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Project Initiation Document

Purpose of Document

This document is the Project Initiation Document (PID) for the Local Authority Websites (LAWs) National Project Product Rollout and Dissemination (“LAWs Product Rollout”). The project was previously known as the Local Authority Websites National Project and before that the Personalised Local Services Website National Project. This document gives a background to the original LAWs project and describes the piece of work to be undertaken in the months to March 2005. It covers the overall project including the approach and deliverables for each of the individual strands. 

LAWs Project Background

The original LAWs National Project was one of a number of projects that make up the £100m programme initiated by the Office of the Deputy Prime Minister (ODPM). The programme was designed to deliver products to help councils achieve the Government’s 2005 Electronic Service Delivery (ESD) targets.

Initial Business Case

Achieving the target of developing 100% electronically delivered or supported local authority services by 2005 will require all local authorities to have access to appropriate technological solutions to enable transactions to be delivered online. Inherent in this facility is the requirement for a structured approach to information handling, publication and navigation. These solutions need to be customer focused, standards-based, easy to implement and use and relatively inexpensive. In addition, solution implementation needs to be supported by available and accessible skills, knowledge and best practice.

A widely available transactional engine delivering local services online is a fundamental prerequisite to the eventual success of much of the e-government agenda. While technologically based, the solution forces re-development of process and, consequently, is a precursor to organisational transformation. As such, it impacts all areas of service delivery and enables national and local priority services and outcomes to be achieved.

Solutions developed specifically for the local authority community need to account for the diversity of this community. The following principles guided the development of solutions:

· They should be accessible and usable by e-citizens

· They should enable the local citizen to transact online in a seamless way 

· They should provide easy to use and relevant information management for both e-citizens and for information providers

· They should be standards based and, where appropriate, develop and set new standards

· They should provide local authority websites with a building block for complying with the Government Interoperability Framework and Government Metadata Framework

· Solutions should be inexpensive to acquire, and where possible should be Open Source

· There should be opportunities for both public and commercial sector to develop implementation and support services

· Solutions should be based on open standards working across all platforms for easy adoption

· Solutions should be able to integrate with commercial front and back office systems where appropriate

· Solutions will complement other national initiatives including UKOnline, Government Gateway and other LGoL National Projects 

The LAWs project developed a set of assets that can be implemented on a modular basis depending on local technological and information management maturity. 

This original LAWs project aimed to create tools to help local authorities meet the 2005 eGovernment target. It was broken down as follows:

	Strand
	Name
	Lead Authority
	Deliverables

	1
	Starter Kit
	· Tameside Metropolitan Borough Council
	· Generic self-contained Local Authority Website

· Templated and static generic content

· Interactive transaction building tool

· LGOL.net (XML message broking system)

· LGOL.hub (a prototype of a secure email system)

	2 
	Content Management System
	· London Borough of Camden
	· CMS open source PostgreSQL Database Integration

· CMS existing bug fixes and back end usability enhancements

· CMS XML template toolkit

· CMS user-based enhancements based on Standards and Community Engagement outcomes

	3
	Community Engagement
	· The Welland Partnership
	· Community-based modules

· Usability and accessibility guidelines

· Usability Review

	4
	Information Architecture and Standards
	· London Borough of Camden
	· National category list

· Further implementation of local GMS

· Website architecture standards

· Development of metadata standards for syndication

	5
	Organisational Development
	· West Sussex County Council
	· Process maps

· Roles, job descriptions and management structure

· Performance and change management guidelines

	6
	Roll Out and Productisation
	· West Sussex County Council
	· A relatively simple install for the APLAWS product

· Product documentation 

· Pilot Local Authorities running APLAWS

	7
	Dissemination
	· West Sussex County Council
	· Communication material

· Dissemination event support

	8
	Project Management
	· West Sussex County Council
	· Project office

· Quality control 


Project Definition

Project Overview

The ODPM has asked representatives from the early finishing National Projects to ensure that their products are maintained in the short- to medium-term and that the product take up is high in relevant local authorities.

