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Objectives and Results

I. Organization and Communications Function
Organization
Blue Cross and Blue Shield of Texas (BCBSTX) is a division of Health Care Service Corporation (HCSC). HCSC has more than 16,000 employees and also includes Blue Cross and Blue Shield of Illinois (headquarters), New Mexico and Oklahoma. HCSC is the largest non-investor-owned health insurance company in the United States and the third largest health insurance company overall, behind Aetna and United. HCSC acquired BCBSTX in 1998, Blue Cross and Blue Shield of New Mexico in 2001 and Blue Cross and Blue Shield of Oklahoma in 2005.
BCBSTX currently has 6,400 employees with about 3,000 in the Richardson area, with the majority located at the Richardson home office building.

BCBSTX dates back to the origins of prepaid health insurance in the United States in 1929, with a program called the Baylor Plan in Dallas. This was later merged into the company (by then a Blue Cross Plan), which is now BCBSTX. Its mission has been expressed several ways over the years but has always encompassed providing premier health care coverage and excellent service to as many individuals as possible. The HCSC mission is “to promote accessible, cost-effective and quality health care for our customers.”

Communications Function
Corporate Communications, a division with 52 employees based in Richardson, includes four departments: Creative Services, Multimedia Services, Marketing Communications and Executive/Internal Communications. Marketing Communications handles some enterprise-based (all four states) projects but most of their work is Texas-only. Executive/Internal handles internal communications for the entire enterprise. The annual Corporate Communications budget is unavailable. 

The mission of Corporate Communications is to provide professional, creative, cost-effective turnkey communications services to assist HCSC business units in meeting customer requirements. 
The Executive/Internal Communications Department includes executive communication, event management and business unit communications. I am one of three Communications Consultants reporting to the Business Unit Communications manager, who reports to the director of Executive/Internal.

The director of our department does participate in strategic management of the organization. This is remarkable in a corporate environment that has not always been hospitable to a centralized communication function. She upholds the principles of both excellent communication and excellent leadership, which shapes the management of her departments and results in fierce loyalty from her employees. I have worked for her for nine years and have been in the organization over 25 years.

Responsibility Relating to Organization and Project

As Communication Consultant, I handle a variety of internal communications: print and electronic media, events and scope ranging from an on-site department to the entire enterprise, including strategic management communication. 

One of the areas of the enterprise for which I manage communications projects is the Information Technology Group (ITG). This represents about 4,000 employees, located throughout the four states. As HCSC has grown through acquisitions, the IT function has become increasingly essential to the company vision. Leadership in this arena is critical for a company seeking to achieve prominence in any field. It is not only the mainframe functions that process millions of claims for the company, but desktop (and now, “deskside,” such as laptops and Blackberries) operations that must sustain measurable levels of excellence.  

One of my client departments, Desktop Enterprise Services (DES) is responsible for keeping all PCs and other individual hardware updated, as well as the operating systems and applications for those devices. 

II. The Problem/Opportunity
In the first quarter of 2002, DES management requested I create a communications campaign to help them counteract the negative perceptions associated with “change” and reinforce the positive outcomes of upgrading systems. Their project was a coordinated rollout of major desktop changes, including replacement of aging PCs, Ethernet deployments and specific software upgrades. This companywide initiative took place in the states affiliated with HCSC at the time, Illinois, Texas and New Mexico, and affected some 12,000 employees. 
In addition to completing this large task successfully, DES management was challenged by the negative perception of technicians’ ability, credibility and professionalism. This  had resulted in poor customer surveys, disparaging comments and increased resistance to change when upgrades or other ITG changes were required. 
Looking ahead, HCSC had plans to grow through mergers and acquisitions, so the job of maintaining and upgrading technology would continue to grow. For the company’s future, increased resistance to change was not an option. 
Another challenge was to come up with a brand identity that could go beyond this upgrade. Ideally, DES wanted a campaign that could be refreshed and extended for years, congruently with changing technology.
Need/Opportunity

Employees are equally disgruntled as the general public when technicians enter their space and have to repair, replace or reset the machines they rely on for daily communication and work function. Downtime from the computer is only one aspect of this perception of invasion. 

Due to time constraints, we were not able to introduce a pre-project survey, and DES did not have any data for this perception problem. However, anecdotal information was strongly negative. Responses from employees and managers could be summarized as “Not another upgrade. Don’t touch my PC.”
Target Audience
> Characteristics: The HCSC employee population is mostly female, but also very diverse. HCSC and its divisions have been recognized for its diversity and for the company’s responsiveness to that diversity.

