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1.0 Introduction 

The SCA- IT Convergence Communication Plan details clear, specific objectives and activities for communication in relation to the convergence of information technology (IT) infrastructure (IT Convergence) for the United States Department of Agriculture (USDA) Service Center Agencies (SCA), comprised of the Farm Service Agency (FSA), Natural Resources Conservation Service (NRCS), and Rural Development (RD). It is primarily a tactical action plan and management tool to help achieve this change and facilitate, support, and promote the transition from the current arrangement to the new organization.  It serves as a foundation for managing the cultural change required to effectively implement the converged IT support functions. Following this plan will help USDA and the partner service center agencies manage the cultural changes stemming from IT Convergence, and effectively guide stakeholders toward understanding not only the goals and benefits of IT Convergence, but also the roles they will play in its execution.

In February 2002, the Secretary of USDA directed the SCA Chief Information Officers (CIOs) and the USDA Office of the Chief Information Officer (OCIO) to examine and recommend alternatives for converging the IT infrastructure services for the SCA. Based on this analysis, the Secretary sent a plan to the Office of Management and Budget (OMB) for integrating the IT infrastructure activities of the SCA. On February 4, 2003, the Secretary directed the USDA CIO to proceed with converging the IT infrastructure support through a merger of some of the IT personnel from the SCA. This Communication Plan is intended to support the SCA- IT Convergence effort. 

This Communication Plan is designed to increase communication effectiveness by conveying the right message, from the right sender, to the right audience, through the right channel, at the right time.  It also identifies key individuals who will serve as sponsors and change agents, and highlights specific development/support activities that need to occur for the plan to be effective.  A Communication Plan is a critical component to gaining understanding, acceptance, and involvement from the organization for an initiative but serves only as part of the larger change management effort.

While this plan might serve as a foundation for a broader SCA communication plan, its current scope focuses on managing the cultural change associated with IT Convergence.

This Communication Plan:

· Outlines the structured methodology used to create this Communication Plan, which is in accord with the Department’s communication plan methodology used to support the USDA eGovernment program. The SCA should use the Communication Plan Methodology to both build advocates and share information with each other.

· Describes the specific internal communication activities planned for the IT Convergence effort.  

· The attached matrix (see Appendix A: Communication Matrix) details specific communication activities for the period of July 1, 2003 through December 31, 2003.  

· The matrix is a living document; communication activities will be added and adjusted utilizing the methodology contained in this communication plan.

Included are recommendations for internal and external communications for the dealing with the residual effects of IT Convergence,.
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2.0 Goal and Objectives 

The IT Convergence Communication Plan was developed to meet the following stated goal and related objectives. 

2.1 Goal

To proactively deliver open, consistent, and timely communications about the SCA- IT Convergence effort in the near term, establish a communications framework for the converged IT infrastructure organization, offer feedback mechanisms to endorse two-way communication among the stakeholders in the convergence process, and to encourage stakeholders to embrace changes to people, work processes, and planning. 

2.2 Objectives

The typical objectives of a Communication Plan are to:

· Identify key individuals who will contribute to providing the communication  

· Inform target audiences of the scope, implementation activities, timing, and implications of the Program.

· Prepare target audiences for the impact the Program will have on them.

· Involve the target audiences in preparation for the implementation of the Program.

The objectives of the IT Convergence Communication Plan are to:

· Create an executable communication action plan that:

· Creates an awareness and understanding of SCA IT Convergence 

· Details activities to involve and build commitment for SCA IT Convergence

· Provides consistent information on the SCA IT Convergence

· Creates realistic expectations of the SCA IT Convergence 
· Builds enthusiasm and “markets” the benefits of SCA IT Convergence
2.3 Guiding Principles for Effective Communication about IT Convergence 

The communication plan for IT Convergence is based on a set of guiding principles found to be effective for communicating change to the affected stakeholders. These center around the desired effects and the principles necessary to achieve them.

