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Preface

Grant Thornton UK LLP (“Grant Thornton”] is the appointed external auditor to Birmingham City Council (the
“Council”) for the financial year 2023/24.

The appointment was made under the Local Audit and Accountability Act 2014 (the Act) and this public interest
report is made and published under Section 24 and Schedule 7 of the Act. These provide that a local auditor should
consider whether, in the public interest, they should report on any matter relating to the Authority or an entity
connected with the Authority that comes to their notice during the audit, so that it may be formally considered by
the body concerned or brought to the public’s attention. This report has been prepared in accordance with the Act
to bring attention to certain matters relating to Birmingham City Council and for them to be considered by the
Council. We note that we consider the full range of audit powers available to us under the Act but consider that a
report in the public interest is the most appropriate format.

The issues reported concern the governance of the Council’s implementation of the Oracle Fusion system, and the
plans and further investment required for this programme’s completion.

We have not undertaken a comprehensive review of evidence or assessment of whether the acts or omissions of any
person or body might amount to non-compliance with laws or regulations or whether any possible offences might
be made out or causes of action might accrue. For example, our work excludes analysis of whether the actions of
any party might give rise to specific causes of action, such as misfeasance in public office, or criminal offences. No
comprehensive review took place of that evidence to assess whether any one or more of a wider range of possible
offences might be made out or causes of action might accrue. Unless expressly stated otherwise in this report, no
inference should be drawn from the facts and matters contained in this report as to whether any act or omission
might breach any laws or regulation. Accordingly, unless otherwise stated in this report, no assurance or reliance
should be placed on the content of this report for the purpose of determining whether any act or omission does or
does not comply with any applicable laws or regulations.

The contents of this report relate only to those matters which came to our attention during the conduct of our
normal audit procedures which are designed for the purpose of completing our work under the Act, the National
Audit Office Code of Audit Practice, and related guidance.

This report is addressed to Birmingham City Council. To the fullest extent permitted by law, we do not accept or
assume any duty of care or responsibility for any loss occasioned to any third party on the basis of the content of
this report, as this report was not prepared for, nor intended for, any other purpose.

© 2025 Grant Thornton UK LLP. Value for Money report in relation to the implementation of Oracle | February 20256 3



Executive summary



Executive Summary
Key Findings

Deficiencies in the programme to design and implement Oracle

In our view, the governance and programme management arrangements
for the Oracle programme had fundamental weaknesses that were never
effectively remedied and were further exposed by high turnover of staff in
both senior and operational roles. This meant that when the decision to
Go Live was taken, in April 2022, the level of risk inherent in the Oracle
solution was not properly understood. This resulted in the implementation
failing at a significant cost to the Council, contributing to a breakdown of
financial control such that it has been unable to adequately control its
finances throughout 2022/23, 2023/24 and into 2024/25. We note that
the Council is unlikely to have a functioning finance system until 2026 at
the earliest. It should be noted that the failure of the ERP implementation
is a contributory factor to the Council's financial position rather than
being a fundamental factor.

The deficiencies in the programme design and implementation include:

A Key programme governance mechanisms such as independent
assurance, ownership by senior officers, member oversight and a
strong design authority, were absent or ineffective.

A The business case and programme governance were not adequately
designed prior to starting the programme. While attempts were made
early in the programme to revise and reconfigure the business case and
programme governance these were insufficient and contributed to
delays and additional cost.

A The Council did not equip itself with sufficient in-house skills, capacity
and experience in key programme management roles, leaving itself
overly dependent on contractors and suppliers.

© 2025 Grant Thornton UK LLP.

A The programme failed to keep in line with its design principles to ‘adopt’
Oracle standard functionality, instead seeking to ‘adapt’ it to align with
its existing processes.

A There was a lack of effective and timely engagement with the
operational teams who would be the end users, in the design and the
business change process. This was another key point of failure.

A There was a tendency to report optimistically, with risks and issues not
identified in key messages but set out in the detail of reporting and
further obfuscated by overly optimistic mitigations. This contributed to
a lack of transparency and presented a potentially misleading view to
senior stakeholders.

A Senior officers and supplier staff with responsibility for the safe delivery
of the programme faced potentially conflicting priorities to keep to
budget, avoid further delay and protect individual and corporate
reputations. This may have led to optimism bias and an incentive to
report only ‘good news’. This is likely to have contributed to the lack of
transparent progress reporting and a reluctance to challenge.

A Weaknesses in the design and testing of the solution, and the
consequent risk this created, were not well understood by senior
stakeholders. Equally there is only limited evidence of guidance or
explanation from suppliers. As such, the decision to Go Live was taken
with areas of risk (which were known to the programme) not being
adequately mitigated.

