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	Change Title
	Gemini Spring Release 2022

	Change reference number (XRN)
	XRN5393 - fulfil the requirements of MOD0752, MOD755, MOD759 and MOD0785)

	Xoserve Project Manager  
	Iain Snookes

	Email address
	ian.k.snookes@Correla.com

	Contact number
	0121 229 2413 / 0121 229 2249

	Target Change Management Committee date
	10th August 2022

	Date of Solution Implementation
	25th February 2022, 3rd April 2022, 24th April 2022 

	Section 1: Overview of Change Delivery

	
	Xoserve Service Area
	Xoserve Service Line
	(+/-) Projected Change in Annual Cost
	(+/-)Actual Change in Annual Cost 

	Gemini & Integration Platform - CTO

	National Grid & Gemini Users; Service Area 7
	N/A
	N/A




	Section 2: Confirmed Funding Arrangements

		Gas Industry Participant
	BER Share of  Cost
	Actual Share of Cost
	BER Cost Value
	Actual Cost Value

	Shippers:

	

	
	
	


	IGTs
	
	
	
	

	DNOs
	
	
	
	

	Transmission
	100%
	100%
	£962,500 
	£889,050

	DN’s & IGT
	
	
	
	




	Section 3: Provide a summary of any agreed scope changes

	The total cost of delivering Gemini Spring Release 2022 is £889,050. 

In scope of Gemini Spring Release (XRN5393) the following scope changes were raised, captured as Change Variations including minor cost increases covering the need for additional effort to fulfil:

· CV01 - UNC0785 – Partial Assignments at Interconnector Exit Points (Impact Assessment)
· CV02 - UNC0785 – Partial Assignments at Interconnector Exit Points (Delivery of the changes defined in CV01)
· CV03 - UNC0785 Partial Assignments at Interconnector Exit Points IPRM IPAQ
· CV04 – Gemini Spring Release 22- Changes for UAT observations
· CV05 – Gemini Spring Release 22- IPDADNEX Auction data fix
· CV06 - Gemini Spring Release 22 - IP Capacity Monthly Rollover

	Section 4: Detail any changes to the Xoserve Service Description

	
There are no changes identified / required to the Xoserve Service Descriptions.


	Section 5: Provide details of any revisions to the text of the UK Link Manual

	
Changes in scope of Gemini Spring Release 2022 do not require any revisions to be made to the UK Link Manual.

	Section 6: Lessons Learnt

	See embedded below a copy of the approved Lessons Learnt Report covering Gemini Spring Release 2022.





Please send completed form to: box.xoserve.portfoliooffice@xoserve.com
	Section 7: Provide a breakdown of actual Project Spend 


To support the above please find embedded below a defined breakdown of the project spend.
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1. [bookmark: _Toc109731006][bookmark: _Toc444085439]Document Summary 

1.1. [bookmark: _Toc109731007]Document Purpose

This document will capture any positive or negative points that have arisen throughout the life cycle of the project.  The Lessons Learned Log was updated at the end of each Project Stage as a minimum.  In addition to this, recommendations for improvement are also documented for each negative point captured.

1.2. [bookmark: _Toc109731008]Document Scope 

1.2.1. [bookmark: _Toc109731009]In Scope 

· Positive Lessons Learned

· Negative Lessons Learned

· Recommendations 

· Abnormal events that caused deviations to the agreed plan

1.2.2. [bookmark: _Toc109731010]Out of Scope 

Although recommendations will be provided, this document will not be used to follow up outstanding actions.  It is the responsibility of those identified in the log to ensure that the necessary actions are completed. The identified owner will be a signatory of this document thereby accepting responsibility for the action.

1.3. [bookmark: _Toc109731011]Document Objectives

Once completed, the lessons learned will be used during a review session with the Stakeholders of the project during the Closedown stage.  Lessons learned, both positive and negative, can then be usefully applied across other projects to reduce the possibility of any re-occurrence of the same fault.







2. [bookmark: _Toc109731012]Inputs

· Observations and experience of the processes

· Risk Log

· Control Log

· Change variations 

· Project Plan / Timeline / PIS Log

3. [bookmark: _Toc109731013]Abnormal events that cause deviations

A total of 6 change variations have been raised and approved during the lifecycle of the project.  All CVs are in scope of GSR 2022 Project realising a number of deviations / additional effort required vs. the original scope.