The funding arrangements for continued support and roll out of the National Projects are still being finalised, however the extent of funding available to LAWs has been made clear by ODPM. This project proposal is based on the following assumptions about funding:

· That a total of £800k is available

· That any additional work outside the scope addressed here required by ODPM will be accompanied by additional funding

· That £120k of the £800k is set aside for “marketing” activities and will be made available in a coordinated manner through application to the “National Projects Marketing Project” managed by Newham LBC

· That £100k of the £800k to be directed at “Productisation” (see below) is already available to the project

· That the remaining £580k is intended to support roll-out activities defined and managed through the LAWs Roll-out Project partnership, the outcomes of which are described below. 

The ODPM has made available a guaranteed £100k interim funding stream available for the early-finishing National Projects for final “productisation”. Productisation means those activities required to ensure that products:

· Are free from errors

· Are easily accessible

· Have support arrangements in place

· Link together

· Have clear licensing agreements in place

· Are complete

The LAWs Roll-out project activities are developed as an interim approach to loner term product sustainability and activities are limited to the year April 2004 to March 2005. It is expected that alternate arrangements will emerge from ODPM for continued support  post March 2005 and that the activities of this project will be required to converge with the longer term arrangements sponsored by ODPM.

LAWs is unique among National Projects in that it has created a substantial suite of software products and infrastructure. It is clear that a key (arguably fundamental) element required to underpin roll-out, encourage take-up and, consequently, achieve sustainability, will be a clear and unequivocal assurance to local authority officers and the supplier community that products will be fit for purpose. This PID has a significant emphasis on Productisation activities. For convenience over-arching project management and support of all activities is included with Productisation. The total cost of Productisation activities is estimated to be £280k. However, it will be possible to manage these through an iterative, timeboxed, approach. These have been established as Phases 1 and 2, the outcomes of each being, of course, the same but at different stages of development. 

For removal of doubt, it has been made clear to LAWs project teams in various discussions with existing and potential users of the LAWs products that percieved issues concerning product stability, bug-fixing and development roadmaps have to be addressed before any wider take-up can be expected.

For this reason this PID is presented in a way that shows the relationship between Productisation Phase 1 and other associated or subsequent activities.

Project activity to achieve these key outcomes hav been developed as a series of project workstrands, these being:

	Strand
	Name
	Strand Total
	WS
	C
	T
	Deliverables

	1
	Productisation
	 
	10
	
	
	Programme management

	 
	Phase 1
	 
	10
	
	
	Programme support

	 
	(subject of this PID) 
	 
	 
	 
	 
	Professional services for

	 
	 
	 
	 
	 
	40
	·      LGOL-Net, -Hub, -X

	 
	 
	 
	 
	40
	 
	·      APLAWS+

	 
	 
	100
	0
	 
	 
	·      Community Modules

	 
	Productisation
	 
	10
	5 
	5
	Programme management

	 
	Phase2
	 
	10
	5 
	5
	Programme support

	 
	 
	 
	 
	 
	 
	Professional services for

	 
	 
	 
	 
	 
	90
	·      LGOL-Net, -Hub, -X

	 
	 
	 
	 
	45
	 
	·      APLAWS+

	 
	 
	180
	5
	 
	 
	·      Community Modules

	2
	Marketing
	 
	40
	15
	10
	·      Attendance at conferences

	 
	 
	 
	 
	10
	30
	·      Creation of marketing materials

	 
	 
	 
	 
	 
	5
	·      State of the nation and next steps

	 
	 
	120
	 
	5
	5
	·      Local / regional workshops

	3
	User group support
	 
	0
	40
	30
	·      Build and / or support user groups for all major LAWs products

	 
	 
	70
	 
	 
	 
	 

	4
	Direct intervention and mentoring, inlcuding pilots
	 
	130
	20
	30
	·      Five new LAWs product pilots

	 
	
	 
	 
	 
	20
	·      Additional work on existing five LAWs pilots

	 
	
	 
	100
	0
	30
	·      LAWs taskforce team to help local authorities with LAWs products and PSO targets

	 
	
	 
	 
	 
	 
	·      For more than 20 local authorities

	 
	
	 
	 
	 
	 
	o     One-to-one mentoring

	 
	
	 
	 
	 
	 
	o     Readiness assessment

	 
	
	 
	 
	 
	 
	o     Gap analysis

	 
	
	 
	 
	 
	 
	o     Business, organisational and technical implementation plans

	 
	 
	 
	 
	 
	 
	o     Investment and sustainability analysis

	 
	 
