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1 Introduction

Document Objectives and Summary

Early in the Web site re-design effort FSIS representatives participated in a series of visioning sessions to discuss successful Web design elements, proposed methods of content organization and the needs of FSIS audience groups.  Because meeting participants had such a strong understanding of their constituencies, we were able to outline characteristics of a re-designed site that would not only meet, but also surpass user expectations.  The information gained in these sessions served as a blueprint for the entirety of the re-design.  Six months later, as the launch date approaches, it is clear that the organization and design of new pages speak to the goals defined in those early sessions.

This strong online presence has positive implications for FSIS.  It will help the agency continue to grow as a respected public health organization in the eyes of the public.  FSIS has the opportunity to build stronger relationships with citizens, business partners and employees through improved electronic access to agency information, programs and services.  By emerging as a leader, in support of USDA eGovernment initiatives, FSIS will attract the positive attention of other USDA offices and agencies, as well as other federal government organizations.  However, site strengths—unified consistent messages, strong navigation schemes, a user centered focus, an attractive design—must be actively communicated to the public in order for both the agency and its constituencies to realize the full benefit of the re-design.  
As final development preparations are made for the launch of the re-designed pages, communication and marketing activities must also take place to ensure that the new site is anticipated, understood and well received.  A communication plan is a document that details clear objectives and activities for marketing a specific business initiative—in this case a site launch.  It increases communication effectiveness by outlining an approach that will convey the right message, from the right sender, to the right audience, through the right channel, at the right time.  
This plan is divided into two major components, a written document and a communications matrix.  The written document includes information on best practices, communication themes and vehicle specifics.  This analysis highlights the following communication vehicles:
· Leadership Speeches and Agency Events

· Pay Stub Messaging

· Newsletters

· Announcement on Existing Site

· Voicemail
· News Releases

· Targeted Postcard

· Web Promotion Graphics

· Tradeshow Presence and Interactive Demonstrations

· HTML and Text emails / Other Official Communication

· Retail and Industry Partnerships

· Interview with Department Leadership

· Targeted Direct Mail and Poster Campaigns

· Promotional Items

Matrix Elements

The accompanying matrix outlines prioritized communication opportunities and details messaging and vehicle specifics.  It outlines an action plan and answers the questions who, what, when, why, how and by whom for each communication event.  Together with the written plan, the communication matrix will organize communication activities through the summer of 2004.

When?—Timeline 

· The appropriate time of delivery for each message

· To create buy-in, communication should happen early, often and be appropriately maintained

· Communication occurring prior to the launch can minimize confusion and resistance to change

How?—Vehicle 
· The means used to deliver a message to a target audience

Who?—Audience 
· The group with whom the agency is communicating

· Audiences must be identified so messages and efforts can be tailored to suit individual constituencies

· The more specific the audience definition the more detailed the communication can be

What?—Key Messaging

· Each audience has different concerns and information needs

· Messages should be tailored to audiences and communication vehicles to achieve the largest possible impact

· Messaging is closely tied with primary communication objectives

· What should the audience think, do, or feel as a result of receiving messages

By Whom?—Communication Coordinator

· The person preparing, presenting, or delivering the information to the specified audience

· The communicator should have knowledge of and support for the initiative and knowledge of and credibility with the audience

Methodology

The bulk of the communication ideas outlined in this plan were obtained from FSIS program area experts during a marketing strategy session held in late February, 2004.  Individuals were selected to participate in the planning phase of this marketing effort based on their previous experiences in communicating FSIS initiatives to the public.  Session participants were asked to brainstorm about past marketing successes, potential communication vehicles, target audience priorities and available contacts and resources.  These individuals may be called on again later in the process to help implement the opportunities originally defined during the session.
2 Communication Best Practices
It is not enough simply to communicate one generic message to users one time.  There are a number of communicating and marketing best practices that should be followed to ensure that audiences not only receive a message, but also understand the message well enough to correctly communicate it to others.  
Repetition

· It is widely held that individuals often don’t remember a message until it has been communicated three to seven times

· Important messages should be layered, using multiple vehicles to convey the same basic information

Consistency
· Communication events cannot contradict one another—all messaging must be consistent and clear
· Consistent communication encourages greater understanding of the message, and a greater trust in the in the integrity of the organization
· Consistent communication unifies an organization’s image helping to create an organizational brand
Timeliness

· Messaging should be proactive as opposed to reactive, creating enthusiasm instead of alleviating concern
· Messages communicated prior to change tend to ease resistance, creating a feeling of inclusion and commitment to implementation
3 Timeline

Communication events have been strategically planned to achieve the largest possible message impact on users.  An overview schedule is depicted below.  See the full communication matrix for additional details.