The details of each CV are defined below:



CV’s Raised:

· CV01 – UNC0785 – Partial Assignments at Interconnector Exit Points (Impact Assessment)



The purpose of the Change Variation is to a request a change to put in place a parametrised solution in Gemini Exit so that if the new modification are not approved in time for the 24th April 22 Go-Live, the functionality associated with partial assignments at IP Exit points can be disabled and postponed without affecting the whole implementation.



· CV02 - UNC0785 – Partial Assignments at Interconnector Exit Points (Delivery of the changes defined in CV01)



The purpose of the change variation is to provide an estimate of the cost to develop and implement a solution for Capacity - Competing Auction (IP Auctions, single IP) by 28th February 2022, and further changes for Overrun, Shorthaul, UIOLI, Incremental Capacity Release, and Reporting by early April, at the latest, in time for the March charge calculations.





· CV03 - UNC0785 Partial Assignments at Interconnector Exit Points IPRM IPAQ



The purpose of the change variation is to ensure that UNC processes will remain aligned to the Licence change to aggregate the Bacton Exit Points. This was approved by Ofgem 23/02/2022 for the Gemini system to reflect in this new point.

The UNC solution is described below.

The UNC will be modified to reflect the following arrangements for the Bacton Exit IP.

The Bacton Exit IP is an aggregated exit IP that consists of 2 individual IPs. The Bacton Exit IP comprises:

•	An individual IP in respect of the BBL system.

•	An individual IP in respect of the INT system.

During the month of February National Grid was obliged to run Rolling Monthly and Quarterly Capacity auctions. During both auctions, Capacity was purchased at INT in IPRMNEX and BBL in IPAQNEX, and now needs to be data fixed to reflect the new aggregated Exit Point.

· CV04 - Gemini Spring Release 22- Changes for UAT observations 1.0



The purpose of the Change Variation is to request a change in scope of the Gemini Regulatory Change Programme Spring Release 22.



During User Acceptance Testing, several minor observations were made that required changes to the Gemini system. These are:



Change to Business message text within MOD755

Changes requested by GNCC:

· Default Non Ob Threshold logic change in Exit 

· Button name change from "Setup Threshold" to "Adjust Non Ob (Parameter)" in Entry and Exit 

· Increase Date range validation up to 31 days for single Exit location in “Non Ob parameter” screen 

· Removal of Data range in “Non Ob report” screen for Entry or Exit



· CV05 - Gemini Spring Release 22- IPDADNEX Auction data fix



The purpose of the Change Variation is to request a change in scope of the Gemini Regulatory Change Programme Spring Release 22.



On 28th February, the IPDADNEX auction for 1st March at the new aggregated Bacton exit point sold Capacity in PRISMA but failed to send the corresponding data to Gemini.



This resulted in the following issues:

· Charges for the Capacity purchased could not be calculated

· Overrun charges would have been generated for Capacity purchased in PRISMA but missing from Gemini

· Incorrect EQ calculations for NTS Optional Charging (Short Haul) at Bacton resulting in missing discounts to Shippers



An emergency data fix was required to recreate the Capacity bought in PRISMA within Gemini.



· CV06 - Gemini Spring Release 22 - IP Capacity Monthly Rollover



The purpose of this change variation is to apply a fix during the PIS phase to resolve below observation raised by National Grid. 



As part of the change required to implement UNC752 - Introduction of Weekly Entry Capacity Auction, an amendment was made to the timing of the batch job for monthly rollover of long-term to short-term Capacity, to facilitate the weekly Entry Capacity rollover, moving from the last day of the month to the 10 business days before month end.



However, as the IP auctions run on the 3rd Monday of the month, in some months, these auctions will not complete until after the monthly rollover job has executed. This could lead to a situation where any Capacity sold in the long-term IP auctions has already been rolled over from long-term to short-term, affecting the daily auctions.





4. [bookmark: _Toc109731014]Lessons Learned Log

The Lessons Learned Log has been used throughout the life cycle of the project to record all positive and negative lessons.  The Log has undergone a walkthrough across all our Project Stakeholder groups capturing new lessons and updates to existing ones as well as agreeing (where applicable) recommendations.  A copy of the log is embedded below:







































5. [bookmark: _Toc109731015]Improvements to Project Management Best Practice

The following improvements have been recommended and will be put forward for discussion within the Gemini Team for implementing where required. All key lessons to be shared with future projects plus those in flight to mitigate any key Negative lessons and to adopt key positive lessons.  



