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Moving to a Shared Services Model :
The Cabinet Offil ce experience

Al 6m pleased to introduce you Qusiomerhe
Migration Framework. The Cabinet Office migrated its transactional HR, Finance
and Procurement processes to DWP Shared Services in April 2009.

The move to DWP by the Cabinet Office is one of the first examples of cross-
government sharing, so we broke some new ground! DWP is using this

experience to further develop its approach to customer migration to make it faster,
cheaperandlowerr i sk. Al ongsi de DWPO0s efforts
produced this framework as an aid to customer organisations. Its purpose is to

help those contemplating, planning or implementing a move to shared services.

This 1 sndt ai thereastndt ontl ore way yoalo these projects i but it
is an honest attempt to share our experience. It describes what we did as a
Acustomer 0, shares some | essons we | e.
Janet Wilkes available for re-use. | hope in future that it will be added to and enhanced by

Director A :
. . othersod experiences.
Cabinet Office P

Shared Services _
Project | f youdre embarking on a move to shar

framework will help you plan and navigate your project, and perhaps avoid a few
pitfalls. | hope you find it useful i please let me know.




The CO Customer Migration Framework has been created to document
our experience and capture our insights. This is both to assist and

encourage other government bodies contemplating a similar move

If you are thinking about moving to a Shared

Service model é.

Read this Overview & Navigation section to get background on
the COSS project and Migration Framework and quickly review

key learnings.

The Customer Migration >
Framework

Overview &

Approach & Insights

If you are planning a move to
Shared Servicesj

Use the Navigation Tool to drill down
Navigation to the Approach & Insights layer and
read detailed work-stream and
activity descriptions. These explain
how we structured and managed the
CO migration and provide specific
insights and recommendations

If you are implementing a

move to Shar e davaippleandroptacttheShared Services team

Review the list of reusable products that are

to get hold of those you may need
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Il n Apr i | 2009, the Cabinet Office n

Payroll, Finance and Procurement processes to DWP Shared Services

Project Timeline
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Transition
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A Improving support to management units
through Business Management Teams

A Improved management information to
support business planning
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The drivers behind the Cabinet Office project reflect circumstances
faced by many smaller Government and public service bodies

CO Situation 2005 - 2007

A A small Department with ¢.1500 staff
and further staff savings planned

A Over 120 staff (almost 10%) in HR and
Finance support functions. A high ratio
compared to standard benchmarks.
Inconsistent processes used across the
department

A High IT costs reflect dedicated rather
than shared IT infrastructure

A Requirement to bear costs of IT systems
upgrade and replacement i but cost of
most modern, integrated platforms
prohibitively high for small organisations

Various initiatives had been
commissioned to devise a way
forwardeée

AnWhitehall 10 cou
business case for outsourcing CO
Shared Services to the Private Sector

AWhitehall 20 found
group of smaller Departments got
together (CO, Treasury, ODPM) costs
of developing a new Shared Service
remained unattractive



By 2007 there was a critical need to change the model or invest in

renewing/upgrading the CO systems

DWP - A potential solution?

A DWP Shared Services was established in
2006

A Employee Service, Accounting and Procure to
Pay Service Lines supported by one of the
largest implementations of the Oracle RM
platform

A Maybe an opportunity for Cabinet Office to
move to a government-run Shared Service?

A Decision taken by CSSB (Civil Service
Steering Board) in March 2007 to adopt this
approach as a ndpathfi

A Cabinet Office Shared Services Project
established Q3 2007

N

er

The COSS Project stared by running a
Foundation Phase to clearly define the goals of
the project and a business case. The aim was
to ensure that migrating to DWP shared
Services was:

Feasible 1 Can two very different Departments
share the same service?

Desirable i Is the Business Case sufficiently
attractive?

@chievable I How long will it take and are the
transition risks manageable and acceptable?



A vital element of the Foundation work was to define our
Nndest i niamhat would the end-to-end operating model look like

after the move to Shared Services?