4 Communication Vehicles
Leadership Speeches and Agency Events
The first of the main communication tools outlined in this plan involves the spoken endorsement of the re-designed site by agency leadership—speeches, announcements, agency events.  

Since FSIS has made eGovernment an agency priority, it is only logical to communicate successes in these areas to constituencies directly.  The Under Secretary, the Administrator and other agency officials have near daily access to assembled and interested audiences.  They have the opportunity to reinforce food safety and public health messages with the mention of the re-designed site.  News of the re-design can be easily inserted into already scheduled speaking engagements.  Mention of the Web site can be tailored to specific audiences and session agendas.  For example, in an upcoming orientation session with FSIS new hires, Dr. Masters can reference the Web site, encourage employees to access the URL and have them navigate to desired information via the “Browse by Audience” tool.  There are a number of similar events scheduled for the months of March, April and May.  Each is an occasion to push traffic to the site, thereby increasing understanding of agency responsibilities and initiatives.
Organized conferences and speaking engagements most often tend to be designed for industry groups, trade associations and congressional leaders.  However, FSIS can reach out to consumers, parents, educators and children by hosting more informal events where messages are centered on safe food handling and consumer food safety.  Dr. Murano, Fight BAC!R and ThermyTM could serve hot dogs and summer safety messages on the Mall.  Napkins printed with the URL could be handed out to cookout participants with lunch. 
While the coordination of a summer food safety event would require some planning from the Food Safety Education staff, mention of the re-design in already scheduled speaking events requires no additional cost or effort.  Speeches are drafted by the CPA staff.  

Pay Stub Messaging

It is widely recognized that word of mouth advertising is one of the most effective and cost efficient methods of communication.  With over 9,000 employees, FSIS has a strong internal foundation of individuals able to communicate news of the re-design.  Therefore, it is essential that FSIS employees understand the benefits of this effort, feel a sense of commitment to its implementation and ultimately believe in the change.  Communicating consistently and clearly, on multiple levels will reinforce employees’ ability to further articulate agency eGovernment initiatives.  

One certain method of reaching FSIS and USDA employees is with pay stub messaging.  Though the amount of space available on each employee paycheck is limited, this vehicle offers repeated opportunities for communication.  For example, during the pay period just prior to the launch, checks can feature a notice announcing the re-design initiative and the upcoming site changes.  Paychecks for the two periods directly after the launch can call employees to the site, reminding them of improved usability and consistent page look and feel.  
Pay stub messaging should be easily coordinated by the agency.  Once short messages are drafted they can be submitted to the Department and NFC for clearance and check printing.  Content is due one pay period prior to the communication date.
Newsletters

One of the key aspects of a successful communication campaign is a willing audience, receptive to the messages delivered.  There are four newsletters authored and published, within the agency, and one created collaboratively with other public health agencies.  Each is distributed to an audience familiar with FSIS, which has expressed previous interest in agency initiatives and desires ongoing communication from the agency for work, or for personal pursuit.  Newsletter recipients are agency employees, educators, establishment leaders, industry organizations and constituent groups.  Feature stories, reminder blocks and graphical promotions in these publications will reach the target audience without question.  Further, communicating to the public through these channels requires no additional cost to the agency.

The Beacon

The FSIS workforce is a largely segmented population.  While employees in the Headquarters offices have daily access to computers and the Internet, nearly three quarters of the workforce is comprised of field employees, on the line in processing establishments throughout the country.  The majority of these individuals have little time, or need, for checking email or reading online agency news.  Therefore, communicating with these employees has presented a challenge.  However, the Beacon, a monthly internal publication, is printed and distributed to all employees and has proven to be a strong method of communicating with individuals in the field.

