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1. Purpose of the Document

· The purpose of this document is to define the Salford CC DiTV project, to form the basis for its management and the assessment of overall success.

· The PID addresses the following fundamental aspects of the project:

· What the project aims to achieve

· Why it is important to achieve the stated aims

· Who will be involved in managing the project, their roles and responsibilities

· How and when it will all happen.

· Based on the information contained within this document, the Project Board is asked to prioritise, authorise and fund this undertaking.

· Thereafter the PID will be used as a baseline document against which to assess the project’s progress, change management issues and ongoing viability questions.

2. Background

· DigiTV is a national project funded by the Office of the Deputy Prime Minister (ODPM) that aims to determine whether interactive digital TV (DiTV) is a suitable medium by which to:

· deliver local authority services

· promote social inclusion and e-Government take-up

· One of the key deliverables from DigiTV is a Starter Kit. This consists of software used to manage content, design and publish DiTV micro-sites, and is fed by a web based content management system.

· The Starter Kit has been developed by Knowledge Network and Directgov in conjunction with Kirklees MBC, Knowsley MBC, Suffolk CC and Somerset CC. All four local authorities already have a presence on DiTV and therefore understand not only what council services are relevant to this medium, but also how to repurpose websites before launching them on a suitable platform.

· Other deliverables from the national project include a business case study; how to guide; website and on-line forum, and commissioned research. 

· In addition, the national project has negotiated a standard contract and financial agreement with each of the major platform providers of interactive digital TV (Sky, NTL, Telewest). This is based on a cluster model.

· Clusters can consist of up to 12 local authorities and the annual cost to the cluster of providing a multi-platform DiTV service will be in the region of £65,000 depending on cable coverage and population size. In addition, each local authority must pay Knowledge Network £5,000 each for the Starter Kit, training, support, hosting, research and development. 

· Eight local authority clusters are currently taking part in the pilot phase of the national project, which consists of engaging with the Starter Kit technology: using the content management system to input information and create basic functionality before publishing sites across platforms. 

· In May 2004, Salford CC expressed an interest in joining the second phase of the national project and was subsequently asked to lead a Greater Manchester cluster. 

· The first year of the Greater Manchester cluster and hence Salford CC’s DiTV project will be jointly funded by the national project and the North West e-Government Group (NWeGG).

· Thereafter, Salford CC and other authorities involved in the cluster must decide whether they wish to continue to deliver a DiTV service and secure the funding to do so. 

3. Project Definition

(i) Project objectives

· The objectives of the DiTV project are to:

· Understand what services are most suitable for delivery via this medium

· Understand what resources, sign-off and commitment are required to provide a DiTV service and use this information to determine whether the project is still viable following expiration of external funding

· Tackle social exclusion by improving service provision to those groups that have high usage of local authority services but low access to electronic service delivery points

· Build on existing public service agreements and e-Government targets

· Deliver joined up public services by working in partnership with the NHS, Police and Fire Service 

· Promote an image of Salford CC as an innovative and forward thinking organisation.

ii) Scope, Exclusions and Interfaces

Project Scope

· The DiTV project is designed to target residents in the city of Salford that have access to digital TV via one of the major providers: Sky or NTL.

· Not all services provided by Salford CC will be suitable for delivery via this medium. Rather, the decision as to what services will be delivered in this way should be based on:

· The knowledge and experience of those local authorities that are currently taking part in the first pilot phase of the national DigiTV project 

· What services can be delivered given constraints such as the amount of text appearing on each page of the micro-site and the number of pages that users will read before ‘switching off’

· What Council services are the most accessed, especially amongst socially excluded groups. This data will be ascertained from statistics held by the Contact Centre, website hits and Citizen’s Panel surveys 

· What departments will commit to providing content for the DiTV micro-site and ensuring that it is kept up to date.

· The aim of the project is to create a Salford CC micro-site across DiTV platforms. Further development work on the site will be the subject of separate projects.