Shared Services Service Lines & Service Offerings

Life-Cycle Services

Payroll & Expenses

Employee
Services

Accounting
Services

@ Financial Accounting |

~—
Learning & Development
ES Customer Support
. pp
- .
“—

Payment Services
P2P Customer Support

Service Support

AS Customer Support
-

RM Central Support

D Standard Service Offering Not In Scope for Cabinet Office

Client Services

~
@ IT Support

Centres of Excellence
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HR Business Planning o
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v ~ SSC

Corporate Environment: Accountability and Governance

Internal Customer i Corporate Centre
Sponsor for good management practice

Internal Customer i Groups & Management Units
Financially & Commercially aware and literate

z 3 I *

Self-Service

Policies; Procedures; Forms; Guidance; Budgets; Forecasts; Actuals; Reports; Management Information; Requesting goods; Purchase Authorisation
Catalogues; GPC payment

Group/MU BMTSingle Point of Contact

Shared Services Scope

Shared Services Business Management Team

Transaction Reports & Application Business Financial & | Local Local Building
Processing Information Management Reporting & | Planning & | Commercial | Facilities Procurement | Financial &
Support Support Commercial
Customer Relationship / Contract Management Information Support & Mgmt.
Support Challenge Capability

Corporate Centre
Planning, Board &
Senvice Frameworks | COrBOMAe | peomance, | EXPEM External suategic | oo
Management | & policies 9ieS. | Financial & pport, Stakeholder | Board £

Processes Guidance & Support &
Commercial Reporting, MI | Advisory
asystems | G Delivery & Comphance Guidance

CO and HR and Finance Retained
Function Operating Model




The Foundation Phase work was completed in March 2008 T on this

basis the CO Board confirmed its wish to move ahead with the project

Work on the Service Specification demonstrated that

s the DWP standard service could support the majority
Feasible? e | M
of Cabinet Office requirements with relatively little
customisation
Work on the Business Case showed that the move
: 5 was viable financially and that there were additional
Desirable”

service quality improvements that could be expected

Work on the Transition Plan outlined how the
. ~ technical solution would be built and delivered. The
ACh | evab I e: Business Change Plan set out the approach to

managing business change risks

10



We then mobilised the Transition project, forming a joint team and

joint project governance with DWP Shared Services

4 )

N J

4 )

\_ Joint Projelct Board )

4 E )

9 Project Director ECablnet Office) )

4 )

- =)
( DWP Project Manager CO Project Manager )
I

[ DWP-led CO-led A
Service preparation Service preparation
System preparation Business Change
Data migration CO IT preparation
System/service testing Data preparation
Service mgt prep User testing

- J

February

18 | 25 03
Approval) Governange & Fundi|
Deliverable

A AA

| Project co Ss
| Boad  Board Board

Resourcing

Wurk-Paickage Defipition

Programme Manag

Mobilisation Plan

2008 2009

Mar Apr May { Jun Jul Aug Sep Oct Nov { Dec Jan Feb Mar § Apr
" T
Project H |
A A—A— T T
Project Approval =1 Operatiopal Operationil
& Furding Bulld Readineps Buil Readines}
Complete o Complete Reviow,
- ke
Service [Management Build

Service

Activities
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As the first cross-government shared services project, we broke new
ground in many areas and learned a lot along the way 1 the services

went live in April 2009

Implementation (04/09)

— Some chall enges al onyg

A A slow start i took time to get requisite skills into
the CO team

ACO was DWP6s first truly
extra effort required to
model and multi-customer service management
mechanisms

A Connectivityi cr eat i ng access t|o
from COO0s davatrfetwalewas i al
challenging, especially as done in parallel with
implementation of new CO desktop infrastructure

|
Approval (03/08)
q

A CO change i significant effort required across the
business to re-shape CO retained functions,

The implementation prepare our fAdendo of the

journeye and prepare staff for the operational change

| =4
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CO Customer Migration Framework Overview

Approach & Insights

CO Customer Migration Framework

Overview & Navigation Layer

14



The Overview & Navigation Layer of the model is a logical view of our
project plan - a simplified representation of the work we did

Service Provider

Shared Service Preparation
Tailoring the Provider's standard service to meet client
needs. Confirming the changes have been made and worl.
Seftting up the service and migrating data prior to " Go-Live"

Migration Management

Establizhing the rationale, feasibility and business case for the move to
Shared Services, defining, and managing the migration journey. Establishing
governance and prowviding appropriate assurance. Defining the future contract
and client level service management arrangements