		Lesson / Improvement

		Owner

		Timescale



		Lesson Learned:  

The use of a predefined UAT Monitoring / Reporting spreadsheet (tried and tested under the GSR Project) gave simplicity in recording daily UAT progress as well as reporting compared to the use of RQM, saving time and effort.



The spreadsheet was simple and easy to update compared to RQM.

Improvement:

Continue to use the UAT Excel Spreadsheet instead of RQM or until there is tried and tested alternative application to RQM.



Correla are looking at putting in place more efficient / user friendly application to manage testing / reporting, replacing RQM





		Correla Project Team

		To be confirmed once firm dates have been agreed covering an alternative application to RQM.



In the interim it is recommend that the Correla Project Team use the UAT Monitoring / Reporting spreadsheet for future Gemini releases .i.e., be incorporated into Autumn Release 2022.

   







		Lesson Learned:  

On the day the GSR implementation the 'Save" button on the Non-Ob Release Parameter screen (for Gemini Entry only) was missing. The SiteMinder Team carried out some trouble shooting but issue is not resolved during the time allocated to complete GNCC Cutover activities. 



Fortunately, as this incident did not cause a backout of the changes implemented as the exiting GNCC manual process was instructed to be invoked.  After the next day (25th April) the Application server restart resolved the issue. 



The Route Cause Analysis did not conclusively identify the reason for this issue however it is suspected as the GSR IDR environment used, reported a newer version of SiteMinder compared to the (older) version in Production this may have caused this issue.



It was also identified that the older version of SiteMinder present in Production reports a number of bugs which may have also resulted in this issue, however it is not possible to confirm this.

Improvement:

A meeting between Tech Ops / Infra and ECMS held on 05/05 identified the below 2 key recommendations:



1.	At the start of the project it is recommended the Project Team review the ‘ON-PREM NON UKLINK ENVIRONMENTS ESTATE ‘documents for both Wipro and TCS, found using the below link (maintained by ECMS).  



https://xoserve.sharepoint.com/sites/RM/SitePages/ProjectHome.aspx



This will identify any version discrepancies between the non-Production and Production environments.  



It is also recommended that during the weekly call’s setup between ECMS and the Project Team to review the ‘ON-PREM NON UKLINK ENVIRONMENTS ESTATE’ to help identify and risks. 





2.	A 2x re-start of the SiteMinder changes during the implementation, prior to the commencement of the QA activities will help to ensure the any new SiteMinder changes takes effect.  To note this activity raises the risk an extended outage period may be required. 



		Correla Project Team

		Shared with Autumn Release project to ensure the recommendations are followed, captured as key checkpoints on the project plan.



		Lesson Learned:

It has been noted the amount of PIS related issues are increasing, do we have a symmetric approach to testing going forward to help reduce the associated risk of defects being raised i.e. Do we have the right focus on testing changes?



Improvement:



Understand the focus of testing and to ensure we are testing the right areas.  Look at the defects raised across several Gemini Projects and understand if there is common subject(s).



Wipro:  Focus on testing to include regression testing looking at all areas and not just certain aspects to the change.



Note there is always an element of risk, however we need to ensure we call out this risk and seek acceptance.



At the start of the project to map out the flow of impact which will help identify areas of key testing to be included in scope i.e., where there are areas of changes not required are they impacted in some way.

		Correla Project Team / Tech Ops / TCS / Wipro Project Team

		To be confirmed 







6. [bookmark: _Toc109731016]Document Control

6.1. [bookmark: _Toc109731017]Quality Criteria

Every management control has been examined

Details captured in the Lessons Learned Log have been adequately summarised

Realistic recommendations have been documented for all negative points.

Any abnormal events that caused deviation from the Project Plan have been captured

6.2. [bookmark: _Toc109731018]Version History

		Version

		Status

		Date

		Author(s)

		Summary of Changes



		0.1

		Draft

		16/05/2022

		Iain Snookes

		Minor wording changes



		0.1

		For Review

		17/06/2022

		Iain Snookes

		No updates made



		0.1

		For Approval

		27/06/2022

		Iain Snookes

		No updates made



		1.0

		Approved

		27/06/2022

		Iain Snookes

		Shared with all Stakeholders for information







6.3. [bookmark: _Toc109731019]Reviewers

		Name

		Role

		Organisational Unit

		Outcome (1,2 or 3)



