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Business Process Communications Overview
1.0 Introduction 

While CDCR has been and will continue to coordinate SOMS-related communications, these communications do not provide detailed information about the Parole Revocation Packet Scanning (“Rev Packet Scanning”) process. This process, while a component of SOMS, affects several units within CDCR, including DAPO, BPH, and Case Records. While SOMS communications will inform users of new releases of the application, it is not focused specifically on the information needed to coordinate changes caused by scanning. As such, Rev Packet Scanning communications will be coordinated by the Rev Packet Scanning Project Team for end-users who are affected by this change in functionality. 
This document provides a high-level overview of the business process communication program, and the approach to developing and deploying business process communications. This is not intended to provide an overview of SOMS communications. Likewise, this document does not assume or provide details about how Rev Packet Scanning communications and SOMS communications will be integrated or coordinated. 
2.0
Purpose and Objectives 

The purpose of disseminating business process communications is to provide staff with knowledge and understanding about impending changes and the context of those changes. 
The key objective in disseminating business process communications is to provide end-users with clarity, understanding, and insight regarding the context, timelines, and broad details of how their business process will change as a result of Rev Packet Scanning. 
To accomplish this transition, the goal of business process communication is to: 

· Provide end-users with information regarding the context of the business process changes, in preparation for business process training and go-live 

· Provide transparency to the business process changes caused by Rev Packet Scanning 

· Assist change management efforts by facilitating understanding and thus enabling management and end-user buy-in 

· Provide ongoing updates as the project evolves and deploys to local sites 

3.0 
High-Level Business Process Communications Concepts 

The following key concepts define the overall approach to providing business process communications for Parole Revocation Packet Scanning. 
	ID
	Category 
	Key Concepts 

	1. 
	Materials
	· Communication materials will be developed by the Rev Packet Scanning Project team, in consultation with the SME’s. 
· The communications will be reviewed by SME’s for thoroughness and political sensitivity before being sent to their respective audiences. 

	2. 
	Format  
	· The Rev Packet Scanning Project Team will use both Microsoft Office 2003 Professional Suite and Windows XP productivity software.
· Official CDCR and SOMS Project logos will appear on the title page of all formal communications. 

	3. 
	Repositories 
	· SOMS Project Information Center (for finalized communications) 

· Rev Packet SharePoint 

	4. 
	Distribution 
	· The Rev Packet Scanning Project Team will be responsible for disseminating information, unless otherwise notes (i.e. when the Head of BPH disseminates communications to BPH staff, etc.) 

· Introductory overview information will be provided onsite at DAPO, BPH, or Case Records locations (possibly during staff meetings) 

· A majority of the information related to ongoing updates will be provided via email 
· Paper copies of materials will be provided at onsite trainings or meetings 


4.0
BP Communications Scope 

To develop, prepare, and execute business process communications, the following items are considered to be in-scope. 
· Development of a high-level Business Process Communications Plan; 

· Development of Business Process Communication Materials (e.g. Revocation Packet Scanning Overview, Key Features and Changes, etc.); and 

· Execution of Business Process Communication Dissemination. 

In conducting the business process communications, the following items are considered in (or out) of scope. 

	In-Scope / Out-of-Scope
	Areas of Interest 

	In-Scope
	· Communication regarding business process changes, including policy decisions and updated procedures  

· Project updates related to the business process, including training and implementation timeline 

	Out-of-Scope
	· Communication about changes to the ERMS technical solution 
· Communication regarding SOMS, including: 

· Release dates 
· System maintenance 

· Coordination of meetings and communications for ERMS or SOMS 


5.0 
Planned Activities and Deliverables/Working Documents 

To develop, prepare and execute business process communications, the following activities and deliverables/working documents will be conducted/provided. 
	ID
	Category
	Activity or Deliverable/Working Document

	1. 
	Business Process Communications Plan
	· High-level overview/concepts

	2. 
	Business Process Communications  Materials
	· PowerPoint presentations 

· Email communications (including newsletters) 

· Intranet updates 

	3. 
	Communications  Logistics/Coordination
	· Audience identification

· Copy/Distribute materials

· Meeting/location scheduling


The following table outlines the audience/stakeholders, communication topics, key messages, communication vehicles, and estimated timeframe for specific communications. 

	Audience
	Communication Topics 
	Key Issues / Messages
	Communication Method 
	Timeframe 

	All, including other stakeholders such as: 
· DEC Staff
· DECATS Steering Committee
· Other BPH Regions
· Other DAPO Regions
· Other Sacramento staff who are not included in the Pilot 
· Other Region 3 staff who are not included in the Implementation 
· RSTS Staff
· SMEs
· SOMS Steering Committee
· SOMS Project Team
· Valdivia Courts
	· Introduction  
	· What changes are coming to revocation packet processing?