Business Preparation

Defining the future state caorpaorate services model. Making
required changesto existing processes and ways of warking.
Managing the change across client business units

3 CabinetOfficole [ 8=V G

This top-level view shows the three broad areas of migration work




This view indicates the Phases and Stages of our project and the key
governance checkpoints

DWP pepartmentor | Service Provider
Foundation Transition Post Live

Shared Service Preparation

Go-Live

Business Preparation

Mobilise Design Build & Test Cutover

X3 CabinetOfficelNe IR =Rl




Definition: Phases & Stages

A The Foundation Phase was focused on establishing the
. scope of services and how they would be delivered,
FO un d at| on creating a high-level implementation plan and developing
a business case

A The Transition Phase involved all the activity by DWP
and CO to prepare the services for live operation whilst
simultaneously preparing CO Corporate Services and the
wider CO business for the new ways of working. This

Fans | t| on phase was broken down into Stages:
A Design
A Build & Test
A Implement
A Cutover

. A The Post Live Phase involved providing intensive
PO St I— S support to the business immediately after go-live and
handing over from the project to the new service

governance and management arrangements 17



Definition: Checkpoints

A The first key checkpoint at the end of the Foundation
A p p fove Phase was for the Project Board, CO and DWP to

=g approve the transition project and allocate funding,
Tran S| tl on based on the business case and high-level plan

A Once the detailed service scope and requirements were

A p p rove confirmed, the Project Board, CO and DWP confirmed that
] the project remained feasible, desirable and achievable and
DeS | g N gave permission to proceed with implementation
A p p rove A The go-live checkpoint focused on confirming that all
. components of the service we

GO'L|Ve go-l i ve and that the business

new ways of working

A The final checkpoint focused on the stability of the

Cutover to

services in live operation and on handover from Transition
BA U Project to Service Management

18



The transition work fell logically into nine streams of activity

Service Provider

Foundation Transition Post Live

Shared Service Preparation

Requirements & Acceptance

IT Service Preparation

Data Requirements & Migration

* . .
Go-Live
Governance & Project Management
Business Case Management
Service Management Arrangements

Operating Model & Business Design

Retained Function Preparation

Business Change Management

Business Preparation

Mobilise Design Build & Test Cutover

¥4 CabinetOfficele = =R RVl




Each workstream had a logical set of activities
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CO Customer Migration Framework Overview

Overview &
Navigation

CO Customer Migration Framework

Approach & Insights Layer

21



The Approach & Insights Layer is a set of documentation describing
the workstreams and activities, including the approach taken, lessons

learned and recommendations

Overview & Navigation Approach & Insights

- Contentseéeé

A Objectives & Approach

Work-stream

. A Key focus areas in:
Descriptions 4

A Foundation Phase
A Transition Phase
A Post Live Phase

- Contentseée
. A Purpose
ACt_IVIFy A Products
Descriptions A Dependencies
A Approach
| A Considerations & Lessons Learned
| A Effort & Resources

22



The Navigation Tool (see below) allows the reader to click on a

workstream or activity and move directly to its detailed description

Shared Seqvice Pr

LT - T

GamkaPraarike

s A Once in the Navigation Tool section below
s ' view the presentation in slide sorter mode

Rilrdad Coor HIFIf e

R T T

A In the Work-stream Overview move the
cursor over the diagram to the work-
stream you are interested in

e Client Business Unit

Work-stream Overview

A In the Activity Overview slide move the
cursor over the diagram to the activity you
are interested in

arn

Vo By P e C g G g Ha - Pk,

eparati

Cuulgr L mC e
]

o sinp L Culem rem

e Vg e Pl rF Nuske s Caries B Pl

s S A  To navigate directly to the detailed Work-

Cursla pi! i b e o b s, P

Wnkln ¢ Wy | Halenil

e T Mt stream or Activity Description click on the
cursoronceyouseethel "fnhando sy

Cliert Busines=s Unit

Activity Overview (1 of 3)
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CO Customer Migration Framework Overview

Overview &
Navigation

Approach & Insights

CO Customer Migration Framework

Products Layer

24



The Products Layer |1 s a repository

In the CO project which can be re-used, tailored or simply referenced

Service Provider
Foundation Transition Post Live

Shared Service Preparation Test Strategy &
Plan
Detal_led Design CO Technical
Service Specifications Design iarati
Specification p Data Migration Test
Strategy & Plan Schedules