		Matthew Rider

		Project Manager

		Correla

		1



		Mike Pratten

		Programme Manager, Business Change

		National Grid

		1



		James Sweeney

		Business Process lead

		Correla

		1



		Richard Genever

		Tech Ops Delivery Lead

		Correla - Tech Operations - Gemini

		1



		Harwinder Padham

		Tech Ops Assurance Lead

		Correla

		1



		Jonathan Round

		Tech Ops Chk List

		Correla

		1







6.4. [bookmark: _Toc109731020]Approvers

		Name

		Role

		Organisational Unit

		Outcome (1,2 or 3)



		Rachel Addison

		Gemini & Integration Platform Manager

		Correla

		1



		Mike Pratten

		Programme Manager. Gemini Regulatory Change.

		National Grid

		1



		James Sweeney

		Business Process lead

		Correla

		1



		Trefor Price (Richard Genever Delegated Authority)

		Service and Operations Manager

		Correla - Tech Operations - Gemini

		1



		Harwinder Padham

		Tech Ops Assurance Lead

		Correla

		1







6.5. [bookmark: _Toc109731021]Information

		Name

		Role

		Organisational Unit



		Lisa Brown

		IT Project Manager/Scrum Master

		National Grid



		Saliha Gulbaha

		Change Delivery Lead

		National Grid



		Dan Donovan

		Business Process Manager

		Correla



		Jinder Singh

		Tech Ops Delivery Lead

		Correla



		Vibin Vasudevan

		Senior Project Manager

		Wipro



		Maneesh Dharmarajan

		Project Manager

		Wipro



		Yoganandha Kollu

		Project Lead (Gemini)

		Wipro



		Arun Kumaru

		Project Lead (Gemini)

		Wipro



		Amar Majid

		Junior Release & Deployment Manager

		Correla



		Liz Ryan

		Customer Operations Consultant • Customer Operations: SPA & RGMA

		Correla



		Andrea Davies

		Customer Operations Consultant • Customer Operations: SPA & RGMA

		Correla



		Craig Lloyd

		Customer Operations Consultant • Customer Operations: SPA & RGMA

		Correla







N.B. For the outcome field please use the following criteria: -

1 = Accept

2 = Accept with minor revisions

3 = Further review required
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GSR UNC785 LLL





			Gemini Spring Release 2022 + UNC0785 Lessons Learned Log


			No.			Topic /
Business Area			Negative / Positive			Stream			Phase			Raised by			Lesson			Recommendation			Date			Responsible 


			01			Communication 			Positive			Gemini UNC0785			Cutover			Mike Pratten on behalf of Laura Johnson			Sending the Change Pack for UNC785 prior to Ofgem approval, is the right thing to do in this instance, but should not set a precedent for future projects. 			We should normally wait until Ofgem approve the modification before sending out the Change Pack detailing the changes being made.


			02			Planning / Setup			Negative			GSR2022 MOD Trio			Prep			Iain Snookes on behalf of Christina Francis			The delivery of the changes associated to Mod0785 commenced prior to Ofgem approval of this Mod. This was captured and agreed as part of the Change Control mechanism (CV02) with NG but this decision was not captured in the decisions log. 
Project decisions are always where relevant captured in the decisions log but due to the nature of the additional change and the directive given by NG this particular item was not captured.			Ensure whenever a Project Decision is discussed and agreed with Stakeholders that this is captured within the Projects Decision Log.



			03			Communication 			Negative			Gemini UNC0785			Prep			Iain Snookes on behalf of Matt Rider			There was no decision captured on the PCL Log specifically on 0785 work commencing prior to the Mod approval. 			All project decisions are logged to ensure traceability and control etc. 


			04			Communication 			Negative			UKLINK UNC0785			Analysis			Matt Rider			For the Mod 0785 change the relevant Tech Ops resources for the impacted UKL elements of the change were not notified and engaged in a timely manner.			Ensure wherever possible Tech Ops are notified and engaged with any system changes at the point of initial identification.  Although this did not happen, due to the size of the change Tech Ops could accommodate it .  Had this been a larger change this may not have been supported given the timescales to implement UNC785.


			05			Planning / Setup			Negative			GSR2022 MOD Trio			Implementation   			Harsh Dalal			During the implementation of the GSR 2022 changes on Sunday  24th April an issue was encounter regarding the Non Obligated Release Parameter Gemini screen (missing the save button) which impacts the new functionality (introduced as part of this change) covering auto-allocation for Non Obligated Capacity.   