The cumulative effect of these failures on the Council has fundamentally
impacted the Council's financial management and its operations. The key
impacts are detailed below.

Value for Money report in relation to the implementation of Oracle | February 20256 5



Executive Summary
Key Findings

Managing Financial Pressures

The impact of the failed implementation has resulted in the Council being
without an adequate financial management system and cash receipting
system for over 2 years.

The most serious deficiencies with the current ERP system include the
inability to produce reliable financial reports or to reliably account for cash
and income, without significant manual input from the finance team. Key
procedures regarding delivery of savings plans and debt recovery have
been unable to function.

Alongside Equal Pay (the legal right of men and women to receive the same
pay for doing work that is similar, equivalent, or of equal value) and the
Council’s underlying financial deficit, the failed ERP implementation and
continuing issues with the system are a contributary factor to the Council
not delivering its 2022/23 and 2023/24 budgets and savings programme.

The Council has now set its budget for 2024/25. It has set the budget
taking account of its September 2023 estimate of the Equal Pay liability
but notes “wider and significant financial pressures and a fundamental
structural collapse of the 2023/24 General Fund budget”. It highlights
budget gaps of £164m across 2023/24 and 2024/25, increased future
forecast demands on services, particularly in Adults and Children’s Social
Care and Housing, and the failure of the savings programme in 2023/24. As
a result of these reductions, it has also highlighted the need to make
redundancies.

If the ERP system had been implemented effectively the Council would
have greater capacity and capability to manage these matters. However,
as noted on Page 4, it is a contributory factor to the Council's financial
position rather than being the sole causal factor to the Council’s financial
position.

© 2025 Grant Thornton UK LLP.

Impact of failed Oracle Implementation
Other impacts of the implementation issues include:

A The cost of the failed ERP implementation and the necessary
additional investment that will now be needed is estimated to be at
least £90million in excess of the original budget.

A Local residents and businesses in Birmingham and the UK taxpayer
will be asked to meet this additional cost, taking potential
investment away from other areas where it is needed.

A It has severely delayed the production of auditable financial
statements for 2022/23 and 2023/24.

A It has also severely limited the ability of Council departments to
access accurate departmental budget information on a timely
basis.

A Elected members and the public do not have adequate assurance
on the condition of the Council’s finances in a period where it was
already facing severe financial challenges.

We note that this unacceptable state-of-affairs is expected to
continue until the ERP system can be re-implemented. This process is
not expected to reach completion until 2026.

We have set out in the following pages of this Executive Summary the
key areas that resulted in the failed implementation.

(1) EMT - Oracle Discovery Update - April 2023

Value for Money report in relation to the implementation of Oracle | February 20256
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Executive Summary

Key Findings

Programme Governance and Oversight

In our view, the Council’s governance arrangements did not adequately
support good management of the programme. They did not provide
effective oversight and challenge or sufficiently identify and manage the
risks within the programme for the Council. This weakened the ability for
the programme to identify where it was deviating from plan and to trigger
robust intervention at key points.

Governance arrangements changed a number of times during the
programme with a detailed management framework being established in
2020, Appendix A, though this was focused on the internal workings of the
programme. Reporting to the Council’s Resources Overview and Scrutiny
Committee was implemented with the revised Full Business Case (FBC)
being reported in 2021.

We note the following matters:

A Senior Officers: Collectively, officers leading the programme did not
take effective ownership of this complex programme and the risks to the
Council. There was an over reliance on others, be that Peers, Deputies
and Suppliers and Contractors for management and governance.

A Suppliers: Suppliers participated in the key governance forums and in
the early stages of the programme systems integration the Council’s
system integration partner Evosys (S| Evosys) provided a senior director
to support and advise the Council's senior officers. However, with the
exception of the Programme Director, there is little available evidence of
them contributing to discussion of programme matters. On the key
decision to proceed to Go Live, all suppliers recommended the Council
proceed as part of their formal reporting into the Steering Committee
decision making process.

© 2025 Grant Thornton UK LLP.

A Programme Concerns: Programme documents identify concerns

being raised, prior to Go Live. This is supported by interview feedback
which indicates that issues were being flagged from within the
programme workstreams. There were opportunities for workstream
leads and suppliers to escalate issues but, from review of Steering
Committee minutes, there is no evidence of this happening.

Member Oversight: While this improved as the project progressed,
Members, for the most part, did not appreciate the complexity and
level of risk in the programme and the potential impact upon the
Council’s ability to fulfil its statutory responsibilities. Interviews with
Members indicated they felt they lacked the capacity or capability to
apply meaningful scrutiny, relying on Senior Officers and delivery
partners. Furthermore, from interviews, Officer reporting to Members
was considered to acknowledge but minimise issues.

