they are the most time-consuming tasks in a project plan.  Integration development may include not only integration with the agency’s financial system, but also with other agency business systems such as the human resources system (see Section 3.1.4).  During integration development, integration testing should take place at multiple intervals to ensure development and operations are working in sync with one another.  Once integration development is complete, all elements of the system should be thoroughly tested.  These tests should include both functional testing and system load testing.
3.3.6. [bookmark: _Toc306359021]Tier 1 Help Desk Stand-up
Agencies can either establish their own Tier 1 Help Desk or contract the ETS2 vendor to provide a Tier 1 Help Desk for them.  The Tier 1 Help Desk should have dedicated agents to assist users, preferably an automatic call directory (ACD) for directing issues to the proper person/ department, ticket tracking software or at a minimum a dedicated email inbox that the Tier 1 Help Desk has access to.  Ticket tracking software is useful to track type of calls and determine deficiencies in current user training.  The Tier 1 Help Desk should be trained on internal processes and polices and the Help Desk should have direct access to agency FATA’s, agency and or vendor documentation and communications to assist user with issues.  Once the Help Desk is established, agencies should send the Help Desk contact information and primary functions to the entire user population.
3.3.7. [bookmark: _Toc306359022]ETS1 TMC Transition-out Coordination
A fundamental component of the transition from ETS1 to ETS2 is the coordination of the TMC conversion activities.  The majority of TMC-to-TMC transition activities are commercial standard practices and are performed regularly by the TMC provider(s). Examples of key components are:
· Establishing a ticketing process for existing reservations  before transition 
· Transferring the existing un-ticketed reservations to the new TMC provider
· CBA reconciliation support
Refer to Section 3.1.3 and Attachment 14 for TMC transition strategies and how to order TMC transition services. 
3.3.8. [bookmark: _Toc306359023]Pre-Deployment Communication
During the pre-deployment phase of transition, agencies should be focusing on preparing stakeholder groups for the changes that ETS2 will bring.  It is imperative to set expectations about how the transition to ETS2 may impact stakeholders and communicate information on when and how training will be delivered.  Communications should be positive and focus on the benefits that both travelers and government can look forward to.  For recommendations around messaging, frequency of communication and suggested communication vehicles, please refer to the Agency ETS2 Communications Plan Guide and Template (Attachment 6).
3.3.9. [bookmark: _Toc306359024]Deployment Readiness Assessment
Prior to the next phase, it is advised that agencies conduct a deployment readiness assessment to include at a minimum the activities listed below.  This step is important for identifying gaps and outstanding actions necessary to proceed with deployment.  Use the Transition Checklist (Attachment 12) as a reference to ensure that all deployment activities have been completed.
3.3.9.1. [bookmark: _Toc306359025]Validate Setup & Configuration
Agencies should have the ability to upload massive current data using the tools made available in ETS2.  At the end of the contract with ETS1, agencies should request and import from their respective vendors the data files, validate them, and load into ETS2.  This process, if managed efficiently, could save time and financial resources.  It is imperative that each agency outlines the desired system and business rules configurations to be applied in ETS2; this step should be completed during business process review sessions with the vendor.  The ETS2 vendor should provide a comprehensive list of data elements; however to expedite this implementation phase, the agencies should have the data already mapped to their financial system and use this configuration as a baseline.
3.3.9.2. [bookmark: _Toc306359026]Confirm Integration Testing Results and ISA/MOU Approval
Interfaces that support integration of an agency’s business systems with ETS2 will require both functional tests to ensure integrity of data transfers as well as business and technical agreements before the interconnection will be approved to operate.  The following agreements will be the basis for this approval:
Interconnection Security Agreement – An agreement established between the organizations that own and operate connected IT systems to document the technical requirements of the interconnection.

Memorandum of Understanding - A document established between the ETS2 PMO, ETS2 vendor, and the agency to define the respective responsibilities for establishing, operating, and securing a system interconnection.
These agreements will require signatory approval of senior officials acting as or on behalf of the Authorizing Official (AO) for GSA and the Agency.  Additionally, current and valid Authorizations to Operate (ATO’s) must exist for the system to which ETS2 will be connecting.
3.3.9.3. [bookmark: _Toc306359027]Test Tier 1 Help Desk & TMC Communication venues
Agencies should perform tests on both Tier 1 Help Desk and TMC communications once these are established.  For calls, agencies should test all numbers (inbound and outbound calling) provided for both the Tier 1 Help Desk and the TMC.  If there is an ACD system (Automatic Call Directory) that requires users to select prompts, all prompts should be tested and verified to ensure that calls are being directed correctly.  Once all numbers are tested, agencies should test business messages, after hours messages and holiday messages if applicable, to verify they are functioning properly. 