Effective communication generates:

· A feeling of inclusion in the change process

· Understanding of the benefits of the initiative

· Ownership of the change through increased participation and involvement

· Commitment to seeing initiative changes implemented

· Greater trust in the integrity of the organization

· Higher morale, lower potential for implementation problems

Achieving this communication relies upon adherence to the following guiding principles:

· Err on the side of providing too much information rather than too little; there is no such thing as communicating too much

· Provide ample two-way communication channels for all audiences

· Ensure communication is:

· Honest            

· Consistent 

· Accurate

· Continuous

· Timely

· Clear

· Provide frequent opportunities for questions and feedback

· Use more than one tool to communicate important information

3.0 Stages of Stakeholder Involvement

The SCA-IT Convergence Communication Plan applies the classic four stages of stakeholder involvement applied by change management methodologies. These stages explain stakeholder expectations when systemic change such as that required by IT Convergence is introduced to an organization.  Communication plays a critical role in ensuring users pass through each stage successfully.  The four stages are:

Stakeholder Commitment Table
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Awareness - Awareness involves a low level of comprehension of the required changes.  At most there is a high level of awareness of the content of the changes.  The stakeholder is not well informed and does not realize that they will be affected by the initiative.  To be successful, all stakeholders will need to have an awareness of the initiative.
Understanding - The stakeholder is aware of the desired change and accepts the nature and intent of the change.  He or she perceives the changes to be in the near future and accepts that they will be somehow involved in the change initiative but has not committed to the changes nor realizes the direct implications to their everyday business processes, if any.  In the case that the initiative does not impact a stakeholder’s business objectives or goals, understanding is the highest level of commitment necessary for change.  

Acceptance - The stakeholder actively works toward the change by using marketing vehicles and communication initiatives to help facilitate implementation of the change.  This individual articulates commitment to the goals of the effort.  This individual shows obvious support and endorsement for the change initiative.  Acceptance is needed from all targeted stakeholders who are representatives of the change.

Commitment - The stakeholder articulates the changes as the accepted norm and encourages others to commit to them.  He or she articulates personal ownership of the changes and has real involvement and participation in achieving the changes.  Commitment is needed from those individuals who are affected daily by the change initiative and who will see the largest change in their day-to-day lives.  To fully transform itself, an organization must achieve the full commitment of its stakeholders.

4.0 Structure of the IT Convergence Communication Plan

The SCA IT Convergence Plan takes the key components of a communication plan (i.e., who, what, when, why, how, and by whom) and places them into a template that answers each of these questions for each of the required communication events as well as the intended audience and the key messages to be delivered. This section describes the components of the plan and the template used to ensure the plan addresses them. 

4.1 Key Components to the IT Convergence Communication Plan

In developing the IT Convergence Communication Plan, it was important to fully examine the asking and the answering of the questions who, what, when, why, how and by whom to ensure a comprehensive, working communication plan.


4.1.1 Who - Target Audience

To ensure that communication is audience driven, the communication plan identifies the key stakeholders as constituents of the initiative and potential audiences of the Communication Plan.

· Target audiences fall into categories such as:

· Those involved in implementing the change

· Recipients of the changes

· Those affected by the changes, but not directly involved 

· People responsible for other change programs with whom you may need to ensure coordination

· The more specific the audience, the more detailed the communication will be. Target audiences can be further segmented based on:

· Current knowledge of the change and the knowledge level required

· Previous experience with change

· Impact the change will have on them

· Influence in the organization and particularly on the success of the change

· Current attitude toward change

· Examples of IT Convergence Target Audiences may include:

· Service Center Modernization Initiative IT Working Group ( SCMI ITWG) 
· SCA employees
4.1.2 What  - Key Messages

Each audience has different concerns and information needs.  Often, the purpose of the message will determine its content and its appropriate sender.   

· Examples of IT Convergence Key Messages may include:
· Defining IT Convergence 
· Explaining what IT Convergence will do for USDA 
· Updating Target Audiences on IT Convergence implementation progress 

4.1.3 When - Timing

The Communication Plan considered the most appropriate time of delivery for each message.  To create buy-in, communication should happen as early as possible, often, and be maintained throughout the project.  The type of message influences the timing of a communication and vice-versa.  Communication occurring long before a change event can anticipate and preempt many questions, alleviate concerns and confusion and minimize resistance to change.  