Business Design Authority (BDA] - see Appendix B for definition: The
BDA has a critical role in defining what is implemented but did not
effectively control the solution allowing significant deviation from the
Council’s Adopt not Adapt principle, particularly in relation to the
extent of customisation required by Finance.

Independent Assurance: Limited independent assurance was
integrated into the programme, to provide suitably objective and
informed challenge at key Gateways and decision points. The two
key sources of assurance were oversight from the wider corporate
programme management team and periodic review by Internal Audit
but neither were sufficiently integrated into the programme for this to
be effective. No review of the programme was undertaken by Internal
Audit until just prior to Go Live. The report identified a number of key
issues but was not acted on.
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Executive Summary
Key Findings

Decision making and reporting

The decision to Go Live was taken by the programmes Steering
Committee based upon a series of Go / No Go review points in March
and April 2022, the decision path is included in Appendix D.

The Programme Director took the Steering Committee through the
decision making approach at the 10 March 2022 meeting, coinciding
with the first decision required.

From our review of meetings between 10 March and 14" April 2022 the
minutes of the Steering Committee do not consistently capture the
decision required of or made by the group. Only those from the 17t
March clearly identify a decision, made by the group, that relates
specifically to the decision path. Unfortunately, no minutes are
available for meetings which took place on the 7t of April.

Our review of programme documents supports a view from interviewees
that reporting for decision making purposes would tend to present a
positive headline position, with the details of risk and complex
challenges embedded in supporting material, making it more difficult for
stakeholders to review and challenge. We have included a functional
readiness heatmap extract from the 15t April 2022 Steering Committee
report, Appendix F. During our interviews, a representative of the
workstream described this presentation as “unrealistic.”

From our own interviews and evidence of separate review processes, it is
apparent the concerns raised by staff, within the programme team and
functional areas were not adequately addressed.

If information on the quality and completeness of Testing (a critical
activity in the management of programme risk] had been presented
more clearly, and more effectively assessed by the Steering Committee
against the programme's evaluation criteria, it is unlikely that the

programme would have been approved to proceed to Go Live.
© 2025 Grant Thornton UK LLP.

Programme Management

At the outset of the 1B programme the Council did not have an established
framework for the management and governance of programmes, leading
to locally developed structures and standards.

In our view, there was insufficient grip on the programme on the part of
senior officers. This meant that it was difficult for them to establish a
complete view of the risks and critical points of failure. This undermined
the ability to challenge reported performance.

The management structure of the program, produced in 2020, included a
Programme Director, supported by a small Programme Management
Office, reporting to the SRO and Sponsor. The program was organised
with three functional workstreams aligned with the Council's functions
and Oracle modules: Human Capital Management, Finance (including
Payroll], and Procurement. Roles were defined with a logical escalation of
issues and decisions, and feedback indicated that the program was well-
structured and resourced.

However, the programme was heavily reliant on external providers for
both programme management and functional content, with interim
contractors being a significant part of the Council's resource involved in
design activities. This meant that there were fewer of the Council’s own
officers who were sufficiently close to the detail to properly manage risk
and safeguard knowledge retention.

The Council placed reliance on their suppliers' tools and methodologies
and did not have the capacity or capability to ensure those tools and
methodologies were fit for purpose, or being deployed to an acceptable
standard. Weaknesses in the approach taken by suppliers went
unchecked affecting the quality and completeness of the design of the
solution, its development and implementation.

Interviews with functional teams described poor forward planning making
it too late to engage, minimal notice before programme events and a lack
of clarity in terms of the purpose and expectations, contributing to mixed
levels of attendance and engagement.

Value for Money report in relation to the implementation of Oracle | February 20256
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Executive Summary
Key Findings

Solution Design

The design of the Oracle solution being implemented was not fully resolved at the
point of Go Live. In deciding to Go Live Officers appear to have been unaware of
the extent of issues, in respect of both the completeness and quality of the
solution, and the high level of risk and uncertainty as to whether this business-
critical system would function effectively.

It is noted that all of the main suppliers to the programme confirmed the readiness
to Go Live.® In interview, the SRO indicates challenging suppliers and workstream
leads on readiness. This is confirmed by the Director of Digital and Customer
Services. However, there is no evidence, in meeting minutes or other
correspondence, as to how Steering Committee members sought to validate this
position during the Go Live readiness discussions between 24" March 2022 and 11th

April 2022.

From our review we noted the following key issues:

A Customisation: A number of issues with standard and customised functionality;,
including key reports and changes to the bespoke Bank Reconciliation System
(BRS) being carried over to resolve post Go Live. We note that the BRS has not
functioned effectively since implementation and is now being replaced. The
Council identified that BRS was creating posting errors for cash transactions in
April 2022 and a significant manual intervention has been required since this
date. However, S| Evosys state that they were not made aware of the nature of
issue with BRS until January 2023, after their contract for support had ended.
We note that the malfunctioning of the system has fundamentally undermined
the Council’s ability to manage and report its finance.