	330
	 
	 
	 
	o     Encouraging collaborative development

	5
	Gateway
	60
	
	
	
	o     Complete review of Local Authorities use of Gateway

o     Consultancy Document



	
	Total
	860
	315
	185
	300
	


Key Outcomes

The funding and future arrangements detailed above have defined a context that allows the project board to focus on activities leading to three key outcomes, these being:

· Increased awareness of the LAWs product set across all stakeholder groups (working with the Marketing Project)

· Enhanced reliability, usability and functionality of the products themselves

· An expanded user base leading to enhanced sustainability of the products

Principles and Approach for Overall Project 

It is necessary for each workstrand to interact to achieve the key outcomes described above. A set of principles and areas of agreed shared approach have been developed to guide decision-making within the project. These are:

· In general, LAWs products will be rolled-out to those authorities most in need of them and allow those who can self-help to do so

· Certain specific roll-outs may include work with “leading” authorities as pilot or proof of concept activity

· There will be a focus on improving PSO traffic light status; a provisional target of improving this for 20 authorities has been set. (These relating to any one of the PSO outcomes associated with LAWs products on the PSO document published by ODPM in May 2004.). 

· Prepare LAWs products for migration to new National Project products owning body

· Ensure and enhance LA credibility for the LAWs product set

· Ensure and enhance vendor credibility for the LAWs product set in conjunction with the National Projects supplier engagement project

· Enhance awareness of LAWs product benefits

· Respond to the needs of other National Projects

· Interim support for those authorities who need it

Overall Project Scope

The LAWs Roll-out project focuses on the enhanced take up by Local Authorities of the existing LAWs product set as it stood at the closure of the LAWs project in March 2004. This includes all LAWs products, whether functional or non-functional, except for those already handed over to other organisations (e.g. the outcomes from Information and Architecture workstrand was handed over to the local e-Government Standards Body).

While not setting out to develop new products sets it is recognised that some additional work on existing functional products may be required to enhance their credibility with the local authority community. This may not be limited to simple “bug-fix” but could, at the discretion of the project board, include product enhancement where the lack of features inhibits take-up.

Exclusions 

There are a number of exclusions:

· No new products will be developed

· Not all platforms or open source databases are being covered

· Only five community modules are being addressed

Constraints and Issues

The major constraints for this project are:

· Finances – the extent of funding will limit the number of direct LA interventions and pilots that can be established within the funded period

· Time – time will be of the essence as all work has to be completed by Matrch 2005

· The lack of available key resources, especially technical resources, may delay commencement

· Links and relationships with  external resources (I&DeA / esd-toolkit, Cabinet Office) and organisations are not fully established

· The details of the emerging arrangements to support National Project outcomes post March 2006 are not fully defined.

Strand 1 – Productisation

Objectives

This strand must ensure that products:

1. Are free from errors

2. Are easily accessible

3. Have support arrangements in place

4. Link together

5. Have clear licensing agreements in place
6. Are complete

Mapping these areas specifically on to the LAWs products: 

1. The products are mostly at release quality (as opposed to beta or earlier releases), and there should be no major errors in the code. There will, however, be areas of functionality that need to be addressed and there is the possibility that errors emerge as the products are used on a wider range of platforms and in a wider range of local authorities.

2. The products are currently available from the LAWs and other websites. The hosting for the LAWs project website and downloads is included in this funding proposal.

3. The project team will be putting some support in for the first three months of 2004/05.Additional discussions are underway around the medium- and longer-term sustainability of the LAWs products. Decisions around longer term sustainability will need to be made quickly to reassure potential adopters that LAWs is a long-term, supported solution.

4. Project office work will continue to be required to ensure that the products link together in the best possible manner. It is expected that the linking between the products may change over time as the best possible presentation of the products emerges from contact and questions from local authorities. This project office will also ensure that there is a contact point for general LAWs questions that are not answered in website FAQs or forums.

5. The vast majority of the LAWs products are available under the Gnu Public License (GPL) already, and the project has taken advice on the pros and cons of this approach. We do not expect to have to do further work on licensing in this strand, but merely ensure that the work done in the medium- and longer-term sustainability of the LAWs products continues within this licensing framework.

This strand will aim to ensure the final products are of a fully professional quality. This will involve final work on some of the products to fully productise them.