There is an agreed workaround (as is process) if this functionality is required to manually release the Non Ob by the GNCC Team.

To note during the implementation It was  agreed with NG, Correla, TCS and Wipro to wait for the next maintenance window tomorrow (finish by 4:15am) to understand if this has resolved this issue and a PIS ticket will be raised to track this.  

			 A Route Cause Analysis is to be completed. See lesson no. 28.


			06			Planning / Setup			Negative			GSR2022 MOD Trio			Implementation   			Harsh Dalal			During the implementation of the GSR 2022 changes on Sunday  24th April an issue was encounter with the special maintenance page.  This was to do with  certain  Nodes setup on the day of implementation not giving all users the access to the Gemini  to complete their QA checks.  As a  work around the nodes that  were working were redirected to those users who could not access Gemini fixing this issue.    

			It is a known issue that sometimes the special maintenance page gets corrupted. We will have a task on Saturday’s maintenance window (1 day prior to implementation) to keep this special maintenance page and would ask the projects team to complete all verification checks.

This task would be added to all future implementation plans going forward.

Route Cause Analysis (RCA) completed which cannot identify the reason for the corruption.


			07			Communication 			Positive			UKLINK UNC0785			User Acceptance Testing (UAT)			Andrea Davis			Really good communication from everyone involved through out the project.  Any issues, we jumped on a call and resolved straight away.  Everyone always made time for each other.			Carry forward to future projects.


			08			Testing			Positive			UKLINK UNC0785			User Acceptance Testing (UAT)			Andrea Davis			Test Cases were easy to follow with expected outcomes.  We even finished Testing early as everything ran so smoothly.			Share examples of the test cases with similar related projects to use as a good template.


			09			Environments			Neutral			GSR2022 MOD Trio			User Acceptance Testing (UAT)			ECMS			Gemini online screen user account frequently getting locked resulting in multiple password reset and account unlock requests. Once a password reset is performed by ECMS the new password is shared with only the requestor, but if the user account is used by wider audience project team must share this with all the required members to avoid this user lock situation.			Project team to maintain the password sheet and share it across right audience.  This is being followed and the issue has not been repeated.


			10			Environments			Negative			GSR2022 MOD Trio			System Testing (ST)			ECMS			ECMS environment delivery to perform a thorough check of property files and start-up arguments required in all the weblogic application TTD servers. To avoid any batch job related issues.

Note:  IKS to arrange a call with ECMS + Wipro Team to understand further this lesson.			1. ECMS team have updated their environment delivery check-list and also have standardized all the TTD environments as per production. 




			11			Environments			Negative			GSR2022 MOD Trio			Implementation   			Correla PT (IKS)			On the day the GSR implementation the 'Save" button on  the Non-Ob Release Parameter screen (for Gemini Entry only) was missing. The SiteMinder Team carried out some troubleshooting but issue is not resolved during the time allocated to complete GNCC Cutover activities. 

Fortunately this incident did not cause a backout of the changes implemented as the exiting manual process was instructed to be invoked.  After the next day (25th April) the Application server restart resolved the issue. 

The Route Cause Analysis completed between Wipro and TCS identified  PT Environment used for the GSR IDR reported a new version of SiteMinder compared to the (older) version in Production, which is why the SiteMinder changes did not show up on the of implementation.			Have a  checklist covering the delivery of each environment to identify any potential anomalies compared to Production.


			12			Planning / Setup			Negative			GSR2022 MOD Trio			Post Implementation Support (PIS)			Correla PT (IKS)			On the day of the GSR Implementation (24th April) the Bid window start time was incorrectly updated.  The bid window set was 2am and should have been 14:00hrs.

To note the net result of not setting the bid window correctly was the Shipper was not able to place the Bid for WDDNEX for Gas Day 30th April.   
			Ask for the screen shot from the business owners to confirm the bid window.  Need to verify the timings between both parties.

Add more detail to the Cut Over Plan to include timings (24hr Clock).


			13			Communication 			Positive			All Streams			All Phases			Correla PT (IKS)			The collaboration between all parties  NG, Wipro, project team, Tech Ops, TCS, ECMS and SME's was excellent (one Team approach).  Everyone was supporting each other with the common goal to ensure all changes in scope of GSR 2022 inclusive of UNC0785 was successfully implemented.			Carry forward to future projects.