The Beacon should feature news of the Web site re-design in at least two consecutive issues.  Repetition increases the reader’s tendency to recognize and remember the communicated message.  The April issue of this employee publication should include a full article on the re-design.  This piece will announce the launch, creating awareness and alerting users to the change.  The article should wrap this core message in a larger story.  For example, the piece could describe USDA eGovernment initiatives and the agency’s position as a leader in implementing Web standards, or it could articulate the agency’s enhanced focus on public health and the Web site’s depiction of this image.  This full feature article should be drafted by a member of the agency staff.  Draft content is due to the Beacon office by April 15.
The larger April article will be supported with a highlighted reminder segment in the May issue of the Beacon.  This reminder can be either text or image based and should announce the successful site launch and call the user to visit the homepage.

News and Notes

Internal news is also communicated to FSIS employees through News and Notes, a full color online publication that is emailed weekly to employees.  Though this newsletter is not as successful as the Beacon in reaching field employees, it is a strong source of news and agency updates for those staffed in the Headquarters buildings.  

News and Notes should run four separate pieces about the launch of the re-design—two prior to the launch date and two post launch.  Again, full feature articles should wrap the launch announcement in a larger, employee relevant story, attracting and maintaining the reader’s attention.  Articles could focus on the new page design and resulting usability implications, the updated navigation schemes and improved access to desired information, or the added utility tools assisting employees in finding forms, taking training and self servicing their human resources needs.  Another News and Notes article could describe the agency’s commitment to public health and the food safety education programs that support this commitment—the Food Safety Mobile, the USDA Meat and Poultry Hotline and most importantly, Ask Karen. 
News and Notes lends itself well to displaying content in a highlighted block format as well.  Therefore, while two of the features should be full articles, the remaining two pieces can be spotlighted promotions, either graphical or text based, announcing the launch of the re-designed site and calling the reader to the URL.  As this publication is intended for electronic readership the promotion should be clickable through to the new homepage.  
Content is due by noon each Wednesday.  The publication typically goes out by Friday of each week.  Again, authors of articles and highlighted promotions will be members of the FSIS staff.  
The Constituent Update

Visitors to the Web site can register to receive the weekly Constituent Update newsletter.  Unlike the Beacon and News and Notes, the Constituent Update is not reserved for employee distribution.  Instead, it is a publication designed specifically for members of constituent groups, industry groups, sister public health agencies and interested citizens.  The Update is emailed to 1,700 readers and informs them of FSIS policy updates, agency news, procedures and initiatives, food safety issues and upcoming public meetings.   
Like News and Notes, weekly distribution of the publication allows repeated messaging, reinforcing news of the re-design to the target audience.  The Constituent Update should run four separate pieces about the launch—two prior to the launch date and two post launch.  The agency could attempt to reuse the content originally drafted for print in other publications, but should be careful to target messages appropriately to audience interests and needs.  Readers of the Constituent Update are more interested in information about navigating through Regulations and Polices, or FSIS Recalls, than HR Support, or Workforce Training.

Again, content is due by noon each Wednesday and the publication typically goes out by Friday of each week.  Authors of articles and highlighted promotions will be FSIS employees, specifically, the CPA staff.  

The Food Safety Educator  
The Educator is another publication produced within the agency and sent to subscribed individuals.  This free periodic newsletter reports on new food safety education programs, emerging science concerning food safety risks and other stories of consumer interest. It is distributed by mail to nearly 12,000 consumers, educators, public health officials and industry groups throughout the country.
Because the Food Safety Educator is distributed on a quarterly cycle the re-design should be announced in two separate full feature articles.  Because of its largely consumer-based readership the Educator presents an ideal opportunity to introduce the Ask Karen tool to users.  This tool should be celebrated as the “Dear Abby” of food safety.  The Virtual Representative sets FSIS apart from other public health agencies.

Articles will be written by members of the Food Safety Education staff.