High Level

Test
Scenarios

Outline Readiness

Servi Transition Monitoring Service
ervice
Specification Plan Dashboard Agreement
Foundation Transition End of Design Readiness Benefit SZ:?;?;;?&
Phase Proposal Stage Pack Criteria Realisation
PID Qutline P 9 Plan Handbook
Business
Case ;
Transition Retained RegFElI?SSIOH Client Plan
Phase PID etaine an

Function

Operating Model Knowledge
Transfer Strategy

Traini Field
. Plan for & Plan raining Acceptance
Business . . Design Test Plan
Change Plan Managing Training Approach
Affected Staff
Local
. Implementation
. . User Guidance
Business Preparation Strategy

Plan
Mobilise Design Build & Test Cutover

CabinetOffice Client Business Unit

lllustrative sample of full set of products available

25



Outline deliverable descriptions are provided in this Framework - full
products are available on request through the Cabinet Office Shared

Services team

Outline Product Descriptions:
Migration Management ¢ora

Tutine Do mripion
Pro jeatin 1aion = Twe Proeclinl Bla bowmenks were produed desahig he
Dooum m t Fourdalonard Tarslhn Prases
= Treyselodl e sope ofwTk and dilede s, high leeel proled pan,
gotemaree , noles &and resporehil ks Eaes and deks ad high leoel

PIND OrosEssEs

il Outline Product Descriptions:
Shared Services Preparation o ot

Zutine Do wripion

= Alle strlof Trareilon b i b Serule Sediakon was usel ko
urderpin deteed desAgn werk . Al e oodusonardesgn e
original doamen| ves umaked kreled darges ko odpnal
assum 1 &t ng tom e lrrlep h corsdermlonar ke aigina
desApgn Issues

Tutine Do mripion

Outline Product Descriptions:

Business Preparation 1oz

Eudnece Change
Biz¥pgy & Aan

=  The Beires: Srakgy EChange planver amlkes ke deluershle
Tom ke Fourdakn Prase. lldedres be sode of be budress
dhange dralerges sEgmenks he e kg Impacie groups and
desgbes bow he dange war maraged ¥or each o7 Fam

Cutine Demripion
Impaotd Bl = Tre mpackdl SV Plan owses on s bin he comomlke semkes
A= Tarrdore wihose role wees el Fer charged of wers reo bonger regured
Followang <ukouer k@ sared sruaes model, A wel 2 ceiding
wio wer Impaced llseloul e = Eeges ard sppresch b

redepkoymen| el were flowed

utine Demripion
Fehined Funoion = ForCablrel 0fiE, Fe HA g Finance dorclone ey ey
Do don doamenied how her e Yored one® would be snched.
TresedeAgres wemn baed onwork ko deire & e opoEe
el ukshon ko o Beow REs e red o waolid ol udoe

=ided serucer ad expld | he eredk oTShared SEukces one e

For access to original project

documentation Government users are
asked to contact the Transformational
Government Shared Services Team in

Cabinet Of fi ce

jo.clift@cabinet-office.x.gsi.qov.uk

26
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Top Twelve: Migration Management (1 of 4)

Although a strategic initial decision was taken to move CO to DWP Shared
Services, we undertook a 4-month Foundation Phase to develop a Business Case,
initial Service Specification and high-level Transition Plan. These enabled the CO
Board to ratify its earlier strategic decision on the basis of some hard facts, and a
realistic understanding of the effort, cost, risks and benefits of the project. We
had to update the financial case a few times as the project progressed and
understanding of the costs/benefits matured, but the case remained positive.

Key lessons/considerations:

A Do put these foundations in place i having a fact-based case for change and clear
agreed goals underpins decision-making and governance, and helps with
stakeholder management and communications throughout the project

A The financial benefits may be relatively modest for a small organisation, but there
are other important qualitative benefits (e.g. consistency, compliance, improved
data) 1 make sure these are recognised in the case for change

A Be realistic about the benefits and when they will accrue i efficiencies are likely to
grow as the services settle in, not all on Day One

A All the Foundation Phase work must be done jointly with your supplier as they have

Establishing firm much of the information you need

foundations A Involve your Corporate Services functions from the start as they are part of the end-
to-end target operating model

28



Top Twelve: Migration Management (2 of 4)

Thereds a risk of shared services migratio
is amove to a fundamentally different way of delivering corporate services and

entails significant operational change. The Corporate Services functions have to re-
shape their role and all staff have to become far more self-reliant and do more
personally in respect of HR, Finance and Procurement processes than before. This

fact affects the nature of the migration project and the effort, resources, governance
and management required.