			14			Communication 			Positive			All Streams			All Phases			Correla PT (IKS)			The input and support provided by the Wipro Project Team was first class supported by  prompt responses to queries raised and attendance at all key meetings.

Plus the quality of the workshop material was informative and detailed and at the right level.			Carry forward to future projects.


			15			Communication 			Positive			UKLINK UNC0785			Regression Testing (RT- UKLINK Only)			Correla PT (IKS)			The coordination, management and communication between both SME’s and the Wipro Project Team during RT was excellent. Both parties were in regular contact with each other to progress RT.  This aided greatly the successful completion of RT.			Carry forward to future projects.


			16			Testing			Positive			UKLINK UNC0785			Regression Testing (RT- UKLINK Only)			Correla PT (IKS)			The use of the RT Assurance Tracker worked very well aiding the SME’s to manage and sign off all RT test case evidence as well as giving an audit.			Carry forward to future projects.


			17			Planning / Setup			Positive			GSR2022 MOD Trio			Analysis & Design			Correla PT (IKS)			Planning of meetings was setup early giving plenty of time to arrange resources attendance.			Carry forward to future projects.  All key areas will require as much notice as possible given the level of change congestion.


			18			Document RAP Cycles			Positive			GSR2022 MOD Trio			Analysis & Design			Correla PT (IKS)			Incorporated where feasible walkthrough sessions to speed up the RAP cycles  of key project documents.  This worked particularly well during the post Xmas period  securing (in most cases)  1 day approvals covering the updated SUC  documents.  This freed  up precious project resources to focus on UNC785.

This same approach was adopted for other key project documents throughout the project.  			Adopt for future projects walkthrough sessions seeking approval of key project documents, negating the need for long drawn out RAP cycles.  To note this was a lesson captured under XRN5341 and adopted by the GSR 2022 Project. 


			19			Planning / Setup			Positive			All Streams			All Phases			Correla PT (IKS)			The use of the Daily Stand Up's setup and facilitated by National Grid enabled both Correla Wipro and NG to share and monitor key projects tasks.  This gave all parties an understanding of the level of change / support required  to secure the  successful delivery of both the  GSR 2022 and UNC785 changes. 

Plus gave an opportunity to discuss where there was a need to  focus more attention of completing  key (critical) tasks.			Continue in the use of a WAGILE  project methodology fulling the need to have daily stand-ups including iteration planning events.

During key points of the project i.e. UAT / ST (where there are feeds into Market Change / SME's) to have the option to attend the daily stand-ups.  NG (MP) to look into this further.


			20			Planning / Setup			Positive			All Streams			All Phases			Correla PT (IKS)			Iteration Planning events  gave visibility, awareness and ownership of up and coming  tasks (including any dependent tasks) assigning owners to them  to be completed.      This  greatly contributed to the success of the project.    

 			Ensure for each new project we have in place Iteration Planning events to manage and share in the success of delivering change. 


			21			Testing			Positive			GSR2022 MOD Trio			User Acceptance Testing (UAT)			Correla PT (IKS)			The use of a predefined UAT Monitoring / Reporting  spreadsheet  (tried and tested under the GSR Project) gave simplicity in  recording daily UAT progress as well as reporting compared to the use of RQM saving time and effort.

The spreadsheet was simple and easy to update compared to RQM.			Continue to use the UAT Excel Spreadsheet instead of RQM or until there is tried and tested alternative application to RQM. 


			22			Testing			Negative			GSR2022 MOD Trio			User Acceptance Testing (UAT)			Brad Charles			At the very start of UAT the deployment of the new code for assignments had not gone to plan but it took a while for this to be identified and to be fixed. This resulted in losing a week of testing for this area.			Ensure sufficient checks are carried out after the initial deployment,

'Seek input from the Wipro Project to understand further what can be done to mitigate this happening again. RCA'

This was caused by the outstanding ST defects that closed in the last week of ST phase and not included in the ST baseline code. In future if there is no gap in between ST exit and UAT start, hence it is recommended to keep the initial week of UAT execution as light weight.


			23			Testing			Negative			GSR2022 MOD Trio			User Acceptance Testing (UAT)			Brad Charles			There seem to be a lot of miscommunication at times around when and what batch jobs were needed around the WSEC auction. This might have been down to new people of the NG side doing testing for the first time			Potentially  provide more support going forward from both Correla and NG

We need to look at all follow on back end processes / jobs that are not visible to the SME's.

