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PDM Communications Plan

1.0 Introduction

NASA’s implementation of the Integrated Financial Management (IFM) Program pathfinder project called “Position Description Management” (PDM) automates the current process of writing position descriptions. The PDM module’s web based solution will enable supervisors and human resources staff to create new position descriptions easily and speedily, and it will streamline the classification process.  To accomplish this, NASA subscribes to a software application product called Avue Digital Services (ADS) Classification Module, a service of Avue Technologies, Inc.

NASA and Avue Technologies, Inc. recognize that effective communication is critical to influencing human behavior during major IT change efforts.  In that regard, communications should be a constant and iterative process before, during and after the PDM implementation.  PDM’s success is contingent upon the commitment of HR Specialists, NASA supervisors, the Project Team, Process Team, Change Management Team and others NASA-wide.  

Communication is PDM’s link to human resources specialists and supervisors, as well as to the IFM Program and Agency at large.  The nature of PDM communications should reflect, respect and match NASA's culture as a whole and at individual implementing centers. In the context of facilitating successful change, NASA users and the PDM Project could suffer from poor communication when the strategic, tactical and personal levels are not in balance.  Being cognizant of and achieving that balance throughout the life of the PDM project is a communication best practice.  The Change Management support for PDM from the local center level and the IFM Program level helps to facilitate and execute this Communications Plan.  

This document introduces the key communications issues considered in the development of the PDM Communications Plan.  This guide is a tool for all NASA centers to use or modify to meet the needs of their individual implementation marketing campaigns.  

2.0 Strategic Communications Issues

The PDM Project Team believes that leadership, alignment, and communication are the dominant drivers behind successful change initiatives associated with the PDM Project.  Put simply, many different NASA audiences must understand why NASA has chosen to implement ADS, how ADS will affect their work, and what they will need to do to successfully transition to the new system.  Targeted, frequent, and timely communications that address these topics will help to gain ADS acceptance and ensure an effective deployment.  

The key elements considered in the development of NASA’s PDM Communications Plan are described below.

A.
Communication Objectives
It is imperative to define the communications objectives of this automated position description management system before developing a plan for delivering effective messages about PDM to key groups within the Agency.   

As a result of PDM Communications efforts, PDM key audiences should understand:

· How PDM fits into the “One NASA” concept as a standard way of doing business

· How the PDM implementation process will unfold

· What Centers will need to do to prepare for PDM implementation

· Responsibilities of the Project Team before and during implementation

Specific PDM communication objectives for NASA are listed below.

· To inform NASA PDM users and key Center personnel including Center Management, the IFMP Implementation Steering Committee and others interested   about the benefits of an automated position description system and how the benefits support the IFM Program Office’s overall strategic objectives and benefit to the Agency as a whole

· To communicate the classification business process changes, and the advantages thereof, that will result from the PDM implementation of Avue Technologies, Inc.’s Avue Digital Services (ADS) Classification Module

· To convey how PDM will be implemented, notify selected NASA personnel about key implementation activities, and set appropriate implementation expectations

· To identify and train various user groups regarding PDM’s functionality to ensure full product utilization

These strategic objectives serve as a guide to the remaining elements of the PDM Communications Plan.

B.
Key Audiences
Internal and external audiences critical to achieving the objectives must be identified by each Center.  There are three kinds of users for this tool.  The first is human resources specialists who have classification authority and the ability to post documents in the Agency’s position files.  The second group is supervisors who can create position descriptions for certification by a human resources specialist and retrieve existing documents in the Agency files.  The last group is system administrators who have authority to set up new user accounts by issuing user ids and passwords.  Centers may handle the system administrator role differently depending upon their existing structures for this level of support.

Although audiences at implementing centers may vary slightly there is likelihood that every NASA Center shares many of the same target audiences.  Center Level key audiences at the Pilot Center include:

· Goddard IFM Steering Committee

· IFMP Implementation Support Team (IST) Change Management Lead and IFMP IST  IT Lead

· Center Senior Management (Goddard Executive Council)

· Human Resources Specialists and Supervisors and Managers

· Subject Matter Experts (for content testing)

· Employees, Unions, EEO Community, Advisory Groups and Influencers

C. Targeted Messages

Targeted, core messages must be crafted that resonate with these key audiences on three key levels: strategic, tactical and personal.  All messages crafted by the Pilot center will be shared with implementing Centers as they are available and may be used and modified to fit Implementing Centers’ needs and organizational cultures.