Exclusions

· It is not at the moment possible to pay bills to the Council using a DiTV micro-site designed by the Starter Kit. However, this functionality has been built into Knowledge Network’s development pathway and will be integrated into the Starter Kit at a later date.

· The Starter Kit Content Management System (CMS) is unique to the DiTV technology and not interoperable with other CMS systems including the IXOS software products that power the Council’s website. This means that it will be necessary to maintain two sets of information: one that will feed the DiTV micro-site via the Starter Kit CMS, the other that will feed the Council’s website via IXOS software. However, Knowledge Network will be enhancing the Starter Kit during the second phase of the national project so that it will integrate with other systems already in place.
Interfaces

· The delivery of a Salford CC DiTV micro-site is not dependent upon the results of other projects. However, interfaces with other work, projects and groups will have an impact on its implementation. These include:

· E-Government Information Officers group

· Delivery of a DiTV micro-site by other Greater Manchester local authorities 

· The provision of content by the NHS, Police and Fire Service to be delivered via all Greater Manchester local authority micro-sites 

iii) Method of Approach to the Project

· The Starter Kit technology used to build and maintain a multi-platform Salford CC micro-site will be supplied by Knowledge Network.

· Knowledge Network will provide two representatives from Salford CC with a content preparation workshop and training to use the content management system that feeds the micro-site.

iv) Outline Deliverables (Products)

· The key deliverable from this project is a Salford CCC micro-site on both the Sky and NTL platforms that has the following key features:

· It delivers services and contains information that members of the public find interesting and relevant

· Navigation through the site is accessible and logical with information and service delivery being no more than ‘three clicks’ away from the home page of the micro-site

· Users of the service can interact with the Council through a variety of feedback forms (e.g. request job application packs, general information or specific details; report an abandoned car or broken street lamp)

· There is added value content such as consultation polls about local issues that change regularly to demonstrate that the service is not static

· There is clear ownership of all content

· Content can be added and maintained by its owners 

· Content will be based on existing material that has been repurposed for DiTV

· There is a workflow to enable content creation, authorisation, and publication 

· Content is always kept up-to-date by its owners

· Training provided by Knowledge Network will be rolled out across owners, authors, editors and publishers of content

· Content conforms to the Council’s corporate communication standards.

· Further deliverables include:

· A communications plan to convey key messages about the service throughout the Council 

· A marketing strategy to alert members of the public to the existence of the service and encourage them to use it 

· A learning program to disseminate information about how to use the service throughout the community

· Management Products

[relates to control forms e.g. PID, Exception Reports, Highlight Reports]  

· Quality Products

[relates to quality forms and reports]

· Specialist Products

[relates to the technical products to be created by the Project]

(v) Constraints
· The biggest constraint on this project is that Information Officers are best placed to provide content for a Salford CC DiTV micro-site. However, they are already heavily committed to existing e-government and web content development.

· Another constraint is that while Salford CC will achieve considerable financial savings by developing a DiTV service through the national project, funding will have to be obtained to support a marketing strategy and community learning programme. It will also have to be secured if, after the first year of the project, the Council decides that it would like to continue a DiTV service.

· Finally, to develop a DiTV micro-site a cable emulator must be installed on PCs within the Council. This is a computer application that allows users to view a site as it will appear on cable television. 
4. Assumptions

· Sufficient funding is available for all stages of the project.

· Departments will enable staff to commit time to the project, including participation in project teams.

· Adequate hardware and IT infrastructure will be made available to support the product.

· Suppliers are able to commit knowledgeable staff to work on the project on a sufficiently continuous basis to ensure consistency of approach. 

5. Outline Business Benefits/Business Case

· There are a number of compelling reasons why Salford CC should take this opportunity to develop a DiTV service. 

· 
The television is the most pervasive piece of electronic equipment in the home, with over 98% of households already owning one or more sets. Furthermore, while personal computer penetration will plateau at 60 - 70%, ITC figures predict that up to 75% of UK households will have digital television by 2007. Taken together this means that digital TV represents a tremendous opportunity for Salford CC to improve the way in which its services are delivered and accessed.