A Interfaces: A large number of interfaces, or integrations, to enable transfer of
data between the Council’s feeder systems were either not completed or not
tested. In many cases no alternative solutions, including manual processing,
had been established.

A Testing: The level and completeness of testing prior to Go Live was deficient,
significantly falling short of the Council’s own exit criteria in some areas
Appendix E.

© 2025 Grant Thornton UK LLP.

A

Operating Model: Interviews point to the operating model for
corporate functions not being finalised until late in the process, with
all the major functions “changing in flight during the programme.”(®

User engagement and training: The Conference Room Pilot (CRP)
process, used to test and validate the solution against user
requirements, was weak, with substantial elements of the solution not
available to demonstrate to users. Pre Go Live training was also
inadequate, and officers did not feel equipped to manage the system.
For example, in areas such as Payroll, we were informed that the
training did not reflect the solution the department actually had to
work with from day one.

Change Management: While the program agreed to adopt Oracle
standard functionality as a key design principle from the outset,
significant customisations were accepted in practice, as the design
progressed, to align with existing business processes based on the
legacy SAP financial system. Change requests affecting critical
aspects of the solution, including the major customisation of standard
Oracle modules, were accepted late into the implementation cycle.

A Documentation: the key Solution Architecture document was not

A

updated to accurately reflect the eventual implemented solution and
did not highlight the customisations and specific configurations, and
the trade-off of risks and benefits that this entailed.

Support Model: The delivery model for support and ongoing
maintenance of the application post Go Live, was not in place at the
point of Go Live.

In our view, these matters reflect systemic issues in the management
and governance of the solution design process for the ERP
implementation.

(2) 1B Programme Steering Committee Update | 1t April 2022
(3) Consultation feedback | Director of Digital and Customer Services | October 2024
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Executive Summary

Key Findings

Balancing priorities

The programme created a number of potentially conflicting priorities,
individually and collectively, which contributed to deficient decisions
and actions. We consider that this is indicative of a management culture
that worked in silos and perpetuated a lack of transparency. Throughout
the project there was an unwillingness to report ‘bad news’, which was
exacerbated by a willingness to apportion blame for perceived failure.

Areas of concern:

A Separation of duties: While it is not uncommon to see a senior
functional lead (CFO, HRD) act as the Senior Responsible Officer
(SRO)] for a programme of this kind, the extent to which functional
and programme responsibilities intersect needs to be carefully
considered and appropriate safeguards put in place. Whether it is
real or perceived by others one individual operating in both
governance and functional roles can create a challenging dynamic,
for the individual and the programme, where other stakeholders feel
unable to challenge or disagree.

A Programme Leadership: Balancing the needs to complete the
programme, avoiding further delay and cost against ‘Going Live’
without a full appreciation of both the solution and the organisations
readiness is a significant challenge for any leader. In an environment
where programme delays, and cost escalation were already a
significant issue; wider financial pressures were a focus for Council
leaders and upcoming Council elections brought greater scrutiny
onto the Council’s performance. In our view, these matters placed
pressure on those involved in the project to report progress and good
news rather than the actual position of the project.

© 2025 Grant Thornton UK LLP.

Business Change

The Council did not give sufficient focus to the business and culture
change required to prepare the organisation and stakeholders for
adoption of the new system. This added significantly to the problems
encountered after Go Live, with end users unprepared and unequipped
to use the system. This should be a fundamental part of any systems
implementation and reflects a significant deficiency in the process.

The level of change required, moving from an ERP system hosted and
managed by the Council to a Cloud based solution, was acknowledged
in the Outline Business Case (OBC) prior to selection of Oracle.
However, the extent of change readiness activity appears to have been
limited. No specific change readiness activities were defined in the
programme plans shared with Members and those activities identified
were limited to user familiarisation and training.

Broader engagement with other stakeholders and partners, including
Schools, did not fully mobilise until early 2022.

Reporting to Resources Overview and Scruting Committee (ROSC) in
March 2022, the one-page dashboard reported Business Change as
Amber, but Change Complexity was reported as a Red risk, with
supporting commentary that the programme was getting insufficient
attention and buy in to the business change that was needed.

There is a common theme from Members, staff and the programme
team that concerns raised went unheard or were downplayed. While
there is always 'noise’ in a programme of this nature, had greater
consideration been given to these voices the level of risk in the
programme would have been more apparent to the Council and its
leadership team.