A number of partner organisations involved in the original LAWs project will be contributing to this piece. They will each be responsible for one or more strands as detailed below:
We will pass funding on to the relevant lead authorities (the original LAWs partners) in the same manner that was tested with the LAWs project. They would then have the means to provide the ongoing support necessary while longer term plans are made and put in place. The local authorities will be required to account for the budget along the same lines as they were in LAWs.

	Work package
	Lead

	Programme management
	West Sussex County Council

	Programme support
	West Sussex County Council

	Professional services
	

	· LGOL-Net
	Tameside Metropolitan Borough Council

	· LGOL-Hub, X
	Tameside Metropolitan Borough Council

	· APLAWs+
	London Borough of Camden

	· Community Modules
	West Sussex County Council


There are three aspects to the productisation of LAWs outputs:

1. Ensuring that the final project deliverables are of a fully professional quality 

2. Ensuring that the attributes of the products are clearly defined allowing local authority IT managers to make informed decisions about the products

3. Ensuring that the LAWs products have a five-to-fifteen year product life as would be expected from a commercial software application.

The first six months after the official close of the project will be the most critical for the LAWs products. There is a substantial, but manageable risk that the products are not adopted and therefore the end goal of the project is not achieved because of the risk-averse nature of local authority procurement teams. Procurement teams need to know that there is continued support available for these products. To this end we have defined a work plan for the second quarter of 2004/05 which should help support the products through that period, ensuring that the correct network of partners is in place to handle any enquiries about the products, any show-stopper bugs are fixed and that small-scale incremental improvements are made if the time is available.

This strand will link into the outputs of other strands in order to ensure that there is consolidation and convergence of the various roadmaps put forwards by individual product and user groups. These will provide a set of functional and non-functional requirements, which will be linked to a clear definition of product attributes, ensuring that local authority IT managers can make informed decisions about the products.

Workstrand Approach

This aspect of the project will undertake the follow activities:

	Work Element
	Name
	Approach

	1
	Programme Management
	· Continue to understand and manage (where necessary) partner involvement

· Continue ongoing project management processes

· Define roadmap for second piece – manage interdependencies, overlaps and timescales

· Provide general point of contact for the public wishing to contact LAWs

· Attend events as required

· Ensure ongoing technical strategy is maintained 

· Support ongoing procurement and project management requirements where required

· Create and manage the Talent Pool

	2
	Programme Support
	· Monitor and answer LAWs forums

· Ensure website is up-to-date

· Guide new users to relevant info

· Coordinate bug releases and information about bug releases where possible

	3
	LGOL-Net
	· Bug fixing

· Quality assurance and new builds of code

· Managing new submissions of the sourceforge cvs repository

· Continued stimulation of the open source nature of the project

· Revisions and code release management via the LGoL-Net user group

	4
	LGOL-X
	· Bug fixing

· Quality assurance and new builds of code

· Managing new submissions of the sourceforge cvs repository

· Continued stimulation of the open source nature of the project

· Revisions and code release management via a user group

	5
	APLAWs+
	· Bug fixing

· Quality assurance and new builds of code

· Managing new submissions of the sourceforge cvs repository

· Continued stimulation of the open source nature of the project

· Revisions and code release management via the aplaws user group

	6
	Community Modules
	· Move modules over to mySociety repository

· Align with PSO requirements

· Implement usability and accessibility changes proposed by IBM

· Improve user and admin documentation to aid rollout


Project Deliverables

Key deliverables are detailed in the table below. An up-to-date list of deliverables will be available on an ongoing basis from the project office.

	Strand
	Name
	Deliverables

	1
	Programme Management
	· Project office

· Quality control

· Coordinate of LAWs team at events

· Presence at events

· Talent Pool

· UP-to-date list of deliverables

	2
	Programme Support
	· Monitored and effective LAWs forums

· Up-to-date website

· Coordinated bug releases (where possible)

	3
	LGOL-Net
	· Updated version of LGOL-Net

	4
	LGOL-X
	· Updated version og LGOL-X

	5
	APLAWs+
	· Updated version of APLAWs+

	6
	Community Modules
	· Updated version of Community Modules linked to PSO targets and containing IBM usability and accessibility requirements


Outcomes

· All LAWs products will be fully usable and complete given the stage of development that they were at at the end of the LAWs project.