· 
Digital TV achieves a higher penetration in low-income households than the personal computer making it an effective way to tackle social exclusion.

· 
The TV is a trusted and familiar medium of information delivery that can help to bridge the digital divide by delivering services into the homes of people that are unable or unwilling to access it in other ways.

· 
If Salford CC were to develop a DiTV service independently of the national project the cost would be so large as to make it unfeasible. For example, Islington London Borough Council developed a DiTV service independently of the national project at a cost of £300,000, while Nuneaton and Bedworth Borough Council paid in excess of £1.3 million.

· 
The cost to a cluster of 12 local authorities to develop a DiTV service through the national project is shown below. Half of which will be funded by the National Digi TV Project, the other half by NWeGG.

	
	Tenancy fee (Sky/NTL/Telewest)
	

	
	Payable to Directgov (Office of the E-envoy)
	£65K

	
	
	

	
	CMS, training, support, hosting, R & D
	

	
	Payable to Knowledge Network
	£60K

	
	
	

	
	Total  
	£125K


· Taken together this means that by developing a DiTV service through the national project, Salford CC can substantially reduce the cost and risk of doing so.

6. Project Organisation Structure

[Identifies the management structure and staff identified to fill the project roles. It explains who will be on the Project Management team.]

	
	Corporate or Programme Management


	

	
	
	
	
	
	
	
	

	
	
	Project Board
	
	

	
	Senior User


	Executive


	Senior Supplier

	

	
	
	
	
	
	
	
	

	
	Project Assurance

	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	Project Manager


	
	
	

	
	
	
	
	
	Project Support

	

	
	
	Team Manager(s)
	
	Configuration Librarian
	

	
	
	
	
	
	
	
	


	Item
	Representative
	Role

	1

2

3

4

5

6
	
	


7. Change Management Plan

[Procedure for controlling Issues]

See Appendix 2 (Change Management Plan)

8. Project Quality Plan

· The quality of the Salford CC DiTV micro-site is largely predetermined by the series of templates of which the Starter Kit is composed. 

· However, all templates have been accessibility tested and approved by RNIB. 

· Furthermore, strict quality control criteria can be applied to various aspects of the content of the site. These are outlined in detail below.

	Quality criteria
	Verification
	Responsibility

	· Information on micro-site conforms with Salford CC’s  ‘A guide to writing content’ (March 2003)
	· At publication
	· Content Team Leader

	· Information on micro-site is 100% correct
	· At publication and at six monthly intervals thereafter
	· Content Team Leader

	· Information on DiTV micro-site is correctly rendered
	· Via TV, sky box and cable emulator at Salford Town Hall
	· Content Team Leader

	· Local residents find the Salford CC DiTV site easy to use and do so to obtain local information and access services
	· Feedback form and consultation polls on DiTV micro-site

· Consultation with Citizen’s Panel

· Annual resident’s survey

· Management information statistics 
	· Project Manager


· Customer’s Quality Expectations

· Supplier’s Quality Standards 

9. Outline Project Plan (including Key Stages and Deliverables)

	
	Task
	Duration
	Start date

	1.
	Content preparation workshop
	1d
	18/05/04

	2.
	Devise navigation system and identify authors
	8d
	19/05/04

	3.
	Project board approve PID
	1d
	25/05/04

	4.
	CMS training
	2d
	15/06/04

	5.
	Roll out content preparation and CMS training to authors
	1d
	22/07/04

	6.
	Content gathering
	20d
	23/07/04

	7.
	Editing and publishing
	20d
	19/08/04

	8.
	Marketing and communications campaign
	20d
	06/09/04

	9.
	Community learning program
	20d
	06/09/04

	10.
	Quality control testing
	10d
	17/09/04

	11.
	Go live
	1d
	04/10/04

	12.
	First site evaluation and improvements
	20d
	21/03/05

	13.
	Second site evaluation and go/no-go decision
	20d
	05/09/05


10. Project Communication Plan

· All Greater Manchester local authorities, the NHS, Police and Fire Service, Cheshire County Council and Preston City Council are key stakeholders in this project. They will require information about joining the Greater Manchester Digital TV Project, funding, training, deadlines and any working groups. This will be supplied by the Project Manager via email on a daily basis and through monthly Programme Board meetings that one representative from each organisation will attend.