> Location/Numbers: At this time, the Illinois and Texas employee populations were each about 5,700 employees. There were about 500 New Mexico employees. This encompassed about 50 locations.
> Opinions and Attitudes: Because the company is a non-investor-owned service company, it tends to seek and attract employees who are service-minded. This service mindset often extends to many aspects of employees’ lives and results in generous gifts of funds and time when worthwhile opportunities are offered. 

About half the employees work in the Subscriber Service Division, which handles customer service and claims. In this division as well as some others, employees are on production and have strict goals of time and service. This produces a blue-collar type of culture, even though it is clerical rather than industry-based. 

The technology knowledge quotient and mindset of these employees varies. Though most use PCs, accessing many systems and applications daily, they may be only acquainted with the narrow scope of the functions they need to use for their jobs.
III. Developing the Plan

Approach to the Problem

At this time in the company’s development, this was the largest PC upgrade ever attempted. The company headquartered in Chicago, Ill., had doubled in size with the addition of the Texas division: a large, diverse population separated by significant distances. In addition to the size of the job, there was the meta-environment that everyone in an acquired company faces as employees sorted out roles, power and territory.

The Corporate Communications area was facing situational challenges of its own. HCSC had not operated with a centralized communication function in Illinois, and much of top management still did not see the need for one. As the upstarts from Texas, we had to establish our role, project by project, as we took on an increasing amount of work for the entire company. 

It was during this time that we were asked to take on the communication project for this upgrade. It was easy for me to identify with the perception problem of IT. We were encountering similar obstacles as we sought cooperation with the communication function. 

As project manager, I saw the challenge in four parts: 

1) Support the client’s work objective with targeted communication. 

2) Proactively support a change in perception of the technicians and their job.
3) Create a positive brand identity for improving technology at the desktop level.
4) Develop a campaign that could be used or adapted for the future. 

The Plan
Objectives:
1. To educate the employee population on the benefits of improved technology.
2. To improve employee perception of the technicians performing upgrades.
3. To create a positive brand identity for this campaign.
4. Develop a look and feel that employees would continue to recognize and react to favorably for years to come.
Creating an Integrated Communications Solution:

Based on what we knew of our audience, we needed to take multiple approaches to convince employees that this could be a positive change, not just a requirement. The employee audience had varying attitudes toward technology and how it might affect or disrupt their working schedule and desktop. We could not rely on e-mail alone to explain it to them. 

First, DES would meet with site management (directors, managers) to communicate this companywide. Employees would receive face-to-face communication from their supervisors and electronic communication from the company. Posters and banners would also serve as on-site notification of the message “Trained employees are here now to assist you with the upgrade.” The technicians would all wear the shirts with the color and design of the campaign. This increased the perception of consistency and professionalism, as well as identifying them in the work areas. After his/her PC had been upgraded, each employee would receive a mouse pad, new wallpaper and desktop tent cards and have the opportunity to complete a survey on the quality of the upgrade and, effectiveness of the communication.
We believed this was an appropriate combination of pre-event notification through e-mail, signage and face-to-face information from direct supervisors; point-of-contact communication with the technicians; post-upgrade “thank you” items and feedback mechanism via the survey. 
The Creative

We started with a single concept and tagline: 

Evergreen:  Bringing Fresh Technology to Your Desktop.

This signified the upgrade was replacing “deadwood,” DES’s word for outdated technology.
The designer created a logo with photo illustration of evergreen branches and a computer monitor with a single sprig of green on the screen. The word “evergreen” was in a forest green color, which we also selected for the technicians’ shirts. The logo was embroidered on the pocket. 

E-mail communications carried this logo as a full-color banner, as well as the posters, banners, tent cards, mouse pads, sign-on screen and PC wallpaper, which was created with a gradient background in order not to interfere with icons on the desktop. The travel mugs had the same logo in one color.  (See work sample, page __, picturing all items using logo.)

Tactics:
· Meetings with management at each location with detailed information. Each manager received a stainless steel travel mug with the logo as a memento.

· E-mail bulletins to targeted employee groups and management 

· Before each site’s rollout, posters were displayed to notify employees that a team would be working on site. 80 posters (28 by 36 in.), mounted and laminated on foamcore, with an acrylic pocket for site-specific messages. 
· 17 laminated banners (3 by 7 ft.) remained on display for awareness during the life of the project (2002 and part of 2003) at the home offices and major locations in each state.