· The various products and strands will all be as joined up as is possible given technological and organisation constraints. 

· The products will be tailored and / or described in such a way that they meet the PSO targets in the most efficient way and that local authority IT managers can understand the project features and applicability

· There will be consolidated roadmaps for the various products giving clarity to existing and potential users of the products.

· There will be a rich set of LAWs product FAQs and information. This will help ensure that take up accelerates into 2005.

Strand 2 – Marketing  

Objectives

· Attendance at conferences

· Creation of marketing materials

· State of the nation and next steps

·  Local / regional workshops

· Understand target authorities for LAWs products

The project will also address part of the ongoing dissemination requirements – creating marketing material, and ensuring the market understands the attributes of the products coming out of the original LAWs project.

We propose to hook into the “state of the nation” review being carried out by the ODPM’s marketing rollout project, work on IEG3/4 submissions and the PSO traffic light status analysis. This should involve a rapid but detailed investigation of the state of readiness of the majority of local authorities in England for transactional services, including whether or not they currently have a content management system or middleware. We would also conduct deeper research into the current provision of transactional services. This review will allow us to understand and develop:

· Customer segmentation

· Identify areas of concern

· Agree recommendations around PSO targets

· Agenda for regional workshops

· Take-up plans for relevant groups and the taskforce

The purpose of this review would be to allow the LAWs products interim body and the ODPM to target those authorities that they think will benefit from the products. We would be nervous of putting any take-up targets in place until we have done this piece of research.

Approach

The ODPM’s existing workshops, events and research process should help LAWs to identify regional clusters of potential LAWs product users which we can contract through various local, sub-regional and / or regional bodies such as e-Government partnerships, LSPs, RDAs and DDAs. The idea would be to set up regional workshops for a small number of people (around 25 maximum).We would use these workshops to disseminate information and train the local partnership officers on the LAWs products. We would then expect these officers to act as regional “hubs” for further dissemination of information about the products.

The LAWs products interim body will not attempt to contact every local authority individually. This is based on the reasoning that if all the National Projects aimed to contact all relevant officers, local authority officers (e-Government champions especially) would be inundated with information requests from a number of people in a number of formats, taking valuable time away from delivery. The centralised marketing function now in place at the ODPM will ensure that National Project marketing and dissemination takes place in a fully joined-up manner.

We would look to interact with the I&DeA’s SSU and ISU, OeE and ODPM to gain a greater understanding of LAWs products through a series of workshops held by the LAWs interim team. We would also look to educate suppliers through the ODPM work lead by Terry Dailey.

We would hope to reach the vast majority of English local authorities through these various routes, involving the interim body and local authorities officers in the most efficient and effective manner.

As a part of overall project management, the project will also create a Talent pool. This group will incorporate key players from the initial LAWs project that may be called upon for additional input in the form of advice, delivery, or attendance at events. Initially, they include Sheila Apicella from the Local eGovernment Standards Body, Peter Blair and Chris Haynes from the Office of the Deputy Prime Minister, and Nigel Pommills from the Office of the e-Envoy.

Deliverables

· Marketing materials and attendance at events

· Knowledge base for events

· Talent pool

Outcomes

· High-level dissemination and awareness raising across all local authorities across a wide range of functions.

Strand 3 – New Pilots

Objectives

LAWs would like to fund a further (new) round of five pilots on a match-funding basis. These should be directly targeted to the highest priority PSO services that are not currently delivered by many local authorities as discovered from the research programme described above. An estimate of £25k per pilot authority (match funded) should allow the funding of a highly valuable programme of work to provide generic PSO service solutions for all local authorities. This work would ensure that a hosted solution could be made available for use in partnership or joint working situations.

Approach

We would use the marketing and dissemination workshops plus the issuance of an Expression of Interest document to gather interest in and appetite for involvement with LAWs on a pilot basis.

We would aim to recruit a mixture of large, complex organisations, partnerships, multi-agency groupings as well as smaller councils to the new pilot programme. It would most likely be based around core LAWs outputs such as APLAWS+, LGOL-Net and community modules.

Deliverables

· Five new pilots of LAWs products.

· Pilots written up as case studies

Outcomes

· Further take up of LAWs products

· Improved understanding through the use of LAWs products in complex, but controlled environments.