For emails, agencies should perform tests on inbound and outbound emails to verify emails are working properly.   If the TMC is using QC/ticketing software, verify that emails are being generated and are being routed to the correct TMC queue if applicable.  Verify that incoming messages from the TMC are received, the subject lines are accurate and attachments can be accessed.
It is important that agencies file and distribute a list of all Help Desk/TMC numbers and email addresses to their user communities.
3.3.9.4. [bookmark: _Toc306359028]Verify ETS1 TMC Transition-out activities
Tracking TMC transition-out activities is a vital component for agency’s ETS1 to ETS2 changeover.   All TMC transition activities should be tracked and managed using the MS Project Transition Schedule Templates (Attachment 5) and the TMC Transition Checklist (Attachment 14).  Effective use of these documents will allow each agency to account for a successful execution and completion of transition activities.  
3.3.9.5. [bookmark: _Toc306359029]Pre-Deployment Communications Checklists
The Communications Lead (CL) should ensure that an agency’s communications strategy is in place during the transition to ETS2, and that communication tasks begin at least three (3) months prior to ETS2 deployment.  The focus of messaging during this phase should be on new ETS2 features and functionality that will benefit each stakeholder group, and what the impact of transition will be on stakeholder groups.  Agencies can use the checklists found in the Agency ETS2 Communications Plan Guide and Template (Attachment 6) to evaluate whether predeployment communications activities have been completed and to determine gaps and necessary actions to proceed with deployment communication activities.  
3.4. [bookmark: _Toc306359030]ETS2 Deployment
3.4.1. [bookmark: _Toc306359031]ETS2 Training
The ETS2 Vendor is required to provide instructor-led training classes for each user role identified in ETS2 based on the Standard Implementation Service Level chosen by the agency.  The Transition Team must develop management processes around their ETS2 training offering to include training registration, reserving training facilities and course evaluation and modification.  In addition to developing these processes, the Transition Team should determine the level of effort required to perform these functions effectively and secure the necessary resources.  Processes should be created with resource constraints in mind.
A team of Super Users representing each user group, and the appropriate members of the Transition Team will be trained shortly before the Transition Phase begins.  This group can be used to test any last minute functionality, training revisions, or accessibility issues before ETS2 is available agency-wide.  This group of Super Users will be most active in the day-to-day environment answering essential Tier 1 questions to assist their fellow peers in the office.  
3.4.2. [bookmark: _Toc306359032]Stakeholder Deployment Readiness Review
The Stakeholder Deployment Readiness Review is an agency’s final checkpoint before the deployment phase.  This review should result in an agency “GO/ NO-GO” decision on whether or not to begin deployment of ETS2.  Agencies should employ a pre-defined set of guidelines and best practices to reach this critical decision.  Some of these may include:
· Robust Deployment Strategy/Plan (Section 3.1.2.2)
· Use of Deployment/Transition Checklists (Attachment 12)
· Defined team member roles and responsibilities for deployment activities in the Agency Roles and Responsibilities (Attachment 1)
· Recognizing critical deployment readiness issues, mitigation strategies, and other potential risks (e.g., integration)
· Established Communications Process (Sections 3.3.8, 3.3.9.5 & 3.4.3)
· Documented back-up plan
Following deployment, agencies are encouraged to conduct a Post Deployment Review (Section 3.5.1).

3.4.3. [bookmark: _Toc306359033]Deployment Communication
During the post-deployment phase of transition, agencies should be focusing on communicating the positive aspects and benefits of ETS2, including improved usability and workflow and access to more robust online help features.  Communication should also emphasize that user feedback is important to ensure that ETS2 is delivering on requirements.  Continue to share information about deployment timelines if using a phased approach, and share successes as they happen.  For recommendations around messaging, frequency of communication and suggested communication vehicles, please refer to the Agency ETS2 Communications Plan Guide and Template (Attachment 6).
3.4.4. [bookmark: _Toc306359034]ETS2 “Go Live”
There are two deployment strategies; a “Big Bang” and a Phased Approach which is a series of phased deployments to sub-agency components (See section 3.1.2.2 for more information).  Depending on the deployment strategy, the ETS2 “Go Live” date will either be on the day selected for the “Big Bang” or, for the Phased Approach, a series of “Go Live” dates over a period of time.  