· The timing of a communication will depend upon: 

· When it will be necessary to deliver difficult or negative messages

· The stage at which each message needs to be communicated

· When the audience needs the information in each message

· What the logical sequence is for communicating to the different audiences  

· Examples of appropriate communication timing for IT Convergence may include: 

· Previewing anticipated policy changes with affected parties prior to finalizing them

· Allowing adequate time in the schedule to incorporate feedback as appropriate

4.1.4 Why - Desired Outcomes

The Communication Plan considered the desired outcome associated with each message or activity; that is, “what you want the recipient to go away thinking or doing,” based upon their desired level of commitment (Sect 3.0). This helped ensure that each audience is knowledgeable of critical information needed to achieve the stated outcomes.  (see Appendix C: Desired Outcomes Chart)
· Desired Outcomes can be defined by:

· Identifying the purpose of the Communication event

· Determining what the audience is intended to think, feel, or do as a result of these messages

· Examples of USDA Desired Outcomes may include:

· Building sponsorship
· Convey information, with no action required

· Stimulate action

· Promote changing behavior

· Convey caring and reassurance

· Motivate toward a goal

· Promote feelings of unity

· Provide “The Big Picture”

· Demonstrate effort to listen and capture concerns

· Provide feedback
· 
4.1.5 How - The Communication Vehicle

The Communication Plan considered the most appropriate communication vehicle as the means used to deliver the message to its target audience.  It is important to consider which vehicles will communicate the message most effectively (see Appendix B: Vehicle Analysis).

· The selection of the appropriate vehicle depended upon:

· Size of the audience

· Type of information to be communicated

· Likely reaction of the audience and desired response of the audience

· Which vehicles have worked most effectively in the past for the various audiences
· Examples of IT Convergence vehicles include:

· USDA Web site

· Electronic mail

· Executive Council and ITWG meetings
4.1.6 By Whom - The Sender

The Communication Plan also needed to consider the most appropriate sender for a given message. The sender is the person presenting or delivering the information to the specified audience.  

· Choice of the most appropriate sender of the communication depended on the following criteria:

· Knowledge of the initiative and support for its change program

· Knowledge of and credibility with the audience

· Interpersonal skills as well as ability to listen to and gain confidence of the audience 

· Role that the person plays in the change - for example, is he or she a change agent or a sponsor?
· Examples of USDA senders include:

· Agency Administrators 
· OCIO or Agency CIOs
· Deputy Secretary
 4.2 Populating the Communication Plan Template

Once the answers to the above questions are established, the Communication Plan template provides a tracking structure for organizing and tracking progress against the Communication Plan and adapting the plan over time.  The Communication Plan will continue to evolve iteratively as information from one area provides input to another, continually refining the plan.   Accordingly the plan is intended to be a living document that adjusts as audience needs change.  The plan’s timeframe continues through initiative implementation, and includes post-implementation evaluation of mechanisms the team has put in place.  

The initial communication plan for the SCA IT Convergence effort begins July 1, 2003 and extends through December 31, 2003.  This communication methodology, along with provided communication recommendations for calendar 2004 and onward, should be used to update and continue the IT Convergence Communication Plan as necessary.

The graphic below is a snapshot of the communication plan template. 


	TARGET DATE 
	AUDIENCE 
	COMMUNICATION EVENT
	Vehicle
	Developer
	SENDER 
	Key

Message
	Frequency


4.2.1 - Target Date 

The date or dates when a communication takes place.  Plans are usually in sequential order, as the target delivery date and the name of the communication event are often used to refer to a particular item in the plan (e.g. “the February 5 e-mail”).

4.2.2 - Audience 

This column indicates the group of people to be reached.  Section 5 of this document identifies the Target Audiences and their characteristics.
4.2.3 - Communication Event 

Indicates the actual event (e.g. “monthly status report,” or “Web Page update”).

















