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1. EXECUTIVE SUMMARY

1.1. In September 2017, the Cabinet agreed to move to HR, Payroll and Finance 
services currently provided by BT to a public to public partnership led by 
Hampshire County Council (HCC) using the SAP platform.

1.2 This is a tried and tested system used by c.85,000 public sector users and 
LBHF will adopt it and its associated processes. This means LBHF will need to 
change some of the ways it works in order to accommodate the new system.

1.3 LBHF have worked closely with HCC, Deloitte (their onboarding partner) and 
BT to ensure all stakeholders are committed to a successful outcome.

1.4 Westminster City Council and Royal Borough of Kensington and Chelsea are 
also moving to the Hampshire solution and whilst our programmes are 
separate, there is some co-operation on shared matters such as data.  Current 
go live dates align which is advantageous from the point of view of exiting BT, 
downloading data and using shared HCC resources.  However, should the 
timetable change, LBHF is fully prepared for a solo go live process.
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1.5 This report summarises the progress made and the key activities scheduled     
between now and go live of the new system.  

1.6 The new IBC system build was completed in May and is well along the cycle 
of testing to ensure it meets LBHF’s requirements.

1.7 Business deployment and change management activities have ramped up 
and following User Acceptance Testing there will be a number of opportunities 
to try out the IBC system during drop-in sessions in October and November.

1.8 We gave formal notice to BT on 30 August 2018 to terminate the shared 
services contract (from the master contract of Westminster City Council). This 
puts us on a go live trajectory of 1st December 2018 with a release to the 
organisation on Monday 3rd December. 

2. RECOMMENDATIONS

2.1 That the Committee review progress, noting the go-live date of 1st December 
2018, and provide feedback.

3. SUMMARY OF PROGRESS 

3.1 The design and build of the system was completed in May 2018. A testing 
strategy and approach was written and approved at board and testing of the 
system included the following stages:
 Unit testing: validates that individual functions are configured and/or 

developed to appropriately translate technical and functional requirements 
(successfully completed)

 System Integration Testing (SIT): there are 2 cycles of SIT: validates a set 
of business processes to ensure that the system functions as expected 
when the elements are integrated together i.e. end to end processes, 
interfaces, middleware, reports (successfully completed)

 Comparison payroll runs (CR): there are 6 comparison payrolls (4 
intensive monthly payroll cycles during test phase and two Comparison 
payroll cycles during cutover): recreating the payroll run and comparing 
the Agresso and SAP payrolls to ensure that SAP is running correctly

 User Acceptance Testing (UAT): end-to-end process testing to verify that 
the implemented solution satisfies business requirements (successfully 
completed).

3.2 We have completed SIT and UAT and satisfied the entry/exit criteria outlined 
in the Appendix.

3.3 Finance Data loads were completed with a 0.5% error rate (note manual loads 
at LBHF have had a greater success rate than bi-borough).  

3.4. The payroll loads and full organisational management (OM) structures have 
loaded for sovereign borough and also integrated OM for cross borough 
services.  This structure has been built from scratch and is a key part of 
ensuring that workflows and approvals within the system work correctly.  



3.5 We have completed successfully the key tasks of loading the sovereign 
organisation structure data and integrated data for services delivered with 
RBKC, the finance data and the full data set for payroll CR3 and UAT.

3.6 User feedback has been positive confirming the ease of use, fit for purpose 
and a great improvement on Agresso.

3.7 We have a plan for data remediation and loading prior to comparison payroll 
run 4 (CR4) which will be followed by two more comparison runs to ensure the 
data for pay is as accurate as possible. 

3.8 A cutover strategy and plan is in place for transitioning from the LBHF’s 
legacy system and processes to HCC’s shared services operation (and 
related systems and processes.  Cutover is the structured approach for 
managing the transition of people, processes and technology from the existing 
ways of working to new ways of working and adoption of the IBC services.  

3.9 Cutover includes applying the new code, configuration and functionality to IBC 
systems; migrating all data from legacy systems ensuring it is cleansed and 
validated to ensure its integrity; ensuring services are fully prepared for 
transition to the IBC; and operational readiness meaning that the IBC are 
ready to deliver services from go-live day.