· Clear and substantial inputs into LAWs product roadmaps.

Strand 4 – Supporting existing pilots

Strand 4 – Direct intervention, mentoring and pilots  

Objectives

· LAWs taskforce team to help local authorities with LAWs products and PSO targets

· For more than 20 local authorities

· One-to-one mentoring

· Readiness assessment

· Gap analysis

· Business, organisational and technical implementation plans

· Investment and sustainability analysis

· Encouraging collaborative development

· Potential candidates will be identified by ODPM using IEG analysis, SOCITM Better Connected and IDeA ISU, SSU(?) - The team will also work with ISU to roll out the program of work.

· A check list of readiness will be prepared to make sure the right mix of ingredients is available prior to selection the target authorities

· Selected candidates will use their "contributions" to pre-purchase infrastructure technology, servers, networks and high speed internet links prior to the Team arriving on site. The Team will provide details of what should be purchased.

LAWs would like to fund a further (new) round of five pilots on a match funding basis. These should be directly targeted to the highest priority PSO services that are not currently delivered by many local authorities as discovered from the research programme described above. An estimate of £25k per pilot authority (match funded) should allow the funding of a highly valuable programme of work to provide generic PSO service solutions for all local authorities. This work would ensure that a hosted solution could be made available for use in partnership or joint working situations.

Strand 5 – User groups

Objectives

To ensure that LAWs products have the roadmaps and user involvement required to make them fully sustainable products.

Approach

The idea would be to set up a partnership-style set of steering groups to monitor and direct the ongoing maintenance and development of the LAWs outputs (similar to other major collaborative open source software developments). The way in which these structures might work is shown in Figure 1 below (not all LAWs outcomes are shown).
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Figure 1 - Potential LAWs management structure

While the LAWs IPR would be owned by ODPM, this structure would ensure that the best possible use was made of the work funded to date and that additional work done on an ad-hoc basis by local authority and commercial partners would match the needs of the market. It is only through this sort of structure that the LAWs architecture and products can truly be "write-once deploy-often" for things like back office application adapters and technological changes required by changes in government policy.

It should be noted that the “Steering Group” construct is likely to be absorbed into future ODPM arrangements for National Project outcomes and, therefore, this group will be constituted on an interim basis and re-structured as the follow on arrangements become clearer.

Documents

LAWs documents must be up-to-date and relevant if the project and its outputs are to be trusted. The objective here is to ensure that over the next year all LAWs documents are updated or retired as necessary and remain relevant to the local authority marketplace. 

Software architectures

Software architectures are relatively slow moving but there are always new products coming on the market that might impact how LAWs outputs are deployed. The objective here is to ensure that there is a defined, up-to-date LAWs architecture that councils can use as a reference and that vendors can use to build their solutions to.

Software packages

The LAWs software packages are three to five years into their life cycle. In many ways this is the most difficult time for a relatively new piece of software (as an example, parts of the Microsoft Office suite are over 20 years old). The objective for sustainability here is to ensure that IT managers can be confident that the LAWs products are the same quality as and have the same support network and guarantee as commercial software products. As the market develops, the LAWs products will also need to develop if they are not to become outdated and uncompetitive. Early adopters (current authorities considering the LAWs products) are asking questions about the future of the products and need to understand what sort of support will be available as well the direction of the products.

Communities of interest

The objective of sustaining the COIs around LAWs is to ensure that local authorities continue to play the significant role they have in setting the direction of the LAWs outputs and also to ensure that there is a vibrant vendor community (based around the current Service Provider Advisory Group) around the projects.

Deliverables

User groups for key LAWs products

Roadmaps and development schedules for key LAWs products

Outcomes

· Greater understanding and certainty in the market that LAWs products are supported, maintained and have a realistic and user-focused roadmap for future development.

· Improved product quality thanks to user input and better understanding of current issues and future solutions.

· Improved marketing materials and “pitch” based on user input

· A management construct that can be adopted with any National Project follow-on arrangements.