3.4.4.1. [bookmark: _Toc306359035]Turn Integration(s) on
The Big Bang or Phased Approach will dictate how an agency will switch on their ETS2 interfaces.  Agencies will need to develop an integration plan to successfully integrate ETS2 with their desired systems.
3.4.4.2. [bookmark: _Toc306359036]TMC Transition cut-over
TMC transition may be performed in phases, during a specified period of time by agency subdivisions, or for the entire agency at once. The scheduled cut off services of an Embedded or Accommodated TMC should be managed using a Project Plan; all activities should be closely monitored by the agencies and the new travel service providers to ensure an effective transition of their travel management service.  Refer to the Project Schedule (Attachment 5) and TMC Transition Checklist (Attachment 14) for guidance. 
3.4.4.3. [bookmark: _Toc306359037]Live Transactions
Once the agency has completed their interface integration and their system goes live, travelers will be able to complete end-to-end ETS2 live transactions.  This will give travelers and travel arrangers the ability to book travel and access their travel documents anywhere in the world via the Internet.
3.5. [bookmark: _Toc306359038]ETS2 Full Operating Capability
3.5.1. [bookmark: _Toc306359039]Post Deployment Review
A Post Deployment Review should be conducted after ETS2 implementation.  The purpose of the review is to evaluate the success of the deployment, how effectively travel program objectives have been met, and the efficacy of project management practices to keep the deployment on track.  The outcomes of this review should be documented: 1) by the Vendor in the “Monthly Status Report (MSR)” which is a contract deliverable; and 2) by each agency in a “Post Deployment Review Report” (recommended).
Conducting a thorough Post Deployment Review will help the agency identify lessons learned which will assist in planning, managing, and meeting the objectives of future deployments (if using a Phased Approach vs. “Big Bang”).  Agencies can use these for their lessons learned document (Section 3.5.4).  Lessons learned can also be submitted to GSA for inclusion into Agency Lessons Learned and Best Practices for ETS2 Transition (Attachment 3).
3.5.2. [bookmark: _Toc306359040]Baseline Performance Measures
Baseline Performance Measures are quantitative measurements used to monitor, manage and report on the performance of the ETS2 service.  These measures are tied to the agency's performance objectives for ETS2 and will allow the agency to evaluate the performance of ETS2 and the ETS2 vendor so that corrective action may be taken, if necessary.  Performance measures may include items such as customer satisfaction (quality, efficiency, effectiveness, and timeliness), online adoption rates, and voucher production (agency deployment progress).
3.5.3. [bookmark: _Toc306359041]Lessons Learned
Documenting lessons learned is important for understanding what works and what doesn’t, and then applying such lessons to planning, managing, and meeting the objectives of future deployments (if using a phased approach vs. “Big Bang”).  Documenting ETS2 transition and deployment lessons learned is important for both agencies, and GSA at a program wide management level.
4. [bookmark: _Toc306359042]
Appendices
A. [bookmark: _Toc306359043]Acronyms/Abbreviations
Appendix B includes acronyms/abbreviations that are used throughout the ETS2 Transition Tools and guides.
B. [bookmark: _Toc306359044]Definitions
Appendix A includes definitions for the entire ETS2 Transition Tools guide and associated templates.
C. [bookmark: _Toc306359045]References
Appendix C contains a list of documents, websites and references throughout the guide that are not included already within a section of the Transition Tools. 


D. [bookmark: _Toc306359046]Attachments
1. [bookmark: _Toc306359047]Agency Roles & Responsibilities
2. [bookmark: _Toc306359048]Budget Planning Tool & Guide
3. [bookmark: _Toc306359049]Agency Lessons Learned and Best Practices for ETS2 Transition 
4. [bookmark: _Toc306359050]High- level Work Breakdown Structure (WBS)
5. [bookmark: _Toc306359051]MS Project Transition Schedule Templates 
6. [bookmark: _Toc306359052]Agency ETS2 Communications Plan Template and Guide 
7. [bookmark: _Toc306359053]Transition Risk Assessment Tool & Guide
8. [bookmark: _Toc306359054]ETS1 Transition-out Task Ordering Guide
9. [bookmark: _Toc306359055]ETS2 Task Ordering Guide
10. [bookmark: _Toc306359056]Tripartite Agreement (Agency-ETS2 Vendor- ATMC)
11. [bookmark: _Toc306359057]Report Templates & Guide 
12. [bookmark: _Toc306359058]Transition Checklist
13. [bookmark: _Toc306359059]ISA/MOU Template
14. [bookmark: _Toc306359060]TMC Transition Checklist
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