· 
· 


4.2.4 – Vehicle

This column describes the planned communication vehicle (e.g. video, meeting, email, Web page).  See Appendix B: Vehicle Analysis.
4.2.5 - Developer 

The person responsible for coordinating the communication event and ensuring that all information communicated is accurate.  Though several subject matter experts may be involved in crafting and reviewing a communication, the plan tends to assign one or two people as content owners rather than an entire team to ensure accountability.
4.2.6 - Sender 

The plan identifies the recommended message sender by name, if the name is available.  If a name is not yet available, the plan may temporarily use the general office, level, or group required for the sender.

· Select senders who have the respect and trust of the receivers. 

· A sender's position within the organization and expertise in the subject matter affects their credibility.

4.2.7 – Key Message
Provides the high-level statement of the information to be conveyed to the target audience as appropriate to meet their informational needs and achieve the desired outcome (see following section).


4.2.8 - Frequency 

Indicates how often the communication will occur.  If the communication will be ongoing, the plan specifies if it will occur weekly, monthly, etc.
· In general, plan to communicate early and often, and maintain communication consistently. Use exact dates in the plan, if known.  Otherwise, estimate the timeframes as closely as possible.  





5.0 IT Convergence Communication Plan Target Audiences

The IT Convergence Communication Plan is focused on delivering the appropriate messages to target audiences with distinct interests. For purposes of discussion, these audiences have been clustered into four groups:

· Partner agency leadership audiences

· Departmental leadership

· USDA and contract employees and representation

· Oversight external to USDA and others 

The following sections discuss each of these groups.

5.1 Partner Agency Leadership Audiences 

These audiences include those groups of managers and senior technical staff within the SCA.  They may not be as directly affected by the converging of the IT infrastructure as other parts of the SCA, but they are likely to be concerned about the quality and cost of ongoing IT support, as well as changes in the processes by which that support is delivered. It does not include those transferring to the new organization but does include those who might lose staff to the converged organization. These audiences include:

· NRCS State Conservationists

· FSA State Executive Directors

· RD State Directors

· Agency Heads

· Deputy Agency Administrators (DAMs)

· FSA IT Leadership

· NRCS IT Leadership

· RD IT Leadership

· Agency Program Mgmt

· Agency Administrative Mgmt

· Agency Development Center Heads

For these audiences, the messages need to provide advance notice of potential changes and assurances that operations will continue with comparable or better service under the new organizational model.

5.2 Departmental Leadership 

These audiences include those elements of the Department that will be directly or indirectly responsible for delivering equipment and services under the new model. This includes not only the new teams of the converged organization but also those elements of the OCIO with which they must interact.

· Secretary/ Deputy Secretary/ Under Secretary

· Other Departmental Functions (HR, Labor Relations, Civil Rights, OBPA, CFO) 

· OCIO 

· Telecommunications Advisory Sub-Council (TASC)

· Information Technology Working Group (ITWG)

· National Food and Agriculture Council (NFAC)

· State Food and Agriculture Councils (SFACs)

The messages for these audiences center around coordinating across functions and arriving at consistent new methods, policies, and procedures as well as clearly defined roles, responsibilities, and authorities for defining the infrastructure architecture, operating the infrastructure, and delivering services at each location.

5.3 USDA and Contract Employees and Representation 
These audiences include the employees directly affected by converging the IT infrastructure support functions and the organizations representing those employees.

· SCA IT Staff

· Contractors 

· Unions

· Employee Associations

Messages for these audiences will center around opportunities to provide input and building confidence that they will be treated fairly and given sufficient advance notice to plan for possible impact.

5.4 External to USDA and Other 

These audiences include those with an interest in providing guidance or more indirect support to the IT Convergence effort. These audiences include:

· Congress

· OMB

· OBPA

· White House Liaison 

· Associations and other partners (e.g., National Association of Conservation Districts [NACD], FSA State Committees)

Messages to these audiences will center around confirming plans, status, progress against plans, and milestones achieved. 