'Seek input from the Wipro Project to understand further what can be done to mitigate this happening again.

Involve the new members during the UAT prep workshops to cover the knowledge gaps/understand the dependency of the back end process (i.e. Batch jobs).


			24			Testing			Positive			GSR2022 MOD Trio			User Acceptance Testing (UAT)			Brad Charles			The use of a teams chat that was open all the time worked really well and was used a lot but also saved a lot of time compared to emails			Carry forward to future projects.


			25			Testing			Positive			Gemini UNC0785			User Acceptance Testing (UAT)			Brad Charles			The support provided by Correla at late notice for this change was very good. The willingness to get on a call and talk through issues was very good and reflected really well.			Carry forward to future projects.


			26			Testing			Negative			GSR2022 MOD Trio			User Acceptance Testing (UAT)			Jo Tedd			UAT was carried out in same environment , which meant that there were times when data changed which impacted validations & added delay to an already tight schedule			 Need to fully understand impacts of both streams working in the same environment,


			27			Communication 			Negative			UKLINK UNC0785			Implementation   			Laura Johnson			Communications which were produced for UNC0785, took a while to be produced and were rushed through. 			Ensure the correct resources (especially SME's) are available from both Correla and National Grid


			28			Environments			Negative			GSR2022 MOD Trio			Implementation   			Correla PT (IKS)			On the day the GSR implementation the 'Save" button on  the Non-Ob Release Parameter screen (for Gemini Entry only) was missing. The SiteMinder Team carried out some troubleshooting but issue is not resolved during the time allocated to complete GNCC Cutover activities. 

Fortunately this incident did not cause a backout of the changes implemented as the exiting GNCC manual process was instructed to be invoked.  After the next day (25th April) the Application server restart resolved the issue. 

The Route Cause Analysis did not conclusively identify the reason for this issue however it is suspected as the GSR IDR environment used, reported a newer version of SiteMinder compared to the (older) version in Production this may have caused this issue.

It was also identified that the older version of SiteMinder present in Production reports a number of bugs which may have also resulted in this issue, however it is not possible to confirm this.			A meeting between Tech Ops / Infra and ECMS held on 05/05 identified the below 2 key recommendations:

1.	At the start of the project it is recommended the Project Team review the ‘ON-PREM NON UKLINK ENVIRONMENTS ESTATE ‘ documents for both Wipro and TCS ,found using the below link (maintained by ECMS).  

https://xoserve.sharepoint.com/sites/RM/SitePages/ProjectHome.aspx

This will identify any version discrepancies between the non-Production and Production environments.  

It is also recommended that during the weekly calls setup between ECMS and the Project Team to review the ‘ON-PREM NON UKLINK ENVIRONMENTS ESTATE’ to help identify and risks. 


2.	A 2x re-start of the SiteMinder changes during the implementation, prior to the commencement of the QA activities will help to ensure the any new SiteMinder changes takes effect.  To note this activity raises the risk an extended outage period may be required. 

3.  Ensure the  both the Gemini Code and the supporting products are the same across the IDR environment compared to Production. See lesson 49.




















			35			Planning / Setup			Negative			GSR2022 MOD Trio			Prep			Anna Stankiewicz			No access to SharePoint site without the need to request a passcode to be emailed each time. Not a major issued but added unnecessary admin time. 			IKS - The access issue was internment seemingly affecting a small no. of users.  Tried to resolve this with the helpdesk only to confirm back the access setup provided was as expected.

Correla Project Team to raise this with the help desk further to request a more detailed analysis of why this happening and how this can be resolved. 


			36			Planning / Setup			Negative			GSR2022 MOD Trio			Prep			Anna Stankiewicz			Abbreviations used throughout the documents are not explained to someone new to the project/process (e.g. it was difficult to contribute to the roles & responsibility session due to lack of understanding what document/content will be a part of the review).			Programme Manager (both Correla / National Grid) to ensure new /existing resources are onboarded to support projects. 


			37			Document Walkthroughs/Management			Negative			GSR2022 MOD Trio			Analysis & Design			Anna Stankiewicz			BUC/SUC documents are inconsistent in content and difficult to follow. This makes the review time consuming.			There should be a review of these documents to ensure they follow same the structure and are consistent in language being used etc. 

Correla Project Team to recommend the BUC / SUC are reviewed brining in key representatives from NG to help with this.