4. ISSUES

4.1 The latest payroll run is on ‘Dress Rehearsal 1’ / Comparison Run 4 – ther are 
2 more runs before cutover planned. 

4.2 The latest comparison run (during cutover rehjearsal) now has the initial 
accuracy of net pay at 96%.  The breakdown (as at 30 October) is shown 
below: 

Item Number of 
Records

Notes

Payroll Results 1,963
Pay records within +/- £1 1,375 (70.0%)

Records with reconcilable differences
Basic Pay 64 Pay award not applied in time
Recruring & Additional 
Payments

2 Professional fees

Absence and attence related 130 Casual holiday pay changes 
related to 90% of these

Statutory deductions 11 Rounding / calculation changes
Pensions 234 Auto-enrollment change & 

banding changes
Loans & expenses 56 Mileagage tax calculation 

harmonisation

Total with reconciled 
differences

1,872 (95.3%)

Errors resolved 19



Total records NET pay 
match 

1,891 (96.3%)

Outstanding records 72 Remediation underway.

5 BUSINESS DEPLOYMENT AND CHANGE MANAGEMENT

5.1 Alongside the development and testing of the system, a strong focus has 
been placed on the change which will be required in the organisation to 
conform to the new ways of working required by the system.

5.2 The activities in the business deployment workstream are key to ensuring that 
the organisation is engaged with the change, familiar with and ready for the 
implementation of the system and processes in order to increase take up and 
acceptance.

5.3 As well as sponsorship from SLT and senior management the programme’s 
change team has ‘recruited’ staff across the organisation to form a change 
network.  Managers have been recruited as IBC advocates whilst staff are 
recruited as super users. These people play a key role in ensuring that 
services become familiar with the new system, the processes and procedures 
we will be using. The change network is used to engage staff in the change, 
disseminate knowledge about the system and will be used to support users at 
go live.

5.4 The BD team produced a communications and engagement strategy, a 
change management plan, a stakeholder assessment, a detailed change 
impact assessment, a knowledge share needs assessment and a 
communications plan.  These identify all the groups of users, covering the 
entire organisation, who need to learn to use the system and understand the 
changes they will see from the previous system.

5.5 A poster campaign, leaflets, intranet pages, a microsite and a regular 
newsletter have been developed to raise awareness and inform staff and 
managers of what is coming with useful information on how to undertake 
common processes. 

5.6 The team started by introducing Directors and Management teams to the 
technology and subsequently ran change impact workshops for each topic 
(e.g. HR, Recruitment, Payroll, Procure to Pay (shopping) and Finance. A total 
of 175 knowledgeable staff from across the directorates participated in the 
workshops and identified what needed to be done differently in each area, 
leading to a number of ‘business readiness’ actions to be carried out in 
readiness for go-live

5.7 A number of all-staff roadshows, hosted by the programme sponsor, have 
taken place with good attendance and good feedback.  Roadshows have 
taken place across the LBHF estate to ensure that the system messages are 
spread through every area of the organisation.



5.8 Where necessary, new policies and procedures are being written to support 
the new ways of working.

5.9 The change network has been concentrating recently on change network 
outreach work to ensure engagement is maximised.  This involves visiting all 
LBHF buildings, face to face contact and team building.

5.10 The Adios Agresso webpages are running and updated regularly.  All comms 
channels are being used in order to disseminate key information to the 
organisation for instance around system freeze dates and interim work arounds 
until the new system goes live.

5.11 Knowledge share is underway whereby specific processes are introduced to 
relevant categories of staff and short ‘how to’ videos are posted on the intranet. 
Videos are available on processes that are relevant for all staff, whilst there will 
be face to face workshops for targeted groups of staff. 

5.12 A ‘Pulse’ survey has been undertaken to assess the progress of the 
engagement initiatives and change readiness in the organisation.  
Recommendations from this survey have been implemented particularly in 
terms of preferred channels of communication and engagement with the 
change network.  A further survey will be undertaken in October to identify any 
improvement and modify the engagement approach where necessary.

5.13 Many staff are awaiting the release of the UAT system so they can get some 
‘hands on’ experience of the new technology.  This will be made available as 
soon as possible after UAT is complete.  A complete diary of drop-in sessions 
across September and October is being drawn up which give users the 
opportunity to get hands on experience with guidance from specialists or simply 
to come in and look at the system in a less structured way.  

6. BT EXIT

6.1 BT agreed to parallel consultation with employees at risk of redundancy and 
this started on 4 September.

6.2 In order for BT to agree to enter into staff consultation prior to 1 December, 
there was a requirement for the three London Boroughs (LBHF, WCC, RBKC) 
to agree an enhancement to staff packages.  An offer was made to BT which 
amounted to 8 week’s salary enhancement for affected staff.  BT accepted the 
offer which will ultimately be more cost effective for the boroughs than running 
the process after exit.