Value for Money report in relation to the implementation of Oracle | February 20256 10



Executive Summary

Key Findings
Knowledge gaps

Capacity and capability of Officers and Members to fulfil their roles in
the programme was a constraint on the programme and its
governance. The failure to properly invest in ERP implementation
capacity and capability and to manage turnover of staff in key
positions within the programme was a significant weakness in
arrangements. This fundamentally impacted the Council’s ability to
deliver the project.

We identified the following deficiencies:

A The understanding of Oracle and cloud-based solutions by Council
Officers was limited.

A There was limited availability of Officers to support design phase
activities leading to an over reliance on external partners to design
the solution and manage the programme.

A There was limited Oracle knowledge in the Council Digital and
Customer Service Department and user departments, limiting their
ability to operate as an intelligent customer and critique the work of
Evosys and other suppliers.

A There was limited experience of large ERP programmes amongst
Members and support was not provided to members via training
programmes.

While these issues were exacerbated to a limited extent by the Covid
pandemic, both the Council and S| Evosys believe it did not have
material impact on the programme. Delays in agreement of solution
design, impacting completion of the CRP process, were seen as a more
significant issue.

© 2025 Grant Thornton UK LLP.

Operating Environment

In our view, the Council faced a very challenging environment to deliver
the implementation of the new ERP system. This included a high
turnover of senior officers in programme leadership roles; the end of
SAP support and the Service Birmingham contract and wider financial
and operational pressures. The impact of these challenges should not
be downplayed. However, these challenges should not have led to the
implementation of an inadequate ERP system in April 2022.

Summary

The failed implementation of the ERP system has fundamentally
impacted the Council’s financial management and its operations. In our
view the Council has failed to fulfil its duty to deliver Best Value and

did not put in place proper arrangements to secure economy,
efficiency, and effectiveness in its use of resources in relation to this
project. In particular, the Council's arrangements for ensuring that it
made informed decisions, and properly managed risks were
inadequate.

Fundamentally, the ERP implementation failed for the following
reasons:

A Governance arrangements were inadequate throughout the
programme. Collectively officers leading the programme did not take
sufficient ownership of this complex programme or have sufficient
understanding of the risks to the Council. Officers were not well
advised by suppliers, upon whom they placed a great deal of
reliance and Members were not supported adequately to fulfil their
role which resulted in ineffective oversight of the programme.

Value for Money report in relation to the implementation of Oracle | February 20256 1l



Executive Summary
Key Findings

Summary continued

A The Council’s efforts to establish an appropriate framework for the
management and governance of programmes were not effective.
This affected the quality and completeness of the design of the
system, its development and its implementation. The design of the
Oracle solution being implemented was not fully resolved at the point
of Go Live. In deciding to proceed to Go Live, officers appear to have
had little appreciation of the inherent risks and the inadequacy of the
controls and mitigation being put forward.

A The position taken by external suppliers, recommending the Council
proceed with Go Live, presented a highly optimistic view. While these
positions were caveated, issues were only identified in the supporting
detail to Steering Committee reports.

A Reporting by both suppliers and workstreams to key decision making
forums should have been more transparent, and risks more fully
articulated. At every programme gateway the Council placed reliance
on its suppliers without effective scrutiny or effective independent
assurance.

A We note that at the 1st April 2022 Steering Group meeting that issues
were being flagged with regard to ‘the inbound and outbound
integrations and their readiness for Go-Live’. Even by the Steering
Group meeting on 19 May 2022 that there was a significant level of
work to be completed. Given the level of outstanding work to be
undertaken it is unclear why a decision was taken to ‘Go Live’

A Senior officers, with responsibility for governance of the programme
appear to have been too close to delivery, participating in principle
governance forums while advocating for courses of action contrary to
the programmes design principles, putting at risk their ability to provide
independent leadership.

© 2025 Grant Thornton UK LLP.

A Workstream Leadership: Officers and suppliers, engaged with the
programme workstreams, do not appear to have recognised or
escalated the concerns being raised by the programme team.

A The Council did not give sufficient focus to the business and
culture change required to prepare the organisation and
stakeholders for adoption of the new system. This added
significantly to the problems encountered after Go Live, with end
users unprepared and unequipped to use the system. It is clear that
the Council will continue to suffer the consequences of its poor
decision making and governance for a number of years. Ultimately
the decision to Go Live was made when there was a high level of risk
and uncertainty. More effective governance and scrutiny could have
brought these issues to the fore, enabling the Council to make a
genuinely informed decision.

It is clear that the issues with the ERP system were known by officers
throughout 2022 and up to March 2023. We have not been able to
identify a report to Cabinet or another committee that clearly reports
these difficulties to members. Equally, given the indirect sources of
information available to Members we consider that they could have
challenged officers. However, even if this had occurred, the issues with
the ERP system implementation were so fundamental that it is unlikely
that they could have been resolved without the re-implementation that
the Council is currently undertaking.