			38			Communication 			Negative			GSR2022 MOD Trio			Implementation   			Anna Stankiewicz			The initial Shipper training material was poorly developed and has not covered the agreed changes contained within the Change Pack. This seemed to have been done by copy/paste from earlier/out of date documents. 			Look to include SME's in the writing of the training material rather than the project team taking on this role.  Covers UNC785 as well as MOD Trio.


			39			Communication 			Negative			GSR2022 MOD Trio			Implementation   			Anna Stankiewicz			External screen pack contained low resolution and blurry screenshots.			Where there are changes required to the initial screen shots we need to keep them updated and the quality is as we expect.  














			44			Planning / Setup			Neutral			All Streams			All Phases			Mike Pratten			Where a project is likely to impact on GNCC to invite them to attend both the iteration planning events + daily stand up sessions.  This will help to understand and share key GNCC project tasks. 

Noted that from a GNCC perspective there is always a priority to ensure the Control Room is managed before attending key project meetings.			To  invite GNCC to attend both the iteration planning events + daily stand-ups and if they have the capacity, to attend.


			45			Communication 			Positive			All Streams			All Phases			Ricky Deo			Having a lessons review session with all impacted parties helps to drive out additional key lessons learned which otherwise would not have  been captured.			Carry forward to future projects.


			46			Communication 			Neutral			All Streams			Post Implementation Support (PIS)			Mike Pratten			Need to share the PIS target drop dates, as well as implementation and contingency dates, to ensure there are no clashes with other projects			All Correla projects to share dates with other teams
All NG programmes to share dates with other programmes in the Gemini portfolio


			47			Testing			Positive			Gemini UNC0785			User Acceptance Testing (UAT)			James Sweeney			The support throughout the UAT by the Wipro team was excellent as ever.			Carry forward to future Projects.


			48			Testing			Negative			Gemini UNC0785			User Acceptance Testing (UAT)			James Sweeney			UAT was completed but puts a strain on the limited Correla Gemini resource available to complete UAT each time UAT is carried out. More Gemini resource required for Gemini project work and UAT.			More Correla Gemini SME & other Gemini resource is needed for ongoing  Gemini projects as there are always constraints on availability due to ongoing  Operational requirements.  NG have escalated this and this is being discussed with Xoserve / Correla to look to ensure resources are available.


			49			Environments			Negative			GSR2022 MOD Trio			Implementation Dress Rehearsal (IDR)			Mike Pratten			IDR environment did not match production. Issue has been reported on other projects to. The IDR environment must reflect the software in production otherwise IDR results can not be trusted			Ensure the IDR platform is an exact copy of the software in production for all future projects, see lesson 28.


			50			Planning / Setup			Positive			Gemini UNC0785			All Phases			Malcolm Montgomery			For a change that was only planned in end Dec and had functionality delivered by 1st March - whilst still keeping existing (Spring) release on track - then this should be considered an ambitious amount of deliverables that everybody (Wipro in particular) stepped up to deliver well.			Tbc.


			51			Planning / Setup			Positive			Gemini UNC0785			Analysis & Design			Malcolm Montgomery			2 phase implementation was an innovative way to deliver partial functionality early.			Consider for future projects on a case by case basis.  With the use of Agile look to release key changes earlier bring forward the benefit to the user.


			52			Testing			Negative			Gemini UNC0785						Malcolm Montgomery			Setup of locations in test environment was different to setup in production environment.			Make sure the same - even if somebody (e.g. PRISMA) thinks the difference is immaterial.
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ST Topics


			Topic /
Business Area			Stream			Phase			Responsible			Raised By


			Environments			Gemini UNC0785			Prep			Correla Project Team


			Resources			UKLINK UNC0785			Analysis & Design			Wipro Project Team


			Functional Development Queries			GSR2022 MOD Trio			Cutover			ECMS


			Conference Room Pilots (CRP)						Code & Unit Testing (CUT)			National Grid


			Document Walkthroughs/Management			All Streams						Correla SME's


			Document RAP Cycles						System Testing (ST)			Access Controls


			Planning / Setup						User Acceptance Testing (UAT)			Tech Ops (UKLINK)


			Reporting						Regression Testing (RT- UKLINK Only)			Tech Ops (Gemini)


			Communication 						Implementation Dress Rehearsal (IDR)


			Testing						Implementation   


									Post Implementation Support (PIS)


									All Phases
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