Key lessons/considerations:

A When planning the project, do ensure all the dimensions of change are covered, as
described in this framework

A A wide range of skill-sets will be needed, not all of which will be readily available in your
organisation i this framework can help you identify these

A Your Corporate Services functions and the wider business will need to commit resource
to the change project i make sure this is understood up-front

~ Corporate Services and business leadership need to be involved in design and
|t 6s abouft " o S . .
. transition decisions T ensure their senior representation on the Project Board

operatlonal AEnsure the organisationds |l eadership is
chan ge existing governance mechanisms - we took Project Board recommendations to the CO
Operating Committee at key approval points

A Transition is a complex project and needs disciplined management - we had
experienced Project Managers in CO and in DWP who worked together and this
approach is recommended

29



Top Twelve: Migration Management (3 of 4)

Operating a shared service model is by definition a collaborative enterprise
between customer and supplier. We found that collaborative working was a critical
factor in a number of dimensions: In the transition project, although Service
Preparation activities tended to be supplier-led and the Business Change activities
customer-led, all required joint working. In terms of live service provision, by go-
live DWP needed a lot of knowledge of the CO organisation, and there needed to
be good relationships established between retained HR/Finance and Shared
Services.

Key lessons/considerations:

A It was beneficial to create a joint team and a joint Project Board i we were unable
to co-locate the CO and DWP team members, but this would have helped
significantly

A We found it essential to have customer-side people in the project with Oracle and
shared service experience i this helped joint work on data migration and service

. designbewell-i nf or med and #dAintell: ent o on bc
Collaboration and 9 | | e
- . . A Take every opportunity through transition to help your supplier gain knowledge of
nintell Igenyg)ur organi sationds business, culture
partn ering work with you more effectively and eventually provide a better service i we ran a

formal Knowledge Transfer programme with DWP towards the later stages of
transition, but many relationships were created through the process of working
together on transition activities.

30



Top Twelve: Migration Management (4 of 4)

e

Preparing for
managing and
governing the live
services

As CO was the first truly fAexternal 6 cust
there was significant work to do jointly to define the mechanisms for managing

and governing the services once they were live, and to develop a formal Service
Agreement. Now these are in place they will be used and further refined with

future customers.

Key lessons/considerations:

A Once the services are live, the Service Agreement is the key formal document
setting out the levels of performance expected and the mechanisms to be used for
managing the services and the relationship i it is important to invest time in
reviewing/agreeing this and getting it signed off by the most senior appropriate
person in your organisation

A Your supplier should have clearly-defined service management and governance
mechanisms in place i make sure you understand them, how they will work for your
organisation in future, and what resource you will need to have in place as part of
those arrangements after go-live

A You will need a Service Manager in your organisation i we found it beneficial to
recruit this person at the start of the transition project so that person could build
knowl edge of the services and to avoid
at go-live
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Top Twelve: Shared Service Preparation (1 of 4)

Within the CO project, we had a ADesigno
DWP to determine exactly how the shared service processes would operate, and
also we worked with CO Corporate Services to determine what the CO retained
functions would do. Underpinning all this work was a goal of adopting the DWP
processes as far as possible, as much of the benefit came from consistency of
process and the ability to leverage investment in a common system. Although

CO and DWP are very different organisations, we were able to achieve a 90% fit

to the DWP processes, with only a small number of HR/Finance policy changes.