7. AUDIT AND ASSURANCE

7.1 The programme has been in continuous dialogue with Audit and the Director 
of Audit sits on the Sponsorship board. In addition, two deep dive audits have 
been undertaken by Mazars to ensure that programme governance is robust.



Mazars reported favourably that mitigations from their original report had been 
successful and that the governance had improved.

7.2 Audit is currently undertaking a detailed piece of work regarding the 
robustness of the process around data cleansing, loading and validation to 
offer further assurance to stakeholders. This piece of work is ongoing.

8. IBC

8.1 The IBC has been ensuring business readiness for the past few months, 
particularly as the original go live date has moved.  They have updated all 
online help and support materials, recruited and trained new staff to the IBC 
who were ready for the previous go live date and have been co-ordinating and 
running testing along with the boroughs.

8.2 A robust support programme post go live is being developed to ensure that 
issues are logged and remediated quickly and that we have good 
communications back into the organisation.  A stabilisation plan to support this 
is being drawn up.

8.3 IBC has provided good support with the documenting of policies and 
procedures impacted by the new ways of working.

9. BUDGET

9.1 The original allocated budget for the programme is £7,911,000 including 
contingency. As of 31 October 2018, the forecast spend across the 
programme was under by around £620k.

9.2 The forecast budget includes LBHF programme costs and programme staff 
until programme close down and all HCC/Deloitte costs until go live.

9.3 The monthly cost of staff breaks down approximately as:
 LBHF programme staff c. £200,000
 HCC/Deloitte £410,600 (this includes an £139,600 cost for extra IBC staff 

recruited to start for the go live of 1 October)
This is a total monthly run rate of £610,600.

10. KEY RISKS AND MITIGATIONS

10.1 Payroll: there is a possibility that even with data remediation we do not 
achieve a satisfactory match on CR4.  There are two further payroll 
simulations scheduled during cutover in order to ensure that payroll works 
effectively. If there are any areas of known issues at go-live, communications 
will be issued prior to the first payroll being run from the IBC to inform those 
staff affected of what the likely outcome will be and how it will be addressed.

10.2 There is a possibility of desegregation of go lives depending on the success of 
bi-borough testing and their own risk appetite.  To mitigate this risk, we have 
developed an impact analysis to manage a sovereign go live. In addition, we 



have bought in an extra resource for payroll (a high-risk area) to focus on 
LBHF but also support the cross-borough team (managed by RBKC).

10.3 There is always a risk of technical problems at go live.  To support the go-live, 
we will put in place a number of mitigations:  the change network will be 
mobilised to floor walk and support users, reporting issues to the change 
team.  Issue resolution will be prioritised by impact and triaged accordingly.  
We will be able to pick up thematic issues versus individual issues quickly and 
ensure we are communicating back to users regarding the remediation and 
timescales.  Go-live calls with partners will be set up several times daily to 
ensure all issues are being addressed and resolved. A stabilisation board will 
be convened to review progress and put in place any extra measures required 
to support go-live.

10.4 A December go live means the first payroll run is 10 days before Christmas 
therefore any errors in payroll may be difficult to remediate prior to the 
holiday. However, payroll is run on 5th December and early sight of payslips 
will help mitigate a more compressed timetable for any reparative actions. 
Where there may be risk to groups of staff who need to input additional hours 
etc, a workaround may be implemented for the first payroll run to ensure 
these are captured and included in pay.

10.5 Project team and business resources are likely to be taking leave in 
December at critical times post go live impacting post go live support. A full 
resourcing plan will be required to avoid loss of key resources at the critical 
post-live period.

10.6 With business users likely to be taking holiday, uptake of the system might be 
slow and therefore system issues might not be identified until post-Christmas 
period, extending the required system support.  Key staff will therefore be 
retained into January to ensure any issues which may not have been captured 
prior to Christmas can be dealt with early in the new year



Appendix 1 – Entry and Exit Criteria

The exit (and entry) criteria for various programme activities are shown in this 
appendix.

Whilst every effort is made to ensure that the criteria are met, there are occasions 
where a decision is made on a case by case basis to move onto the next phase (e.g. 
CR1).  Where this has been the case, a board decision has been made and 
recorded.