6.0 Key Messages and Desired Outcomes

While the precise content and wording of each message will depend on its immediate purpose, the intended target audience, and the sender, the messages included in the communication plan fall into four general areas:

· Messages concerning General Scope and Purpose of IT Convergence

· Messages about Potential Impact on Partner Agencies

· Messages about How It Will Work

· Messages about Potential Employee Impacts

The following sections discuss each of these areas.

6.1 Messages concerning General Scope and Purpose of IT Convergence

The messages concerning the general scope and purpose of IT Convergence provide awareness about the areas affected and the likely impact as well as the reason or basis for the convergence effort.

6.1.1 General Definitions

General definitions include all the basic foundational elements of IT Convergence, including:

· Definition of IT Convergence

· Background/Legislation (e.g., President’s Management Agenda) 

· Employees Impacted (in general)

· Benefits

· Basic status and decisions thus far

6.1.2 Elements Included, Excluded, and Still Under Discussion 

Other basic messages concern the scope of the IT Convergence, including those areas clearly included, areas clearly excluded, areas that will exist both within and outside the converged organization, and areas still under consideration.

Areas included are:

· Help Desk – Primary contact for all users (agency program / applications also) with one 1-800 number and web access

· Help Desk - One web centric database, not different ones for each agency

· LAN Support – Headquarters, Specialty Centers and States (e.g., APFO)

· AS-400 – People and equipment for supporting the technology 

· Telecomm – Both data and voice

· Security – Infrastructure planning, policy, assessment, testing and certification, firewall rule making, operations, intrusion detection, COOP, clearances

· Configuration Management – All infrastructure and software release process

· DBMS – Product and authorities

· Data Administration – New organization owns repository & establishes Administrator authorities

· Web activities – Hardware and software architecture for all three agencies 

· GIS – Software tools

· GIS training on tools

· Infrastructure for the agency software development centers

Areas currently excluded would be:

· Help Desk - Program Application Support

· Mainframe – not included in new organization

· Application developers

· Security - Application related (planning, assessing, risk, COOP, agency coordination w/new organization, clearances) 

· Configuration Management - Application related but must have one agreed upon S/W mgmt tool; Agency retains application version control.

· Data Administration - Content, managed by agency

· DBMS - Content is agency responsibility

· Agency – specific GIS training on tools

· GIS Content, data acquisition is agency responsibility

· Web activities - content management (standards development has to be coordinated between Agencies and converged organization)

Some functions may need to be performed both within the converged IT organization and by the partner agency IT staff. For example, the converged IT organization would provide backup and recovery for infrastructure components and shared resources defined as such. The agency IT staff would retain responsibility for backup and recovery of applications, both established and those under development, using the backup facilities provided by the infrastructure group and consistent with backup and recovery policies and procedures as defined by that group.

6.2 Messages about Potential Impact on Partner Agencies

The management within the partner agencies will require assurances that they have been fully informed about the likely impact on their agency and that they are being treated equitably. They will be particularly interested in:

· Confirmation that the level of service that they receive will be the same or better once the Agencies’ infrastructure IT resources converge into the new organization.

· Process and timeline for completing the reorganization plan (the 1010 Plan). This must identify who’s going to prepare the plans, who is involved, and what the baseline is that’s going to be used for the employees.

· Address concerns about some agencies contributing more personnel resources than others to the new organization.

6.3 Messages about How It Will Work

Beyond definition and organizational impact, messages need to be issued concerning how the converged organization will work once established. These instill confidence that the logistics have been carefully thought through and all key issues have been addressed. These messages fall into two major areas:

· Governance and administration

· Budgeting and funding

6.3.1 Governance and Administration

These messages address how agency priorities will be translated into the operations of the converged IT infrastructure group and how the group will receive administrative support. These messages include:

· At the day-to-day operational level, the converged organization will develop service level agreements (SLAs) and operational level agreements (OLAs) to establish target performance levels, closely monitor performance against these agreements, and make adjustments, as necessary, to achieve agreed upon performance.  

· The governance process will involve Agency Heads, CIOs, and one State leader from each agency in an advisory capacity to help set future direction, establish service level agreements and metrics, review overall success, and resolve key issues.