Key lessons/considerations:

AWe drove service fidesignod by reviewing
how/whether they could fit CO, rather than defining a set of requirements and then
asking DWP to meet them. This approach is recommended to minimise the need
to customise or tailor the service and keep costs down

A Service definition needs to be end-to-end i Corporate Services must ensure the

ifiretainedo processes interface correct
o ) A WehadaCO-based Service Architect who dev.
Defmmg the services Specification jointly with the supplier i this is strongly recommended, as you need

someone who understands your organisat
service will meet your business needs

A 1t is recommended you define a clear process for agreeing and documenting
transition service design decisions up-front with your supplier

A Agree up-front how any HR or Finance policy changes will be decided and
approved within the governance mechanisms of your organisation

32



Top Twelve: Shared Service Preparation (2 of 4)

Coll ating, checking and migrating all CO
was a bigger and more difficult task than we had anticipated. This was partly
because we were migrating from a set of disparate systems with non-rationalised
data. DWP as our supplier provided guidance on what we needed to do; but
nonetheless we found we needed Oracle expertise in the CO team, and of course
all the data ficleaningod work needed CO p

Key lessons/considerations:

A Do not under-estimate the amount of HR/Finance effort required for data
validation/cleaning 1 we did, and had to recruit extra resource

A Itis recommended you include a dedicated Data Manager in your team who
understands the target ERP system and HR/Finance data, and can co-ordinate
the work of people from HR, Finance and the wider business in this area

A We did initial data migration as early as possible to allow plenty of time for
validation, cleaning and re-migration 1 this is strongly recommended

A Organisational structure data has to be defined in detail i we found LIMs and

Prepari Nng an d business units needed a lot of help and support to do this

mi g ratin g data A CO payroll was managed by a third-party provider who therefore had to be
involved in migrating the data i if this is the case engage with them early and plan
the migration activity well in advance

A If possible, avoid having a major organisation re-structure at the point of go-live
(this happened in CO and it took months to re-align the structural data on the
system with the reality of the organisation)
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Top Twelve: Shared Service Preparation (3 of 4)

Client-side IT
Preparation

Providing Cabinet Office staff with acce:
much more of a challenge than we had expected. Building the technical
connectivity was complicated by the fact that CO was part-way through rolling out
new desktop infrastructure. This particular circumstance was unusual, but some
of our issues may also be faced by other organisations: In particular, getting
security accreditation for the CO-DWP connection was very challenging and a
lengthy, complex process. Also, once connected, we found in testing that certain
functions (e.g. certain types of data upload/download) did not work as they do in
DWP owing to different features of our technical environment. At go-live,
providing all users with CO access passwords proved problematic owing to
inconsistent and out-of-date lists of desktop users within the organisation.

Key lessons/considerations:

A Now the CO-DWP solution has been accredited, this should ease things for other
future government customers; however, we recommend that, jointly with your
supplier, you discuss your plans with the accreditation bodies early

A As with many government departments and agencies, Cabinet Office IT is provided
through third parties which added to the complexity and lead-times i itis
recommended you set up a joint Aconnec
and your supplierdéds I T providers

A Plan to complete and test the connectivity solution as early as possible so you can
isolate and fix any issues caused by features of your IT environment

A Define and rehearse user access processes early i e.g. how passwords will be
issued; ensure you have an accurate list of system users in your organisation

34



Top Twelve: Shared Service Preparation (4 of 4)

Proving the end-
to-end service

The Cabinet Office migrated to an existing system and service, but nonetheless
there was a need to demonstrate it all worked as expected when delivered into a
new customer environment. Also, some elements of the end-to-end service were
new i e.g.the connectivity solution, the payroll configuration, some special
system/service features. We worked with DWP to develop appropriate tests and
validation exercises for each aspect of the service.

Key lessons/considerations:

AEmpl oy a dedicated Test Manager to def
testing, working with the supplier to achieve an end-to-end testing plan

Alnvolve relevant stakeholders in defin
needed for each different element of the service

A CO HR/Finance developed scenario-based scripts to check each process i these
could potentially be re-used/tailored by future customers if required

A Make sure all MI reports are thoroughly reviewed/tested early on - we discovered
qguite | ate that DWP6s standard report
some time after go-live to make the necessary adjustments

ARun a range of fAconnectivityo tests in
locations, against all different user profiles and from all desktop environments, and
ensuring that all functions which use features of the connectivity architecture (e.g.
data upload/download) work properly

A If payroll is within your shared service it is clearly critical to test this as exhaustively
as possible i a variety of well-understood techniques exist which you should

discuss with your supplier
35



Top Twelve: Business Preparation (1 of 4)

The move to shared services required all staff and managers in the Cabinet Office
to adopt new ways of doing basic HR, expenses and procurement transactions,
and some new behaviours such as using self-service. We had a dedicated
Business Change Team within the CO project team, and took a structured
approach to preparing staff through training, communications and support.