· Timeline: coming soon

· Scope: limited to Region 3 and pilot for now, but goal is to eventually be statewide 
	· CDCR Newsletter (via email) 

· CDCR Intranet / Project Website

· Email from Head of DAPO, BPH 
	· 6 months prior to go-live  

	SOMS, DAPO, BPH, Case Records Management, including: 
· Distributed Revocation Unit (DRU) HQ

· Board of Parole Hearings (BPH) HQ  
· Division of Adult Parole Operations (DAPO) HQ

· Office of Court Compliance (OCC) HQ

· Case Records HQ 
· CalPAP HQ 
	· Vision Alignment 
	· Are we all on the same page as a project? 
· Discussions about scope, assumptions, constraints, dependencies 
· Discussions about timeline 
· Set consistent expectations 
	· Presentation / feedback gathering 
	· Ongoing 

	
	· Team Building 
	· Do we work well together as a project? 
· Team lunches 
· Team discussions 
	· Gatherings 
	· Ongoing 

	
	· Status Meetings
	· Is everyone aware of what’s going on as a project? 
· All-Staff Meetings 

· Core Team Meetings

· Team Leads Meetings
	· Meeting 
	· Ongoing  

	
	· Business Process Review Meetings / Strategy Review Sessions 
	· Do we agree on the decisions that have been made on the project? 
· System demos

· Process/policy topics 

· Business decisions 

· Communications strategy 

· Training strategy 

· Testing strategy 

· Deployment strategy 
	· Presentation / feedback gathering

· One-on-one meetings, as needed 
	· Monthly 

· Ongoing 

	
	· Lessons Learned 
	· What have we learned thus far as a project? 

· Lessons learned brainstorm 
	· Presentation / feedback gathering 
	· Ongoing 

	Rev Packet Scanning Project Team (including DAPO, BPH, Case Records, HP) 
	· Ongoing Project Updates 
	· What has been done thus far? What needs to be done? 

· Cross-team communications 

· Project status
· Issues / risks, and issue resolution 
· Updates and changes 
· Project news 
· Project calendar and timeline 
	· Project SharePoint

· Weekly Status Meetings

· Project Team Meetings (All-Staff)

· Team Lead Meetings
	· Ongoing 

	
	· Change Order Items 
	· What contractual changes need to be made? 
· Changes to the contract 
· Proposed change to the project scope

· Intent of the change.

· Manage expectations regarding the proposed change

· Specific, approved direction for a particular change to the project 

· Whether a contract amendment is needed 
	· Change Request

· Change Order

· Change Control Board Meetings
	· Ongoing 

	Pilot / Region 3 County Management 
	· Status Updates 
	· How has the project developed? What can I expect and when? 

· Status updates 
· Overall project timeline 
· Development or implementation update (build information over time)
	· Email from Project Management 
	· Monthly, starting 6 months prior to go-live 

	Pilot / Region 3 County Management and End-Users (Pilot and Region 3), including: 

· Parole Agent

· Parole Office Staff

· Parole Supervisor

· Field Unit Notice Agent (FUNA)

· Parole Administrator (ParAd) 
· Distributed Revocation Unit (DRU) Staff

· DRU Notice Agent (DRUNA) 
· Board of Revocation Representative (BRR)
· Board of Parole Hearings (BPH) / Deputy Commissioner

· Division of Adult Parole Operations (DAPO) Extradition Unit

· Case Records North Staff
· Case Records South Staff 
· CalPAP Sacramento 

· CalPAP Region 3
· IT Support Staff (specific to Rev Packet:  EIS, BPH, and DAPO)


	· Revocation Packet Scanning Overview 
	· What does revocation packet scanning mean to me? How will this affect my job?
· Raise awareness about Rev Packet

· Address doubts about whether the system will actually go live 

· Address questions of what happens if the pilot doesn’t work well, whether it will be implemented (concerns about the word “pilot”) 

· When the system will go-live to the rest of the state 

· Introduce key benefits of system (benefits to CDCR, to individuals) 

· Differentiation of responsibilities between different staff levels 

· Ongoing role of RSTS
	· Presentation at each unit’s staff meetings (10-15 minutes on presentation, + 10-15 minutes for questions) 
	· 3 months prior to go-live 

· 1st  to Execs

· 2nd to Region Management

· 3rd to Supervisors

· 4th to Field Units

	
	· Key Features and Changes 
	· How does this affect my job? 

· Benefits of the system 

· Changes between how things are currently done and how they will be done in the new system 

· Avoid “this decision has already been made, deal with it” type presentation
	· Presentation at each unit’s staff meetings (10-15 minutes on presentation, + 10-15 minutes for questions) 

· CDCR Newsletter (via email) – key points only
	· 3 months prior to go-live 

· 1st  to Execs

· 2nd to Region Management

· 3rd to Supervisors

· 4th to Field Units

	
	· Pilot-Specific Messages 
	· What does it mean to be a pilot site? When is it happening? 

· Information about being a pilot site 

· Timeline of implementation for Pilot 

· Inform users about cutover and prepare for cutover activities 

· Issue resolution 
	· Presentation at each unit’s staff meetings (5 minutes on presentation) 
	· 3 months prior to go-live 

· 1st  to Execs

· 2nd to Region Management

· 3rd to Supervisors

· 4th to Field Units

	
	· Region 3-Specific Messages 
	· What does it mean to be implemented? When is it happening? 