Ed Net

EdNet is an electronic newsletter from the Food and Drug Administration (FDA), Food Safety and Inspection Service (FSIS), and the Centers for Disease Control and Prevention (CDC).  The newsletter is distributed monthly by email, and provides updates on food safety activities to educators and others concerned about food safety.  Like the Food Safety Educator, EdNet has a consumer-based readership and offers an opportunity to present the benefits of the re-design to that constituency.
The Food Safety Education Staff will be responsible for creating at least two features for this publication.  Features can be full length articles or short launch announcements.
Announcement on Existing Site

There are two major components in marketing the re-designed public Web site—communicating site changes to existing users and advertising agency responsibilities and initiatives to the much larger public, previously unaware of FSIS.  Both types of communication are equally important.  Existing users are a key market segment, likely to return to the site.  This group cannot be overlooked.

The commonality between all existing users of the FSIS site, across audience groups, is the need to find information from FSIS online.  Therefore, the most logical method of reaching these individuals is on the existing FSIS homepage.  

With minimal effort and few costs to the agency, the FSIS Web Master can post an announcement on the existing Web site, informing users of the upcoming launch.  This announcement will create intrigue, potentially calling the user back to the site on, or after, the launch date.  This message will also create awareness for frequent site users, preparing them for the updated page design, updated imagery and updated navigation schemes.  As a result, the transition between the old and new page designs will be anticipated and therefore more easily accepted.  The announcement on the existing Web site could be either text based, or image based paralleling the re-designed color palette and design standards.  The promotion should be posted on the existing homepage at least two weeks prior to the launch date.
Voicemail
Like pay stub messaging, a Department-wide voicemail is an efficient means of communicating with USDA and FSIS employees, especially those working in the Headquarters offices in Washington DC.  Further, when a voicemail message is layered with a newsletter article and a pay stub notice the message is more likely to be received and retained. 
On the launch date Dr. Murano, or another member of the agency leadership team, could leave a voicemail message for all employees.  This spoken message should point to the re-design, ask employees to visit the site and highlight the ease of navigating to information by audience, topic, or by task.  The CPA staff should draft the script, have it revised and approved prior to the April 15th launch date.  

News Releases

USDA has established relationships with a number of news organizations.  Therefore, it is logical that the agency utilizes these contacts to distribute press releases on the day the re-design is launched.  The CPA staff will be responsible for drafting the release and coordinating its distribution.
However, a one time flat release announcing the re-design has a potentially limited reach, especially given the time sensitive nature of the launch message.  Repeating communication of the URL and pairing this communication with stories of current consumer interest—BSE, Recalls and Ask Karen—increase the potential for memorable impact.  Further, FSIS sponsored safe food handling articles could be pitched to national parenting, cooking and health magazines, as well as relevant industry and Capitol Hill publications.  Releases could be distributed to organizational listservs—the Child Health Education Network, veterinary schools, chefs organizations, the Food Marketing Institute—again broadening the message reach.  Opening news references to the Web site beyond the initial launch message increases the value and permanence of communication efforts. 
Targeted Postcard

Face to face messaging is one of the most effective methods of communication.  Personal interaction encourages heightened understanding and an element of trust on behalf of users.  Though this type of communication is time consuming, there are several opportunities for FSIS to develop relationships with individual members of the public—food safety events, Food Safety Mobile visits, trade shows, conferences.  This personalized communication should be paired with something the user can take away for example, a postcard reminder of the interaction that calls the user to the Web site to learn more.  
The eGovernment team will design and print a postcard-sized handout that can be distributed at agency events, sent to select contacts via mail and given to legislators on Capitol Hill.  The postcard needs to be compelling enough to push users to the Web site, yet contextually, it must be broad enough to interest users across all audience segments.  The preliminary idea for this card is that it will parallel the look of the re-designed site and highlight updated usability features and interactive tools.  The postcard design should be easily translated to a larger poster format as posters may be used for varying display purposes moving forward.  Potentially posters can be displayed in field offices, the Tech Center, processing plants, trade shows, the Food Safety Mobile, and in FSIS buildings. 