· The E-Government co-ordinators will require information about how the DiTV project is progressing: whether it is on track to deliver the expected benefits within approved cost and timescales. This will be provided by the Project Manager at meetings of the group.

· Departments within the Council will need to be made aware of the existence of a DiTV service and the ways in which they can become involved. This will be the responsibility of the Communications Team Leader who will disseminate information about the project via team briefings, newsletters and emails to all staff at key points before the site goes live and at regular intervals over the lifespan of the project.

· The Communications Team Leader will also be responsible for ensuring that members of the public are regularly informed over the lifespan of the project using such channels as press releases, the Internet and publicity events.

11. Project Controls

· The project will be subject to the standard control mechanisms and features of Prince 2.

· Progress beyond the initiation stage of the project will be subject to the approval of this document by the Project Board. Thereafter the Project Manager will report progress to the Project Board by means of regular Highlight Reports.

· Completion of the project will be subject to acceptance by the Project Board of the End of Project Report, which will be prepared by the Project Manager.

· The Project Manager will be responsible for ensuring that the project proceeds according to the agreed project and resource plans and will have the authority for dealing with any deviations from those plans within a tolerance of +/-5%.

12. Exception Process

· The overall tolerances for the project are that the Salford CC micro-site should be no later than within one month of the date agreed by the Project Board and it should not exceed the allocated budget by more than 5%. 

13. Risk Management

i) Preliminary risk management

[Risks associated with the project or the implications of not proceeding. Refer to the Risk Log that has been produced to date.]

ii) Risk Management Process for this Project

[The process for ensuring that risks are identified, recorded and regularly reviewed]

iii) Contingency Planning

[A statement of the contingency planning that has been incorporated into the Project Plans. Relate this to the Risk Analysis and actions already stated, i.e. How it is intended to deal with the consequences of any risks which arise]

14. Project Filing Structure

(How all of the information and products are to be filed and retrieved)

i) Management Files

[Project files and Stage files]

ii) Quality Files 

[relating to the operation of the project quality policy]

iii) Specialist Files

[relating to the technical products from the project.]

15. Project Budget

[Summary of the Project Budget]

	Description 
	Budget

(£000)

	
	

	Total
	


16. Appendices

Appendix 1 – Risk Log

	Description
	Category
	Impact
	Probability
	Proximity
	Countermeasure
	Owner
	Author
	Date identified
	Date last updated
	Current status

	Infrastructure to support cable emulator not in place when quality control testing of site ready to commence
	IT
	High
	High
	Testing of micro-site will commence in
	Cable emulator can be temporarily installed on project manager’s personal laptop and a dial up connection used to access the internet allowing the application to work. Fujitsu working on a staging server.
	FC
	FC
	26/04/2004
	17/05/2004
	Staging server progress checked with Paul Harris (Fujitsu Services).

	Members of the public not aware of the existence of a Salford CC DiTV micro-site or don’t know how to use it
	Marketing and communications, community information
	High
	Low provided that sufficient funding can be allocated to this aspect of the project
	Salford CC micro-site will go live in October
	Effective marketing and communications campaign and community learning strategy to be put in place and resourced with suitable funding
	FC/JM/CH
	FC
	06/05/2004
	17/05/2004
	Communications and community information team leaders have been identified and meetings arranged to discuss strategy for dealing with this aspect of the project


Appendix 2 – (e.g. Quality Plan)
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