· Information about being an implementation site 

· Timeline of implementation for Region 3

· Inform users about cutover and prepare for cutover activities 

· Issue resolution 
	· Presentation at each unit’s staff meetings (5 minutes on presentation)
	· 3 months prior to go-live 

· 1st  to Execs

· 2nd to Region Management

· 3rd to Supervisors

· 4th to Field Units

	
	· Where to Get Help 
	· How can I get help? 

· Help Desk (description and contact information) 

· Exception Processing Team (description and contact information)
	· CDCR Newsletter (via email) 

· CDCR Intranet / Project Website
	· 3 months prior to go-live 

	
	· Frequently Asked Questions
	· Where can I find answers to my questions? 

· Frequently asked questions and answers 
	· CDCR Newsletter (via email) – a few per newsletter 

· CDCR Intranet / Project Website 
	· 3 months prior to go-live 

	
	· Training Overview 
	· What training will be offered? When is training? 

· Training topics 

· Schedule for training 
	· CDCR Newsletter (via email) 

· CDCR Intranet / Project Website
	· 2 months prior to go-live 

	
	· Go-Live Prep Messages 
	· What do we need to do in order to prep for go-live? 

· Communications preparing for go-live activities 

· Guidance on transition activities 

· Go-live contacts 
	· CDCR Newsletter (via email) 

· CDCR Intranet / Project Website
	· 1 month prior to go-live 

	
	· Post-Go-Live Messages  
	· What do we need after the system has gone live? 

· Communications for post-go-live activities 

· Post-Go-Live Survey 

· Post-Go-Live Checklist 

· Post-Go-Live Lessons Learned 
	· CDCR Newsletter (via email) 

· CDCR Intranet / Project Website
	· During go-live 

	External Stakeholders, including: 

· CDCR HQ Organizations (Legal, Labor Relations, HR, Policy, etc.) 

· CA Legislature 

· Governor’s Office of Criminal Justice Planning 

· US Immigration and Customs Enforcement 

· CA Department of Mental Health 

· Unions 

· State Courts 

· Federal Courts 

· CDCR Law Enforcement Consortium 

· CA Department of Justice 
· Local and State Law Enforcement Agencies
	· Changes to Revocation Packet Processing 
	· What is CDCR doing to improve revocation packet processing?

· Raise awareness about Rev Packet Scanning 
· Scope: limited to Pilot and Region 3 for now, but goal is to eventually be statewide 
· When the system will go-live to the rest of the state 

· Introduce key benefits of system (benefits to CDCR, to individuals) 

· Relationship to SOMS Project 

· Timeline 
	· Newsletter on CDCR website 
· Meet with groups as needed 
	· 3 months prior to go-live  


6.0 
Timeframe 

The timeline for the Revocation Packet communications will be determined by the overall project timeline and the overall implementation of the scanning solution both for the Pilot site (Sacramento) as well as the primary implementation site (Los Angeles / Region 3). The details of when specific communications should be disseminated have been included in the Planned Activities and Deliverables/Working Documents section of this document. Many of these dates are relative dates, with respect to the implementation date. If the implementation date shifts, the communication dates should also be updated accordingly. 

7.0 
Assumptions, Dependencies and Constraints 

7.1 
Assumptions 

The primary assumption of business process communications is that it focuses on the modified business process of the users, NOT ERMS-related communications or SOMS-related communications. In order to successfully deliver business process communications, we assume the following to be true: 
· HP will develop technical communications, as needed 

· The Rev Packet Scanning Project will follow the processes defined in the Business Process Communications Plan 

· The Rev Packet Scanning Project Team will have primary responsibility for developing and delivering communications with end-users and stakeholders 

7.2 
Dependencies 

CDCR understands that business process communications are inherently linked to certain dependencies for their success. Among other factors, the development and delivery of business process communications are dependent on:
· Open communication from CDCR and SOMS/ERMS project sponsors regarding timeframe, scope, assumptions, dependencies and constraints
· Continued access to and support from Subject Matter Experts (SME’s) to identify audiences/stakeholders and key messages
· Input from CDCR staff for project needs provided in a timely manner (i.e. review of deliverables, etc.)
· Completion of the communication materials
· Availability of communication vehicles
· Willingness of DAPO / BPH Management to deliver specific messages
· Attention to communications by end-users
CDCR also understands that there is also a pivotal dependency on the stability of ERMS and other applications for its overall success. Because the ERMS application has yet to be built and the SOMS application is still under development, in the short-term, we rely on the fact that the ERMS and SOMS applications maintain stable enough to create corresponding materials and business processes.
7.3 
Constraints 

Finally, CDCR understands that there are certain constraints that will limit the timeliness or effectiveness of communications. Constraints may include:
· Lack of attention by end-users to communications
· Travel limitations restricting onsite presence
· If end-users are resistant to change or believe the changes to be disruptive, thus disregarding communications
· Misinterpretation of communications
· Inconsistent delivery of communications, causing “mixed messages”
· Lack of vested interest from management, causing an inconsistent presentation of the information 

· Ineffective communications about the training (time, location, availability, etc.) to end-users

· Lack of coordination between SOMS communications and CDCR business process communications
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