· IT acquisitions must occur and will require in the new organization a dedicated procurement support capability that specializes in IT acquisitions and is not required to balance or resolve conflicting priorities.
· The approach the converged organization will use to transition administrative services (HR, FM, Labor, Property, Space, Civil Rights) from the existing agency services to the new organization as and when appropriate.

6.3.2 Budgeting and Funding

These messages address both the level of anticipated budget and funding as well as the expected sources. These messages include:

· A comprehensive estimate of the full, expected costs including personnel and support contracts, etc. for the converged IT infrastructure management organization and comparison to current costs to ensure SCA understand the level of support necessary. 

· Articulate answers to the following questions/ issues:

· Will the SCA be billed for IT infrastructure services? If so, on what basis?

· If agencies will be billed, will it be at the National or State Level?  

· Who’s going to manage the funding stream?

· What will be the funds source/ funding for new organization

· How will the funding be administered? 

· Who controls the reprogramming of funds for positions lost through attrition?

· Who will be doing the budget?

6.4 Messages about Potential Employee Impacts

Among the most important messages are those that address the direct impact the convergence will have on the IT infrastructure employees. These messages will need to focus on the areas of primary employee concern including:

· Relationship of convergence to competitive sourcing (i.e., defers competitive sourcing analysis to Oct 2006)

· Strategy for providing competitive placement for positions in the new organization 

· Efforts to minimize impact on existing employees; keep grade structure, limited to no moves

· Articulate the position classification process that will be used in the new organization

· Articulate the guiding principles and values that will be used to ensure fair employee treatment during the transition to the converged organization

· Address impact on employee work location (i.e., no plans to relocate staff)

· Address pay parity

· Address the extent to which current staff will be retained and what special support, if any, will to be extended for those deciding to separate from the organization

· Describe the approach for including Employee Organizations (employee associations, unions, and bargaining units) and the associated issues (e.g., union succession, involvement in the convergence process, resolving differences among prior agreements as appropriate, etc.)

· Describe how collateral duties will be addressed

7.0 Crosswalk of Target Audiences to Key Messages

The following spreadsheet provides a crosswalk of the target audiences to the key messages. In each cell where an audience and a message intersect, there is one of three values:

· General knowledge (G) – meaning the audience has the need or desire to know the basic information for this message but not the more detailed information necessary to prepare for or support the convergence effort. The audience will be kept current on the status and information of general interest but not every message.

· Detailed knowledge (D) - meaning the audience will need more than the basic information to meet their needs or to allow them to adequately support the convergence effort.

· Not applicable (N/A) – meaning the audience is not a target for this message.

This rough cut will help better target communications to the right level of detail for the given audience.
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8.0 Communication Plan Feedback and Evaluation 

The IT Convergence Communication Plan calls for soliciting feedback at two levels:

· On each communication event, to test its effectiveness in communicating the message and raising awareness.

· On the effectiveness of the Communication Plan in generating commitment to, and generating ownership for, the initiative.  Feedback at this level is used to revise and improve the Communication Plan.

Feedback can be gathered through questionnaires and feedback forms, discussions, focus groups, team briefings, etc.  Select a feedback mechanism that is cost-efficient and is most appropriate for the communication vehicle that you choose.  For example, if you distribute a newsletter, you might include a self-addressed survey card in the newsletter itself.

In this final phase of the Communication Plan, it is necessary to refine and update the plan to incorporate the feedback received. Based on the feedback, consider:

· Different deliverers/senders

· A revised timeframe

· A different tone or expanded content for the message

· Additional target audience groups

· Additional training needs of the deliverers

· A new communication vehicle that simplifies or facilitates future organizational communications.
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Specificity





Time





Awareness                 Understanding           Acceptance          Commitment 





Can describe project and change objectives after active questioning





Demonstrates enough acceptance of the concept of change to agree to trial.


Positive implications seems to outweigh the negative.


Speaks positively 





Willingness to accept the change as a standard operating procedure





Show personal commitment to the new environment by suggesting means for continuous improvement and taking on responsibility for action 
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