We note that the culture of the Council at that time appears to be one
where either bad news was not welcome, or officers felt uncomfortable
to communicate bad news. We have reported previously on the high
level of turnover of senior officers at the Council. If the Council is to
succeed with other major projects, including the current ERP project, and
avoid similar issues to the failed ERP implementation it will need to
carefully consider how it can change its culture to one of openness,
mutual support and transparency.

Value for Money report in relation to the implementation of Oracle | February 20256 12



Executive Summary

Lessons learned

Based upon our review of the programme we have identified the following learning points which we recommend are taken into account to
support the ongoing work on Oracle and strengthen the Council’s approach to management of change.

Issues

Learning points from the programme

Governance and
Oversight

© 2025 Grant Thornton UK LLP.

A Improved transparency in decision making and reporting through:

A Clearly defined decision gateways, with specific entry exit criteria, at key stages of the programme e.g.
Mobilisation, Design, Configuration, Testing, Change Readiness, Go Live

A Independent assurance to provide an objective assessment at each Gateway. Expertise, independent of the
programme to provide informed and objective feedback to Officers and Members.

A Independent expertise, where specific technical or functional knowledge is critical, as in the Business Design

Authority, use of independent expertise to act as an intelligent customer providing objective insight and expertise.

A Roles and Responsibilities:
A Fully define, document and communicate roles and responsibilities within the programme

A In design of roles and selection of individuals identify specific skills / experience requirements, consider factors
including potential for conflicts of interest, workload and capacity

A Consider provision of mentoring or other support to help individuals to perform their roles more effectively.

A Outcomes and benefits monitoring:
A Definition of outcomes required from change programmes with specific identification of expected benefits and
how they are realised, with rigorous monitoring against the business case.
A Risk and Issue Management

A Improved standard for identification and articulation of risks. E.g. describing the nature of the risk and the
implications should it be realised in a way which is accessible to non-specialists.

A Periodic review of programme risks with a risk professional (e.g from the CPMO) outside the programme.

Value for Money report in relation to the implementation of Oracle | February 20256
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Executive Summary

Lessons learned

Issues Learning points from the programme
Programme A Improved internal capability is required on all future major programmes. The Council should:
Management A Develop the Council’s internal capacity and capability to manage programmes and projects.

Solution Design

© 2025 Grant Thornton UK LLP.

A Develop a programme governance framework providing a set of standards and tools, owned by the Central
Programme Management Office (CPMO), to enable consistent and transparent management of projects and
programmes.

A Arrange for the CPMO to lead in defining the process for identification, validation and management of
dependencies across Council programmes.

A Improved transparency in decision making and reporting through:

A Independent expertise, where specific technical or functional knowledge is critical, as in the Business Design
Authority, use of independent expertise to act as an intelligent customer / critical friend providing objective
insight and expertise.

A Solution Architecture documentation developed and maintained by a multidisciplinary team, providing a living
and accessible guide to the solution being developed.

A Improved design and change control

A Use design control, to release functionality based upon a stable, agreed solution. Building appropriate change
control to capture and develop functionality as a part of a phased release.

A Improved arrangements for critical decisions

A Revised arrangements are needed for critical decisions such as Go Live implementation. Decisions should be
made by appropriate officers in consultation with members

A Rigorous checks should be undertaken on the information used in decision making. This should include discussion
with key departments, officers and users

Value for Money report in relation to the implementation of Oracle | February 20256
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Executive Summary

Lessons learned

Issues Learning points from the programme

Business Chonge A Change impact and readiness

A Develop approach to assess readiness for change, with a regular cadence of testing across, stakeholder groups,
considering various areas of change impact e.g. People and roles, processes, supporting technology,
organisational culture and behaviour.

A Develop clear case for change and consistent change story , identifying and communicating with stakeholders
early.

A Establish detailed change readiness plan with specific interventions identified to address change impacts for all
stakeholders. Early change readiness interventions may include:
A Change leadership and behaviours training to develop leaderships capability and change resilience.
A Good practice knowledge sharing, system agnostic Digital Awareness and examples of new ways of working

in peer organisations.

Culture The Council should undertake a review of its culture to identify how it can change its culture to one of openness,
mutual support and transparency.
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Background, context and scope

Background to this review

Following identification of significant issues, as detailed in our letter of 9t
May 2023, we have undertaken an additional Value for Money (VM) review
of your Oracle Fusion implementation, and the plans and further
investment required for this programme’s completion. The Value for Money
review reflects the Council’s obligations to make arrangements to secure
continuous improvement in the way in which its functions are exercised (the
Best Value duty) under section 3 Local Government Act 1999.