· Strategically, the messages must align ADS with the NASA’s overall strategy.  For example, “PDM will: 1) improve the development and consistency of classification decisions 2) improve the efficiency of position classification and its ability to enable supervisors to operate effectively 3) improve the availability of classification information and responsiveness of the system to inquiries and 4) expedite filling vacant positions and promotion actions for employees.” Strategic messages like this will help NASA  understand key ADS benefits and commit to the shared goal of implementing ADS Agency-wide.
· Tactically, the messages must inform employees how specific changes to business processes will impact their work and what they will need to do to ensure success.  For example, “line managers will receive sufficient training on ADS to ensure a full understanding of its functionality and how it impacts their current work practices.”  This message communicates that the information needed to effectively use the system will be provided to users in a timely fashion.
· Personally, messages must motivate key audiences with directly relevant information.  Messages must be stated in the receiver’s language to increase the impact.  For example, “line managers will spend less time creating position descriptions which will enable them to focus on other mission related activities.” This message will inform key audiences what is in it for them.
D.
Optimal Communication Vehicles
The communication vehicles chosen for the PDM Communications Plan, combined with targeted messages for key audiences, must be managed as a system rather than as disconnected elements. The communications plan should use a variety of communications vehicles and channels within NASA and at the individual Centers, including print, electronic, and face-to-face methods. Specifically, PDM communications about the ADS Classification Module can be accomplished through a combination of the delivery methods listed, but not limited to, the following:

· Internal Briefings:  This includes special demonstrations of the PDM functionality to key NASA audiences.  The Pilot Center will use directorate level staff meetings, Center Director's "All Hands" meetings (for all Goddard personnel) and the Center Directors "Supervisor's All Hand meetings," as forums for sharing information with relevant audiences.   This information will be available to all Centers for use or background information. PDM Process Team Members and Change Leads will receive electronic copies of Pilot Center messages for their use.  In addition a hard copy PDM Implementation Kit with sample messages will be mailed to each NASA Center.  This information will also be available on the PDM web site and open for discussion at Process Team and Change Lead telecons hosted in regular intervals by the Functional and Change Management Leads at Goddard.  

· Avue Briefings: An Avue representative will be available to brief any audience on the concept, discuss specific content issues, and demonstrate various other aspects of the service, during Center rollouts.  Avue is scheduled to be on-site at each NASA center during rollout week, which includes an estimated three days of training, and briefings to identified audiences.  Visits by Avue before the actual roll out week at each NASA Center may be available depending upon travel schedules and availability of Avue personnel.

· Public relations efforts/newsletters:  This includes publishing articles about PDM in local center media.  At the Pilot Center these messages will appear in Goddard News (a weekly center-wide publication), Dateline(a daily e-mail publication), and other media relevant to the target audience.

· PDM Website:  A PDM web site with detailed information about the PDM project is available at http://npdm.nasa.gov The site will include on-going information about the PDM project. For information about the many other projects managed by the IFM Program Office, visit www.ifmp.nasa.gov  

· Email communications/printed materials:  This includes sending messages about PDM, to civil servant users, supervisors, managers, and other key audiences.  A vehicle used by Goddard is a hard copy center wide Announcement to a supervisor’s distribution list.  Generally, Goddard’s Human Resources Director signs announcements of this nature. The messages describe the features and benefits of PDM and inform personnel about key implementation activities.  Any messages prepared by the Pilot Center for its use will be shared with all Process Team and Change Management Leads.

· Training:  This involves training of NASA users.  There are four training groups: HR specialists; supervisors; subject matter experts (during scheduled content testing and enhancement); and future trainers (also HR specialists) who will provide training of future users (train-the-trainer training). Initially, Avue trains the HR specialists/others identified who in turn can  train supervisors and other users. Avue provides ;"Quick Reference" desk guides: one for human resources specialists;  one for supervisors; and one for Subject Matter Experts (SME) who conduct content testing. 

3.0 Communications Schedule

All Centers are encouraged to develop a communications schedule.  Such a schedule provides a framework from which to deliver to key audiences the targeted messages that will ensure that the communication objectives are met.  The PDM Project Team will continue to work with the PDM Process Team members to develop content (text, scripts, etc.) and materials (slides, briefing packets, training manuals, etc.).  It is important that communications activities ensure a strong, consistent, and accurate message communicated to key audiences throughout  NASA.  

4.0 Conclusion

The activities detailed above are designed to facilitate a smooth PDM deployment.  Following the initial implementation, NASA will work with Avue to define additional marketing activities that serve to integrate the new business practices into daily NASA operations.  Examples include:

· Periodic demonstrations of elements of PDM as they relate to specific audiences, such as executive assistants or line managers.

· Incorporation of relevant PDM functionality into specific training courses, such as an overview of personnel practices for new supervisors or manager training on classification.
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