Ideally, the first print run of 20,000 postcards will be finalized, printed and delivered to the agency by the third week in April.  Because these handouts will not have a particularly time sensitive message they can continue to be distributed through the end of the calendar year.  Again, the eGovernment team is responsible for postcard design and the FSIS staff is responsible for leading appropriate distribution efforts.  Postcard messaging will potentially need to be reviewed at both the agency and the Department level.  
Web Promos

A postcard must be very compelling for an individual to take it home, tack it up next to the desk and remember to visit the URL the next time they turn on the computer.  However, communicating with potential FSIS audience groups once they are already online presents far less of a challenge.  
The eGovernment team will create a number of graphical promotions that can be posted on related government and public health agency Web sites just after the launch date.  These promotions will parallel the look of the re-designed site and ask the user to click through.  This one click to the FSIS homepage represents a very small commitment on the part of the user.  Therefore, Web promotions tend to be an effective method of drawing traffic to www.fsis.usda.gov.
The following organizations will be approached with placing a graphical promotion on their Web site.  Features can be designed to different pixel sizes depending on page specifications.

· USDA

· APHIS

· FAS

· USDA Credit Union

· Foodborne Illness Education Information Center

· FoodSafety.gov

· Food Safety Training and Education Alliance

· FightBAC.org

· Department of Health and Human Services

· FDA 
· International HACCP Alliance

· CDC

· FirstGov

· Recalls.gov

Tradeshow Presence and Interactive Demonstrations

Similar to leadership speeches, industry trade shows are previously scheduled events that can become opportunities to communicate news of eGovernment initiatives and the re-designed Web site.  With a low level of agency effort and no additional cost, the Web site can be highlighted within booth displays and thereby achieve a relatively high level of visibility among trade show participants.
There are currently 16 trade shows scheduled between the launch of the re-designed site in April and the end of the calendar year.  FSIS will be responsible for coordinating the promotion and demonstration of the re-designed site at these shows.  There are several options for display.  If an Internet connection is available within the booth space, FSIS representatives could walk trade show participants through updated site features—the user interface, navigation elements, interactive tools.  Participants should be encouraged to click through the site on their own, deepening their interest in the Web site and increasing the chance that they will return to the homepage at a later time.  If no Internet connection is available high-level pages could be downloaded onto CD.  Though information will not be 100% current, the CD will suffice for demonstration purposes.  Lastly, the agency could put together a looping presentation communicating updated site features.  A presentation of this sort would free FSIS resources to answer questions and address participant needs.  Postcards, posters and printed copies of site related news releases should be distributed at show booths, again increasing the opportunity for later visits.
HTML and Text Emails / Other Official Communication
With email, FSIS has the opportunity to contact a significant number of individuals, across constituencies, at no cost.  In fact, messages can be tailored to speak specifically to varying audience groups—employees, constituent groups, congressional leaders, strategic public health agency contacts.  While the core message of a launch date email is the same, a successful site launch, language can be used allowing individual groups to feel included and personally informed.  All emails should feature a linked URL, allowing users to click through to the updated homepage.  Messages should encourage users to forward the communication on to other interested parties.  Notes should include focused tips on using the re-designed site.  
The biggest challenge with communicating via email is getting recognized among an inbox full of other messages.  The notice must be compelling enough to make the recipient not only read to the bottom, but also click through to the site, or forward the email to a friend, coworker, or spouse.

The eGovernment team will be creating an HTML-based email to be sent on or just after the re-design launch date.  Because different email clients render graphical emails differently, it is recommended that this HTML email be coded specifically for Microsoft Outlook users and sent only internally to FSIS employees.  Because Outlook is the known email client used across the agency, all recipients should therefore be able to view the message as intended.  The agency will be responsible for crafting targeted text-based email messages to users external to USDA.  FSIS is also responsible for compiling appropriate distribution lists.  

Lastly, signatures should be standardized on all official FSIS email based communication.  A consistent presentation of the agency name will help create trust and brand recognition among FSIS constituencies.  The suggested signature should include:

· Employee Name
· Title, Program Area

· Phone Number

· email Address

· United States Department of Agriculture

· Food Safety and Inspection Service

· www.fsis.usda.gov

Similarly, the agency mark should be standardized on letterhead, business cards, envelopes, reports, brochures and other written documentation.  This printed mark will identify the agency as part of the USDA umbrella.  The suggested official FSIS mark includes the USDA logo next to the stacked Department and agency names.
Retail and Industry Partnerships