Key lessons/considerations:

A Itis recommended you have dedicated project resource focused on planning and
managing the business change activities to ensure focus and consistency

A Devise a range of complementary communications, training and support
interventions which can be targeted flexibly at staff affected in different ways by the

change
A Many staff will only occasionally use the shared service/system for basic HR
‘ transactions - it is more important to have good point-of-need support and online
user guidance than to train them in advance
: A For line managers, the change impact is greater and we developed formal trainin
Managing the J ge impactis g P g

and e-learning materials i it is recommended other organisations could tailor and
re-use this material to save time and cost

A Bringing the services/system to life for people in advance was a challenge without a
Amodel of f i cidtdsrecommendetl yoe distusstwith your supplier
whether such a facility could be provided at reasonable cost

A Do n 6 t-sebtheebenefits in communications i we tried to provide a balanced
message: some gain (e.g. Consistent processes, better Ml, control of own HR data)
for some pain (e.g. Having to use self-service and removal of local support)

business change
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Top Twelve: Business Preparation (2 of 4)

- 7

Local
Implementation

At the time of shared service transition, the Cabinet Office had 26 Management
Units with different business needs and cultures. The impact of shared services
varied in each MU, but each had to do some common preparation activities
ranging from providing structural data to booking people on training. We asked
each MU to appoint, at the start of the Transition project, a Local Implementation
Manager to plan and manage the preparation and local support activities. The
project put a lot of effort into supporting and leading the LIM network and also
meeting with MU Heads to keep them informed and engaged.

Key lessons/considerations:

A The LIM network was critical to implementation success and this approach is
recommended - ensure the central project team is resourced to provide strong
support and leadership to the LIMs

A Make sure that the business understands at the point of project approval the
resource which will be required 1 reference the Business Change activity
descriptions in this framework to get a sense of the work required of MUs

A When appointing LIMs, try to ensure that they are people who can manage work
and make things happen in their MU, and can influence the MU Head

A The more the LIMs understand the services, the more effective they will be i help
them with this through things such as visits to supplier service centres, participation
in process design and participating in testing

A Do put time and effort into regular individual meetings with MU Heads, as their
sponsorship and support within their units makes a big difference
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Top Twelve: Business Preparation (3of 4)

CO6s HR and Finance functions were doubl
transition: They had to re-shape and downsize to take on a more strategic

Abusi ness partneringo role. They al so hart
preparation and testing activities, and undertake knowledge transfer with DWP. All
whil st continuing to do the Aday jobo. W
from HR and Financefull-t i me t o the project to hel p-

r/’\%\ structuring and preparation work.

Key lessons/considerations:

A Estimate realistically in the Foundation Phase how much effort will be required from
Corporate Services during Transition to ensure the right resource can be committed
i backfill will certainly be needed and this needs to be costed in

A Try to provide Corporate Services with detailed plans of what they will need to do as
early as possible i use the CO experience to help you do this

A Try to get senior, influential and respected managers from HR/Finance seconded to
the project team i we found this invaluable in keeping the lines of communication,

_ planning and management working between the project and Corporate Services
Corporate Services A Plan the approach to handling the re-deployment of staff whose roles will disappear
chan ge well in advance- we found it helpful to discuss and agree this with the TUS

A The more HR/Finance knowledge-share and build relationships with their
counterparts in the shared service supplier, the smoother go-live will be so it is
advisable to ensure this is happening throughout transition

A HR and Finance staff can and should be change agents with the wider business so
involve them in meetings with LIMs, communication events, etc
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Top Twelve: Business Preparation (4 of 4)

Any significant operational change will have some initial teething troubles as it
settles in, which can range from genuine IT problems to staff just not remembering
how to do things. Anticipating this, we and DWP Shared Services did a variety of
things designed to provide support to the business over the first 6-8 weeks after
go-l i ve. Examples include having DWP fl oo
project staff providing hands-on help, providing atemporary project-based help-
line, and running a rigorous daily joint CO-DWP process to identify, track and
resolve any issues. All these things were enormously valuable, especially as

some unexpected technical access issues arose in the first couple of weeks.

