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This document details the six steps to realising your e-targets, using Government Gateway and NI DIS.  

Step 1 – Agree your strategy

It is important that Departments have an e-government strategy in place before embarking on a Gateway project.  This gives the context and case for using the Gateway, and puts objectives in place, which will drive out your department’s Gateway requirements going forward.  Without an understanding and reasoning for why we need to use the Gateway, and its components, the likelihood of any project embarked on, delivering value to the Citizen and the organisation, and being delivered on time and within budget, is very much reduced.  In short, the technology should not lead your e-agenda; it should be the need of the citizen, and the need of the organisation, which determines what you deliver down the road.

Step 2 – Engage with DID
Once you have your strategy in place, you should engage DID. We will sit down with you and walk through your strategy, identifying your Gateway requirements.  This is also a good opportunity for DID to introduce your organisation to possibly other Gateway components and already-built pieces of central infrastructure, which will help in the delivery of your overall objectives. 

Step 3 – Meet with eGovernment Unit (formerly Office of e-Envoy)

DID will set up a day workshop for your organisation, with the eGovernment Unit (eGU), to discuss the way ahead, and to pull together your implementation plan.

Step 4 – Get a Plan in Place

Working closely with Departments and Local Councils (LCs), eGU has successfully brought numerous services on to the Government Gateway. The process for doing so follows a clearly defined project lifecycle as outlined below:
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When Government Departments or LCs bring a new service on to the Government Gateway, they are fully supported at every stage of the project lifecycle by a dedicated Project Manager within eGU.

An indicative timeline for delivery of a new service from initial engagement to go-live, is 14 weeks.  The diagram below provides a good explanation, as we pass through the project life cycle, as outlined above. 

Whilst the diagram gives a good indication of the time taken on each stage of a standard project it should be noted it is based on a number of assumptions.  For instance, Gateway implementations in NI should, one would hope, take less time than those in England, on account of the Departmental Interface Server (DIS) infrastructure already being in place.

Some of the timings may be different depending on the complexity of the service being developed also. As part of any Gateway engagement however, eGU will be able to provide advice on timings specific to the service being developed.
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Step 5 – Work through the Gateway Project Life Cycle

As shown above, there are five key stages your organisation passes through, from initial engagement to Gateway go-live.  The following section explores each of this in some detail – showing clearly, what responsibilities eGU undertake, and what is expected of you and your organisation. 

Stage 1 - Engagement with Departments

The initial engagement process sets the scene for what is to come over the course of the project and lays the foundations for effective working relationships with Departments and their suppliers. A key aspect of the engagement stage is to ensure that Departments fully understand what the Gateway does, how it works and what the business benefits of using it are to them and their customers. This stage also provides eGU with the opportunity to clarify the various tasks required to launch a new service and who owns which responsibilities. Once the initial engagement phase is complete Departments and eGU should be able to move smoothly into defining the requirements of the new service.

The main roles eGU will fulfil during this stage are:

· Issuing the Gateway Engagement Pack. This is made up of an Executive Summary, Business Briefing and Technical Briefing describing the Gateway functionality. Using the Engagement Pack Departments can compose a high level outline of how their proposed new service would use the Gateway.

· At the initial engagement meeting eGU will present existing and forthcoming Gateway functionality, and facilitate discussion on specific use of the Gateway. Departments have the opportunity at this stage to put their high level outline to the Gateway product owner and obtain feedback on whether the Gateway model is viable for their project. They can also discuss possible changes to their business model.

· Ensuring Departments are aware of the project lifecycle model and project management methodologies eGU will adopt when bringing a new service on to the Gateway highlighting what responsibilities a Department can expect eGU to own and what would fall under their own remit. eGU would also discuss timeframes for delivering the new service onto the Gateway.

· Providing Gateway usage figures in the form of monthly reports to highlight the resilience and suitability of the Gateway for the new service in mind and help Departments to build a robust business case where necessary.

· Provide information on service levels and eGU’s charging model.