Strand 6 – Direct intervention and mentoring

Objectives

· LAWs taskforce team to help local authorities with LAWs products and PSO targets

· For more than 20 local authorities

· One-to-one mentoring

· Readiness assessment

· Gap analysis

· Business, organisational and technical implementation plans

· Investment and sustainability analysis

· Encouraging collaborative development

· Potential candidates will be identified by ODPM using IEG analysis, SOCITM Better Connected and IDeA ISU, SSU(?) - The team will also work with ISU to roll out the program of work.

· A check list of readiness will be prepared to make sure the right mix of ingredients is available prior to selection the target authorities

· Selected candidates will use their "contributions" to pre-purchase infrastructure technology, servers, networks and high speed internet links prior to the Team arriving on site. The Team will provide details of what should be purchased.

Approach

· Who’s in the group (LA / Project / commercial/others NPs / SSU/ISU)

· Team of implementers drawn from partner LA's and Private sector suppliers who can implement LAWs products in struggling councils.

· Site visits

· Key contacts / liaison points

· Pre-visit checklist / self-assessment questionnaires

· Can you use these products / do you need these products / do you need the task force

· Councils being supported will be expected to contribute to costs using IEG money  - Can we get ODPM to agree to release the additional IEG top up for delivering "Priority Outcomes" for those who agree to work with the Team ? 

· These councils must also be able to demonstrate high levels of officer and political support.

· Team will be backed up by telephone support/helpdesk who will have access to partner LA's developers and system support people.

· Products to be rolled out include -

· APLAWS+ with generic content.

· LGoL.net, X and hub

· Organisational Development. Along side the technology the Team will also help with putting in place processes and procedures to ensure future sustainability of the implementation within the organisation. 

Deliverables

· Readiness reports

· Assessments

· Analyses

· Implementation plans

· Requirements specifications

· Technical specifications

· Investment case

Outcomes

· 20 authorities will be well on their way to readiness to meet relevant PSO targets – they will have moved them from red to amber in PSO terms.

· Both West Sussex and Tameside will migrate their own websites to APLAWS+ as part of the implementation training process.

Strand 7 – Gateway

· The Government Gateway is the website used to register for online government services. It is an important part of the government's strategy of delivering 'joined up' government, enabling people to communicate and make transactions with government from a single point of entry.
Objectives

· To carry out a complete review of the local authorities perception and current use of the Gateway.

Approach

tbd

Deliverable

· Final consultancy report

Outcomes

Final report and recommended planned approach for the improved use of the Gateway in local government.
Interfaces

The following internal interfaces have been identified to date:
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The following external interfaces have been identified to date:
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Assumptions

Project Organisation Structure

Overall the LAWs Roll-out Project will be managed through a PRINCE2 structure.

Project activities will be structured through a series of workstrands that deal with like activities, in total there are 4 workstrands these being:

·   Productisation

·   Marketing

·   Use Group Support

·   Direct intervention,  mentoring and pilots

Each workstrand will have a clear set of deliverables associated with it. The complete set of deliverables for each workstrand will be agreed at Project Board level. The project board, as whole, is responsible for the successful delivery of each workstrand (i.e. there are no separate workstrand leaders). The achievement of each of the deliverables will allocated to one of the Project Board members. Project board members will report to the Project Board of progress for their portfolio of deliverables across all workstrands.

Funding has been allocated to each project board member to achieve their portfolio of deliverables. Each Project Board member is able, at their discretion, to manage and re-direct funding across workstrands depending on priority, overall project requirements and need, with the clear overarching intent that the complete portfolio will be delivered by project closure (subject to formal change management). 

Communications Plan

Interim LAWs Project Board

The Interim LAWs Project Board will meet during the first week of each month unless the Project Board agrees to change an individual meeting date.

Strand Leaders

Strand Leaders will be responsible for submitting highlight reports each month, which will be posted on the internal project website. 

Strand Leaders will also discuss issues on an as needed basis. Should an interim meeting be required, the Project Office will coordinate this.

All internal documents and deliverables for review will be posted on the internal website with a notification to all relevant stakeholders that their review and input / sign off is required. This website will be coordinated by the Project Office.

Project Office
The Project Office will take responsibility for defining a means of sharing documents and files electronically so that all strands will have access to a central ‘library’. Among other things this document store will include items such as:

· Document templates

· Highlight reports

· Deliverables

· Programme and project updates

Project Quality Plan

The project will use the standard set of templates and processes defined by the LAWs Project. The project will be required to maintain the standard list of project deliverables, as well as being subject to the quality check-up and status reporting procedures.