· Online communication through the company intranet, fyiblue 
· The technicians wore golf-style shirts to match the campaign with embroidered logos on the pockets. Site managers and DES needed to identify these individuals by sight, since they would be operating in employees’ workstations.  

· A leave-behind gift of a mouse pad with logo for each employee
· An electronic leave-behind of PC wallpaper with the logo.

· Sign-on screen on each PC with logo.
· Following the upgrade of each PC, the employee received a tent card showing that the work had been completed. Along with the wallpaper and mouse pad, these items served a second purpose, alerting other technicians that work on that PC had been completed.
· A survey to measure the success of the program and effectiveness of the communication.

Budget
We kept expenses within budget (less than $32,000 for materials for the entire project). We were able to save money by working with approved vendors and ordering items in quantity. 

For example, there was an initial purchase of 14,000 mouse pads with the Evergreen monitor design (added quantity to plan for new employees in the coming year). 
At this time, employee time costs were not budgeted per project.
Time
Our first goal was to design the logo/tagline and have it approved by management, which was completed in three weeks, by 2/1/02. We next focused on getting the specialty items selected, purchased and into production. We were able to meet our deadline of 3/15/02.This included tent cards, mouse pads and travel mugs. We also produced the electronic designs (log-in screen and wallpaper). We also began producing banners and posters for sites as the upgrade was rolled out. These were printed ahead as possible, but also produced as print-on-demand, matching the client’s schedule as the rollout went forward. We also sent out management and all-employee e-mail communication about Evergreen before and during the rollout. This rollout took place throughout 2002 and into 2003, approximately 18 months, though additional collateral was requested as late as 2004. 
IV. Selling the Plan to Management

We presented this design and communication plan to a project team headed by the manager of Desktop Services and her supervisor, the director of the department. We included the communication timeline matching the dates and locations of their rollout, costs, photos of the giveaways and designs for the logo, banners, posters, tent cards and wallpaper. 

The manager and director endorsed the plan with no changes. It was presented to the vice president of ITG Infrastucture who also approved it without changes. 

Because management was already committed to plans to communicate with managers and employees with strong visibility, we needed their approval only on the design of our vehicle and details of implementation. 

V. Implementing the Plan
As project manager, I handled this as a turnkey communication job on an agency model:

· Led a team comprising graphic design (Creative Services), intranet communication (E-Solutions) and Corporate Communications. I was responsible for developing the communication plan and keeping it on track, branding “Evergreen” and helping improve the image of those charged with implementing the change. 
· Developed and edited messages emphasizing that the new technology would be more stable and increase efficiency.
· Managed the creative design and production of all print and electronic communications. 

· Managed specialty items: decisions, bids and purchasing, ensuring design properly delivered to vendors and production completed. 

· Managed communication costs, timelines.

· Served as liaison with vendors, internal team and management at all levels.

Unexpected developments were related to the campaign’s success. There was an ongoing demand and additional budget monies from the client for additional posters and other collateral items. We continued to supply these 2002-2004, approximately 24 months of ongoing promotion. 
Another ITG initiative for remote access, “Anyplace,” was promoted later in 2003 with posters displaying employees using laptops from various settings with the Evergreen wallpaper (see work sample, page ____). It showed that the Evergreen look was accepted enough to be featured in photos launching another campaign.
VI. Evaluating the Plan

From the 12,000 leave-behind surveys, distributed to evaluate the success of the program and effectiveness of the communication, DES received a return of more than 25 percent. Of those, 64 percent rated the communications (including not only the promotional communication and items but also e-mails, administrative meetings, technical materials, etc.) “excellent or good.” 
This may not sound like an outstanding positive response. However, rebuilding from a very negative perception, the team was very pleased. 
The Evergreen team conveyed to us many individual positive reactions from management and employee groups across the corporation. On the communications side, objectives were completed on time and under budget. Employees who responded reacted favorably to the design, promotion and gifts. Despite the scale and complexity of the project (minor individual problems with PCs were unavoidable), the technicians received many positive individual comments. DES management expressed satisfaction that service improvement goals were reached and that perceptions were improved. There were no major problems with the upgrade in workflow or technical difficulties. 
This outcome met objectives 1 and 2: To educate the employee population on the benefits of improved technology; and to improve employee perception of the technicians performing upgrades.

The campaign was highly successful in creating a brand identity for the team doing the upgrade. Lead project manager Jim McDonald of DES commented, 

“The communications prepared for Evergreen gave us a brand identity that the team was able to rely on. We had instant recognition by employees or management; whenever we said ‘Evergreen,’ they recognized it immediately. The communications created continuity between our initiatives. It added to our credibility.” 