· Liaison with eGU’s Service Management team to ensure they can provide adequate support for the service in pipeline and to establish relationships from the start with those providing the support once live.

· Ensuring that Departments are involved in product solution with architects at a strategic level. This will help to make the service provided more valuable to both Departments and their customers. 

The responsibilities the Department are required to own include:

· Providing details about the proposed service together with any supporting information e.g. technical and business designs.

· Ensuring there is the appropriate level of expertise with the development team.

· Agree in principle to the charging regime

Stage 2 - Define Service Requirements 

During the Define Requirements phase eGU work closely with Departments to ensure their requirements are fully understood by all necessary parties. This is particularly important as they provide the basis from which the new service will be developed. 

The areas eGU are responsible for include:

· Arranging meeting to tie down business and technical requirements. If required, eGU will provide a technical architect to answer any queries raised and to ensure that the agreed solution incorporates the most effective use of the Gateway. As part of this meeting eGU will map the Department’s/LC’s processes onto the Gateway architecture and advise to ensure the service will meet the end customer’s needs.

· Sending out the Engagement Questionnaire. Once completed by the department the questionnaire will provide the necessary information to define service requirements. 

· Working with Departments and the eGU’s System Integrator (SI) to ensure the Engagement Questionnaire is completed accurately and is fully understood by all relevant parties. The eGU Project Manager will check questionnaires and liase with all parties involved during this process.

· Communicating the team structure and governance procedures for the project to ensure Departments know who does what in eGU. Appendix A shows the escalation routes within eGU for a Gateway implementation project and gives an outline to how the Service Delivery team is organised to meet Department’s needs.

· Ensuring that Departments are fully aware of the procedure for bringing a new service onto the Gateway and are informed of the key stages in the process. This includes providing assistance to Departments to ensure they can supply the necessary information at key points of the implementation.

· Working with the System Integrator (if your organisation does not have competence in XML, SOAP, eGIF etc in house) to draft a Service Implementation Document (SID) based on the information provided in the questionnaire. This document defines the approach the SI/internal development team, will take to the project including service details, end-to-end architecture of the service, dependencies, a high level project plan and key contacts. Before implementation work commences this should be signed off by the Department involved.

· Provide the necessary protocol and schema documentation acting as a contact point for any queries related to this and the design of the service at the Department end.

The department will be expected to own the following responsibilities:

· Provide the necessary resource to complete and return the questionnaire within agreed timeframe.

· Work with the eGU Project Manager to review and sign off the SID within agreed timeframe.

· Ensure that their front end and back office systems are designed to communicate effectively with the Gateway.

Stage 3 - Implementation (build and test service)

During the Implementation stage the assigned eGU Project Manager will co-ordinate the work of the SI who manage the technical resource needed to build and test the new service. They will guide the Department towards go-live answering any queries Departments may have, and liase with the Service Management team ahead of testing to ensure they are in a position to manage the service once live and that the relevant SLAs are in place. The Project Manager’s specific responsibilities are:

· To organise and manage the SI’s workload ensuring that the correct resources are in place for delivering the new service through to go-live, on time and to budget. 

· To act as the contact point for any queries regarding the implementation, providing the necessary answers and documentation. This will enable Departments and their suppliers to carry out their part of the implementation phase efficiently and with confidence.

· To act as an eGU representative in regular meetings to answer queries and take ownership of issues that arise and resolve them quickly.

· Ensure Departments have their service built onto a VM Gateway and it is shipped out to the necessary project team. This will allow Departments to develop their front and back ends against a copy of the Gateway and will provide the platform needed to complete system tests prior to moving into their User Acceptance Testing phase.

· Ensure Departments have completed their development work ahead of moving the service onto the Gateway testing environment (Reference Gateway)* used to carry out their User Acceptance Testing (UAT). To help Departments do this the eGU Project Manager will provide them with a checklist of tasks to be carried out and information eGU required to deploy the new service into Reference.

· To organise and schedule the deployment of the new service into the testing environment for the agreed amount of time.

· To provide the necessary documentation to ensure the Department is aware of the procedures they need to follow in the reference environment and post go-live. 