This will include the following:

· Status reports: Weekly status reports containing critical issues and activities for the next week.

· Maintenance of a consolidated risks and issues log: enabling a single coherent view of issues.
· Communications:  Monthly communications updates provided to the wider project community indicating updated status and progress, in addition to the regular monthly Board meeting.

· Document repository: LAWs Project Website

· Acceptance Testing: Through assurance and compliance group

Initial Project Plan

Overall project plan v02 (ed) – need info from Jeremy and Tim

Financial Breakdown

Initial Risk Log

	Risk ID
	Risk Description
	Probability of Risk
	Impact on Project
	Mitigating Actions
	Individual / Group Responsible

	R001
	Partners are unavailable to take on work in a timely manner – delaying project deliverables


	M
	H
	Manage process tightly. Set out tenders as early as possible
	Strand leaders / Project Office

	R002
	Individual project slippage affects overall delivery of the programme
	M
	H
	Manage dependencies very tightly. Flag problems early. Take action to remedy 
	Project Office and Strand Leaders

	R003
	Partners unable/unwilling to compromise own e-government programmes/projects
	M
	H
	Establish clear direction and understanding of nature of partnership and project. 
	Project Board

	R004
	Funds are not available when necessary and interim financing is required
	M
	H
	Clarify financing requirements and arrangements at outset of project. Monitor spend on a weekly basis
	Project Office and Strand Leaders

	R005
	Interdependencies between projects are not co-ordinated. Individual project solutions are not compatible and overall timelines are delayed
	L
	H
	Ensure individuals Project Managers meet on a regular basis. Project information reports are distributed. Team members move and work across projects as necessary.
	Project Office and Project Board

	R006
	Lack of buy-in to the project from partners, other local authorities, and citizens
	L
	H
	Ensure appropriate buy-in at senior levels. Ensure product is designed to address citizens’ needs. Include citizens in processes, to ensure their buy-in further downstream 
	Project Office, Project Board, and Strand Leaders

	R007
	Technical issues – skills not present in team to complete work and/or technical bugs delay production or harm quality of the product
	M
	H
	Have hired some additional skills into the project. Manage timelines, allowing adequate time for testing and integration. Common footprint document available to consolidate the approach.
	Project Office and Strand Leaders


Project Controls

The project will ensure it is producing the required products, being carried out to schedule and in accordance with its resource cost plans by ensuring the following are implemented:

· Change control: procedure to manage change, configuration management and issue log

· Risk log: controlled and planned attention to project and business risks, their analysis, countermeasures and status

· Checkpoint: time driven review triggered by project manager or strand manager to determine status of work

· Status Report: regular strand manager report to project board

· Exception report: identifying exceptions to the project, by the strand managers

· End stage report: report from strand manager on the outcome of a stage

· End stage assessment: opportunity for project board to assess status of project and to authorise next stage

Exception Process

There are a number of areas that could cause significant delay to the project. These have been captured in the risk log and will be tracked throughout the project. The financial and time reporting structure that is in place should flag whether a project is likely to go over budget in time, resources or money. Should any of these or other unexpected events occur, these will be flagged to the board. The board will then develop and agree a plan to manage the exceptions and will then go to the ODPM to renegotiate the project or strand PID as necessary. 

Contingency Plans

Under the interim LAWs project partnership agreement, the following contingency plans have been put in place:

· Each strand manager has a deputy, who in their absence has full authority to carry out their role

· Each partner has a notice period to terminate the agreement and leave the project

· A substantial part of the project work is being carried out by substitutable contractors

· The project office is being run by an organisation and not an individual

· The project can still produce a valuable output even at reduced capacity

Project Filing Structure

The interim LAWs project will run 2 separate files:

· Management files

· Project file

· Strand file

· Quality files

Project file will contain:

· LAWs project organisation structure

· LAWs overall project plan

· Initial Business case

· Risk and issues log

· Control (Project initiation document’s, project closure documents)

Strand file:

· Strand organisation structure

· Strand project plans (including main plans, team plans, exception plans)

· Control (work package authorisation, status reports, highlight reports, end stage assessment)

· Correspondence

Quality file:

· Product descriptions

· Quality checks

· Project issues
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