Key lessons/considerations:

A Itis vitally important to create user confidence in the very early days i the more
support the better, and problem resolution needs to be highly efficient

A In the Transition Plan, assume you will retain all or most project resources for at
least 2 months after go-live

A Well in advance of go-live, agree and rehearse with your supplier a daily process for
collection, triage and rapid resolution of issues arising

Su ppo rtin g the A Agree with your supplier a way of providing hands-on assistance to users in the

business in the early weeks if at all feasible i despite training, they will want and need it!

ATrain LI Ms and | ocal #fsupeftthsisvialiyour t o
size/geography makes it impossible for your supplier to provide floorwalkers

A Use the LIM network to help identify operational problems and channel them
through to the project

AKeep up regular communications to staf
service/system issues and be honest if there are difficulties! 39
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Outline Product Descriptions:
Migration Management @ of s)

Project Initiation
Document

PMO Handbook

Transition
Proposal

Outline Description

A
A

Two Project Initiation Documents were produced describing the
Foundation and Transition Phases

They set out the scope of work and objectives, high level project plan,
governance, roles and responsibilities, issues and risks and high level
PMO processes

Outline Description

A

For the Transition Phase, the Project Initiation Document was
supplemented by a detailed PMO Handbook. This describes how
common project management processes like progress reporting,
iIssue and risk management etc. were managed across the two (CO
and DWP) teams. It was also used to help induct new staff

Outline Description

A

The Transition Proposal was produced at the end of Foundation and
provides a high level management summary of the findings of the
Feasibility Study. It summarises the business case and Service
Specification. It was used to brief stakeholders and to agree funding
for and the move to Transition with the Project and CO Boards




Outline Product Descriptions:
Migration Management (ot s)

End of Design
Stage Report

Stakeholder Map

Stakeholder
Management Plan

Outline Description

A

The end of Design Stage Report was a high level management
summary of the status of the project at that point. It summarised
design issues and the impact of design changes on the business
case. It was used with Stakeholders and at key management
meetings to agree the move to build and test

Outline Description

A

The Stakeholder Map identifies all individuals within and outside of
Cabinet Office who were involved in or could influence the project. It
hi ghlighted those individual 6s
used to prioritise Stakeholder Management activities so that all
individuals were seen and those with most concern suitably engaged

Outline Description

A

The Stakeholder Management Plan shows at which points and by
which means stakeholders would be engaged. It also highlights
Project team responsibilities for managing key stakeholders. It was
used to help control engagement and ensure the delivery of
consistent messages.




Outline Product Descriptions:
Migration Management (s ofs)

Outline Description

Transition Phase A At the start of the Transition Phase an induction pack was prepared

Induction Pack for new team members given that the team size grew markedly at that
point. The pack provides a detailed overview of the project, its
background and objectives as well as practical information regarding
the rest of the team, respective roles and responsibilities etc.

Outline Description

Foundation Phase A The Foundation Phase Plan details the key activities undertaken

Plan during that part of the project, shows the overall project schedule and
identifies key deliverables. It was used to manage day-to-day project
work and as a means of reporting progress

Outline Description

High Level A The High Level Transition Plan was produced during the Foundation

Transition Phase Phase to show key activities, the breakdown of work into individual

Plan work packages and the overall timescales. It was initially the means
of costing the project and validating the deployment strategy. During
Transition it was used as a starting point for more detailed planning




Outline Product Descriptions:
Migration Management @ of s)

Outline Description

Detailed A As the Transition Phase progressed a number of more detailed work-

Transition Plans plans were developed to guide the work of specific teams and to
enable effective progress reporting. These were based on the High
Level Transition Plan created at the end of the Foundation Phase

Outline Description

Letter of Intent A Two Letters of Intent were created, during the Foundation and
Transition states respectively. These detail the approach to delivery
and respective obligations of Cabinet Office and DWP Shared
Services, including commercial arrangements. They were used as de
facto contracts underpinning the working relationship

Outline Description

Readiness Criteria A Readiness Criteria were developed at the end of Foundation. They
set out objective goals with supporting measures so that the project
team could assess when it had achieved the desired progress to
move to the next key Stage or gate. They cover the end of Design,
Go-Live and cutover to Business as Usual checkpoints