Management appreciated the pre-rollout communication with details of what to expect. Employees were prepared and not surprised by the activity. Survey results included many positive comments such as “The Green Team did a great job in our department” and “The guys in the green shirts got everything done with a minimum of fuss.” “Evergreen” became a verb, as in “When will our PCs be Evergreened?” One employee wrote, “My manager just wants to know where he can get one of those cool mouse pads.” 

The responses from client management and the end users support the achievement of objective 3:  To create a positive brand identity for this campaign.

Objective 4 was to create a campaign that could be used in the future for changing technology at HCSC. The following provides documentation for the fulfillment of this objective.
We thought that our campaign did well to run through 2004. The original rollout was concluded. 
Evergreen “rescue” in Oklahoma

However, in 2005, as the Oklahoma division’s systems were integrated with HCSC, a similar technology upgrade took place there. Unfortunately, DES didn’t plan for any promotional communications. My first indication that the Oklahoma rollout was taking place was a call from the DES manager that it wasn’t going well. Employees, whose company had just become part of a larger company, were unhappy with having their PCs and systems changed. They expressed the view that they were being steamrolled by the corporation without consideration. This attitude is not uncommon in mergers and acquisitions, but the manager and her superiors felt that some Evergreen communication would help the technology transition, at least. We were able to ship posters there in a few days and some mouse pads and tent cards followed within another week. We also had to change the design from a monitor to a flat screen, because the technology had changed since our first rollout.
DES management told us that the communications helped the rollout go much more smoothly. “Employees felt more like they were part of something, that it was an event and not just an inconvenience,” said Manager Cindy Hansen. “The posters really went over well. They appreciated the mouse pads so much. I think this communication helped us get the respect and buy-in from employees of the process.”
The New Look for New Technology
In late 2005, Director Jim McDonald called and said “It’s time to refresh the Evergreen look.” By now, the need was not so much to change perception but to add and update Evergreen to the latest technology. We were asked to come up with a new screen design for not only PCs but also laptops, handheld PDAs (Blackberry) and new copier/printers. 
As the designer and I were reviewing several variations of evergreen trees, I spotted one view of California redwoods with a road disappearing into the background. I recently returned from a trip to Muir Woods and asked for a copy to send to McDonald. All I could send him was a copy of the online art, about 2 inches by ½ inch and an enlarged but very blurry version. We would have to purchase it to see the actual image. I suggested he might want to use it as some alternative wallpaper. However, he said, based only on the small pixilated view, “No, I want to put it on everything.” 
After purchasing the art, the designer was able to modify and enrich the photo, taking out some road signs and overlapping some trees. This is the current Evergreen design. (See work sample, p. __ , for items using this design.)
We currently have a screen version for desktop, laptop, Blackberry (hold screen) and printer/copiers. In each case the tagline changed to include the new device, as: “Bringing Fresh Technology to Your Laptop.” 
We have already distributed two versions of mouse pads with the new design: a hardcover plastic pad and a softcover version for employees with optical mice. (I pointed out to DES management that someone using an optical mouse does not need a mouse pad at all, but there is evidently a demand based solely on the design.) 

We were also recently complimented on this design from an unexpected source.  “BIC Graphic” manufactures thousands of mouse pads for companies worldwide, including ours. I learned from a vendor that out of all their samples, their management had chosen our new design of the Evergreen mouse pads to distribute to their own employees “because of its positive and soothing appearance.” 

Next Steps
Although we don’t know how it may be used to promote technology at HCSC in the future, the Evergreen image is still considered a positive image with employees. At this time, “Evergreen” appears to be truly self-renewing.
With a campaign that has already remained current and popular into its fourth year, we believe we have fulfilled objective no. 4. 
VII. Other Information: Lessons Learned

When the client announced plans to provide a post-implementation survey of all employees regarding their service and the communications, I thought this would provide much of my measurement. Unfortunately, the survey only included one question that was directly related to “communications.” I would have been more involved in drafting the survey, or a portion of it. Also, I would have conducted a pre-campaign online survey of all employees to gauge attitudes and experience with upgrades. There might have been obstacles to this based on the cost and work time involved in implementing this survey, but measurement is essential. 

Because the company and our communications function have been evolving over the past several years, we did not realize the impact of this campaign or the effect of our role until we were well into it. This project also helped us define and strengthen our role as communications consultants for the enterprise.

#  #  #
Afterword: 

This project received a 2003 Communicator Award of Distinction for the first wave of Evergreen (2002-03).