The decision to undertake this review was based upon the fact that the
programme has experienced significant slippage, costs incurred are in
excess of those envisaged in the initial business case and ongoing issues
with Oracle are impacting delivery of your statutory and regulatory
obligations. This means that there is a significant risk that weaknesses in
the governance and management of the programme present significant
risks to the effective use of resources.

The purpose of the review is to draw conclusions on the key lines of enquiry
set out opposite, and if necessary, determine the extent to which further
action is required by the Council, in order for us to reach a satisfactory
conclusion of our audit on VM and to fulfil our responsibilities as external
auditor. Our work is undertaken in accordance with the Local Audit and
Accountability Act 2014, sections 20 and 24 and may result in Statutory
Recommendations or a Public Interest Report.

Our review has been carried out in two discrete phases, with each phase
reported separately:

A Phase One being a forward-looking review of the current position of the
Oracle programme and the plans for further investment

A Phase Two taking a backward look at the programme from approval of
the initial business case, to handover to the Council’s functions.

This report covers Phase Two of our work. Our fieldwork was performed
between 5 January and 16t April 2024. This report presents the findings
and recommendations from our review.
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Key Lines of Enquiry
The key lines of enquiry for this phase of our work are defined as follows:

A Pre Go Live: Implementation of Oracle - The 1B ERP
Programme

A review of the full programme life cycle, and related governance
arrangements and decision-making processes, from development and
approval of the programme business case through to the Go Live date
in April 2022.

A Post Go Live: Day one to handover

The period of post Go Live hyper care, to the point where Council
functions were transferred to business as usual, principally HR July
2022 and Finance November 2022.

Performance of this review

This review has been performed as the Council works to stabilise and
ultimately reimplement Oracle and is one of several reviews, with different
objectives, carried out into the programme and its stakeholders.

Completion of our work has been challenging, for the following reasons:

A Staff Turnover: High level of turnover in Council staff means there few
staff, particular in senior roles, still with the Council who were involved in
the earlier stages of the programme. Though some former staff have
participated in interviews or responded to written questions.

A Documentation: Programme documents, including reports and minutes
of meetings are of variable quality, often undated, incomplete or lacking
version control.

A Document Library: The programmes documentary library contains a
significant amount of material but with some important gaps e.g. details
of CRP1are present but limited for CRP2. Also, in many areas document
capture appears to end in 2019 or 2020 with no clear redirection for the
user.
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Background, context and scope

Programme Overview

Background and Context

The Council implemented SAP as its Enterprise Resource Planning (ERP)
solution in 1999, providing functionality for Finance, Procurement,
Human Resources and Payroll.

Over time the SAP system was customised to more closely align its
operation with the Council’s business processes. This involves changing
the code in which SAP is written to create functionality which is not
available as standard or achievable through recommended
configuration.

In 2006 the Council entered into a Joint Venture with Capita Plc, Service
Birmingham, to deliver a range of Council services. These services
included Information, Communications and Technology (ICT] support to
the Council and 350 schools. Hosting of and support for the SAP system
was a core component of that ICT service.

In 2015 SAP launched S/4 Hana, at the same time setting a timetable for
the end of support to its previous generation of ERP solutions by the end

of 2025.0)

In 2016 the Council published its five-year Information, Communication,
Technology and Digital (ICTD] strategy. Included within this document
the Council outlined its intention to move to a new model of service
delivery for ICTD at the end of the Service Birmingham contract.

In 2017 the Council engaged Socitm Advisory to review the future
requirements and options for Finance, Procurement, HR and Payroll
systems.

© 2025 Grant Thornton UK LLP.

Pre programme launch

Following the Socitm review an Outline Business Case (OBC) was
approved by Cabinet in September 2018. Following a review of four
options the OBC included a recommendation to replace the existing SAP
ERP system with a new Cloud based alternative.

In early 2019 the Council went out to procurement and in July 2019 a Full
Business Case (FBC) was approved by Cabinet for a new Cloud based
ERP solution, Oracle Fusion.

Approval of contract awards for support to the programme were also
approved:

A Insight UK Limited in partnership with Evosys, Systems Integrator
and Oracle (Application/Licensing) were awarded for a period of &
years from 26th September 2019 to 25th September 2024 with the
option to extend for a further two years.

A Socitm Advisory were appointed to provide PMO, Programme
Management and Change management for the period 20th May 2019
to 31st March 2021 with an option to extend for a further 12- month
period.

A Egress was awarded the contract to provide data migration services
commencing 14th October 2019 and ending 1st October 2021.