· Ensure Departments have completed their UAT ahead of moving the service onto the Production Gateway. A checklist will be provided to help Departments ensure they have carried out all the necessary testing and have supplied the information required to ensure a seamless deployment of the new service into production.

Department’s responsibilities during this stage are to:

· Develop their front end and back office systems to communicate effectively with the Gateway including any coding and development of these systems.  This will involve building an application, which adheres to the schema and interoperability standard laid out in the documentation provided by eGU during the Define Requirements phase.

· Must work closely with DID, to ensure firewalls have been configured to accept Gateway traffic to and from your organisation.  Doing this work early on in the Build phase, will reduce testing time significantly

· Agree dates and book slots for moving the service into the reference and subsequently the production environment.

· Departments will work directly with DID to build their Gateway service on to NI DIS (reference and production).  

· Sign off Reference Release Criteria Checklist ahead of deployment to the reference environment and provide the information required by eGU to deploy the service successfully.

· Prepare test plans for the service and provide eGU with these plans prior to testing in the reference environment.

· Obtain client/server certificates, if required, by following the agreed process.

· Raise any defect found during testing via the agreed reporting process.

· Sign off Production Release Criteria Checklist ahead of deployment to the production environment and provide the information required by eGU to deploy the service successfully.

* N.B. The testing environment (Reference Gateway) is considered a live platform, the management of which is undertaken by eGU’s Service Management team. They will see through to resolution any incidents raised by Departments via their eGU Project Manager.  Practical guidelines for testing within the Reference site are available from the Service Management team in the form of the Government Gateway Testing Procedures. These will be sent to the relevant parties by the eGU Project Manager.

Stage 4 - Go-live and Post Implementation Support
Once testing is signed off as complete the next stage is for the service to be deployed into production. The eGU Project Manager will organise the necessary resource to ensure a seamless move into the Gateway production environment. Although this is effectively where the Project Manager’s remit ends, part of the process for putting a service into production requires the Project Manager to hand over to a dedicated Service Manager who will be responsible for looking after and supporting the live service. 

The Service Manager’s roles and responsibilities are to:

· Provide Operations Support

· Provide a point of contact for Departments 

· Where necessary escalate problems

· Provide application support

· Provide support to any Independent Software Vendors

· Report on transaction volumes

For a more detailed outline of how the Service Management team support Departments please refer to the Government Gateway Service Definition document, which will be provided by the eGU Project Manager at the appropriate time.

Step 6 – Support Your Live Service

Departments must provide first line support to their end users for business and technical queries regarding their Gateway service.

Ordinarily, you would provide a phone number customer’s can call, or a mailbox they can mail, if they have any queries about the service, or are having any problems with the application.  

For incidents, which cannot be resolved by customer help desks, the Department (only) contacts the Live Service team.  At this point, they can log calls on the Gateway Helpdesk application.
The Helpdesk Application support tool enables Departments to query the Gateway directly to resolve problems that have been logged as a result of end user call-ins.

Training in the use of the Gateway help desk application is provided by the eGovernment Unit, and is usually taken within the last month, before the Departmental service goes live

The main high-level functions are:

· Help desk administration - the setting up and maintenance of support staff who are allowed to use the helpdesk support system.

· User maintenance - allows amendment of Gateway user details such as allocate agent, or arranging for issue of new password for a user who has forgotten their old one.

· User enrolment support - allows enquiries on status of a user such as when they enrolled and when they activated the service.

· User queries - allows the query of information such as events that have occurred for a user or particular transaction. All user queries are driven by the input of known facts

Appendix A – Team Structure and Escalation Route
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As you can see from the diagram above eDt’s Service Delivery Team are broken up into two operational areas one responsible for the implementation of a service and the other looks after the service once it has gone live. The reason for this split is to ensure the people with the appropriate skills and experience are working to meet Department’s needs. Although this proves a logical split in responsibility the two teams work closely together and share information readily to ensure Departments get the best assistance possible when engaging with eDt.
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