11.1 SIT 
Entry criteria

 System Integration Test preparation complete and signed off by Test Manager
 SIT test cases validated and signed off
 SIT environment (s) are available and are linked together
 Unit Testing closure report agreed
 Smoke Testing has completed in the environment
 Test Data specific to the SI Tests is available within the environment
 Users and roles have been set up within the environment
 Testers have access to the test environment

Exit criteria
 Test cases executed 100%
 Critical business defects – Max 0 (per functional area)
 High defects – Max 5 (per functional area)
 Medium defects – Max 10 (per functional area)
 Low defects – Max 20 (per functional area)

11.2 UAT
Entry criteria

 UAT prep completed and signed off by Test manager
 UAT user journeys validated and signed off
 UAT environment available and linked together
 SIT closure report agreed
 Smoke testing has completed in the environment
 Test data available within the environment
 Users and roles have been set up within the environment
 Testers have access to the test environment

Exit criteria
 Test cases executed 100%
 Critical business defects – Max 0 (per functional area)
 High defects – Max 5 (per functional area)
 Medium defects – Max 10 (per functional area)
 Low defects – Max 20 (per functional area)
 Project board signed off the UAT closure report



11.3 Cutover 
Entry into cutover

 Final readiness assessment shows all areas rated green (see separate 
document for assessment criteria)

 Any areas rated amber/red, project board can approve starting cutover if 
mitigating actions are agreed

Exit cutover, system release to users
 Cutover timetable 100% delivered
 Confidence checks complete
 No critical issues open
 Other open issues have mitigations in place agreed by Project Board
 100% of data loaded and signed off

11.4 SIT defect categorisation:
The defects referred to for SIT are classified as follows:

Go Live Impact 

 Critical – Cannot Go-Live without fix

 High – Can Go-Live with fix within 10 days 

 Medium – Can Go-Live with work around

 Low - Can Go-Live no impact 

  
11.5 Comparison Payroll exit criteria

The following exit criteria for each comparison payroll test phase will be applied 
at the completion of the comparison run execution:

CR1: June 2018

 Recorded defects

Type of defect Severity Number of 
defects/issues

Configuration High
Medium

Low

Nil
<=5

<=10
Data – 

missing/mapping
High

Medium
Low

Nil
<=5

<=10
Finance postings High

Medium
Low

Nil
<=5

<=10

 Net pay and employer costs



Target match: 90 % (This won’t mean to say 10% will NOT be accounted 
for and ALL 100% of the mismatches must be explained)

 Finance posting reconciliations against sample GL account 
balances

90% posted to correct GL accounts/100% posted by value
 
Defects can be closed with explainable differences. A tolerance level e.g. 
within £1+ in favour of the employee for net pay/£1- against the employer 
per employee is given low priority whilst continuing to investigate root 
cause (e.g. rounding etc...). Any such differences to be agreed with 
relevant stakeholders before closing.

A test report completed and provided to the Strategic Design Authority and 
IBC Project Board for sign-off.

CR2: July 2018

 Recorded Defects

Type of defect Severity Number of 
defects/issues

Configuration High
Medium
Low

Nil
<=2
<=3

Data – 
missing/mapping

High
Medium
Low

Nil
<=1
<=3

Finance postings High
Medium
Low

Nil
<=1
<=3

 Net pay and employer costs

Target match: 95% (This won’t mean to say 5% will NOT be accounted 
for and ALL 100% of the mismatches must be explained) 

 Finance posting reconciliations against sample GL account 
balances

95% posted to correct GL accounts/100% posted by value
Defects can be closed with explainable differences. Any such differences 
to be agreed with relevant stakeholders before closing.

CR3: August 2018

All CR3 defects affecting payroll results and payroll postings closed. Defects can 
be closed with explainable differences. Any such differences to be agreed with 
relevant stakeholders before closing.



 Recorded Defects

Type of defect Severity Number of 
defects/issues

Configuration High
Medium

Low

Nil
Nil
Nil 

Data – 
missing/mapping

High
Medium

Low

Nil
<=2
<=3

Finance postings High
Medium

Low

Nil
Nil
Nil

 Net pay and employer costs

Target match: 100%

 Finance posting reconciliations against sample GL account 
balances

100% posted to correct GL accounts/100% posted by value
Defects can be closed with explainable differences. Any such differences 
to be agreed with relevant stakeholders before closing.