There are an endless number of opportunities to market the FSIS mission, by partnering with related organizations—grocery retail chains, pediatricians’ offices, public health organizations.  These types of partnered communications should be directed toward the currently unaware consumer.  There is a large segment of the population, including chefs, concerned parents and grocery shoppers that do not recognize FSIS’ public health priorities, or the agency’s place within the Department of Agriculture.  However, these individuals would be receptive to food safety messages and potentially be inclined to visit the Web site to learn more.  
Messages delivered on posters or postcards in doctors’ offices, or grocery stores should have a lasting value.  Rather than announcing the NEW Web site, these communication pieces should market the agency, the site, the available programs and the ability to protect one’s family through free access to food safety information.  The responsibility for creating relationships with partners in public health rests heavily on the Food Safety Education staff.  This should be an ongoing communication focus.  Messages should consistently call users to the FSIS homepage.  
Some suggested partnering opportunities include grocery bag messaging, food label messaging, poster campaigns, public service announcements and messages in store circulars.  Safe food handling tips could be printed on the bottoms or backs of grocery store receipts.  FSIS could sponsor cooking classes at community centers, local schools, or churches and synagogues.  Food thermometer packaging could include the FSIS URL.  Opportunities to contact consumers are everywhere.  Many are available to FSIS at little or no cost.
Interview

The Secretary has commented on multiple occasions that the growth of eGovernment is to be one of her legacies to the Department.  The successful launch of the FSIS Web site is the perfect opportunity to interview her, and other Department and agency leaders, on eGovernment initiatives.  
During the late spring FSIS could host an interview with the Secretary, the Under Secretary and the Administrator focusing on eGovernment, and the practical applications being created and supported within USDA, and specifically FSIS.  This interview could highlight the influence of an informative and usable Web site, the benefit of eGovernment to citizens, and the implementation of additional new technologies going forward—digital pen, a learning management system, an employee Intranet.  Leaders could articulate the need for eGovernment initiatives at USDA, and the benefits of this work.  

This interview could be published in text format as a fact sheet, a newsletter feature, or a news release, and highlighted on the homepage.  Additionally, the interview could be recorded and published in audio format for inclusion on the Web site and distribution to local radio stations.  Agency employee and constituent newsletters could announce the interview, providing programming details, or calling individuals to the homepage, to hear the full interview.

Targeted Direct Mail and Poster Campaigns
One of the largest challenges currently facing the agency is the impending retirement of a significant portion of the veterinary workforce.  This need could be partially answered by ramping veterinarian recruitment efforts online.  Students, faculty and career counselors at the 26 veterinarian schools across the country could be pointed to the FSIS Web site for intern and employment opportunities.  This solution would call traffic to the site, while driving potential recruits to consider FSIS as a career option.  However, the agency’s public Web site must be advertised before it can serve as an effective recruiting tool.  

To speak to this advertising need direct mail pieces could be distributed to veterinary students through their campus career development centers, and program courses.  Targeted oversized postcards or brochures would mimic the Web page design, and describe the Veterinary Student Employment and Food Safety Fellows programs.  The FSIS URL would be prominently included on any direct mail piece.  Additionally, posters with a supporting message and the same look and feel could be placed in classrooms, laboratories, buildings and career development centers, heightening student awareness of FSIS programs and the agency’s online presence.

Because this message is not as time sensitive as news of the launch, communication efforts can be delayed until later in the spring of 2004.  FSIS and the eGovernment team could potentially partner to communicate the strongest possible message.

Promotional Items

The largest untapped agency market is the unaware benefactor of FSIS regulations and inspection services—the average consumer.  Because the average consumer typically has great economic influence, these people are constantly bombarded with marketing messages.  As a result, in order to be recognized the agency must be innovative in their communication efforts with the public.  One effective method of conveying a memorable message is through the distribution of more permanent promotional items.  These items can be printed with relative food safety information as well as the FSIS URL.  The Food Safety Education Staff already utilizes these promotional techniques.  Items can continue to be passed out with the Food Safety Mobile, at culinary schools, in grocery stores, at food safety events, and in pediatricians’ offices.  Some promotional giveaways include:

· Cutting boards or disposable cutting sheets

· Sample bottles of antibacterial kitchen cleaner

· Resealable food containers

· Flashlights

· Food thermometers

· Lunchbags and lunchboxes

· Meat marinade samples with attached recipes

· Mousepads
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