In August 2019, the Council’s contract with Capita was formally ended
and the majority of ICT services, previously provided by Capita, were
transitioned to an in-house ICT function, Appendix L. Transition to the in-
house service had been completed over a four-month period, prior to the
end of the contract, including transfer of over three hundred staff.

(8) This deadline has subsequently been extended to 2030.
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Background, context and scope

Programme Overview

Background and Context

As part of the Council’s wider modernisation programme the Oracle
implementation was incorporated into a portfolio of projects, alongside
Customer Service and New Ways of Working, becoming the 1B
programme.

The 1B implementation programme began in October 2019, based upon
the Insight UK / Evosys methodology, with an initial planned Go Live
date of December 2020 for Finance and Procurement and February
2021 for HR and Payroll.

Launch to Go Live
The early stages of the programme were affected by several challenges:

A The Covid 19 pandemic, leading to a rapid transition to remote
working. While this drew resources and focus away from the
programme initially, new ways of working were quickly and effectively
adopted.

A Covid restrictions in India were seen to have some impact,. We note
that the SIP believes they were quickly managed and did not have a
significant effect on their capacity within the offshore development
team or adversely affect progress of the programme.

A Clarification and agreement of business requirements. Following the
initial Conference Room Pilot (CRP) a review of business requirements
was carried out with the intention of better aligning the solution to
business needs. Further redesign activity delayed exit from the
second CRP in order to rework the design being undertaken. The aim
of this was to align the redesign with adoption of Oracle standard
functionality and improve the approach to Data Security.
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A Business and solution knowledge. High levels of staff turnover, both
within the programme and wider Council, had an impact on the
knowledge and understanding of the Oracle solution and how it
addressed business requirements. This led to a need to revisit and
revalidate the decisions made during the second CRP.

With this backdrop Ernst and Young (EY) were commissioned to carry
out an independent review of the programme. In response to this review
the business case was revised and supporting governance
arrangements updated.

A new Chief Financial Officer was appointed, on an interim basis, in
October 2019 taking on the role of Section 151 officer for the Council and
Senior Responsible Officer (SRO) for the 1B programme.

In January 2021 Ameo Professional Services Limited (Ameo) were
appointed to provide programme management and assurance services,
including provision of a new Programme Director.

In March 2021, a revised business case was approved by Cabinet. This
gave approval for:

A continuation of the 1B programme with a revised financial case

A extension of the programme timetable, with a revised Go Live date of
15t April 2022

A a change from a two stage Go Live to all functions ‘Going Live’ at the
same time

A extension of the Socitm contract by 12 months and

A reprocurement of Data Migration services prior to the end of the
Egress contract.

Actions to strengthen governance and oversight were also approved.
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Background, context and scope

Programme Timeline

The table below summarises major events influencing the programme from its inception in 2018 to Go Live in April 2022.

2018

2019

2020

2021

2022

@
Corporate Events
March 2020
Covid 19 Lockdown ‘
August 2019
Service Birmingham November 2021 May 2022
Capita Plc Corporate PMO City Council
Contract ends established Elections

People events

@]
(|

January 2018
CFO s1561
C Heaphy appointed

Programme Events
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o
(|

September 2018
1B Programme Director
Peter Mays appointed

\ 4

September 2018
OBC for ERP
replacement approved

®]
(|
July 2019 S 5
CEO D Baxendale o]
Leaves Council i (n} [}
o) April 2020 October 2020 June 2021
[mn|] CEO (Int) C Naylor SRO [Redacted due CEO D Cadman
August 2019 appointed tolong term appointed
C Heaphy appointed absence] '®)
Interim CEO )] o
O January 2021 [mn}
| Ameo Programme June 2021
October 2019 Director Transformation
CFO (Int) S151 James Couper Director
R Hellard appointed appointed M Kishinani
appointed
’ April 2022
Oracle Go Live
March 2022
July 2019 July 2020 March 2021 Revised Con;gumﬁon
FBC for Oracle Fusion Independent review of business case Frozen
ERP and main contracts 1B Programme EY approved
approved ’
‘ March 2022
October 2019 .K(.eg User .
1B Programme Training Begins
launched @
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Detailed findings



Our approach

Scope and Approach

The focus of this review is on the governance and decision making
arrangements throughout the programme lifecycle.

To ensure consistency with Phase one of our review we considered each
core element of the original 1B ERP Programme (KLOE 1), and the
subsequent post Go Live hyper care period (KLOE 2], under four
workstreams that cut across the different phases of programme
implementation. These workstreams are clearly heavily dependent on
each other and the associated teams worked closely together to
integrate our understanding and subsequent findings. The workstreams
are:

1

Operating Model, i.e. Business Requirements (Operating Model
changes to be enabled by Oracle, incl. structure and core processes;
by function and departments within BCC)

Governance and Risk Management (incl. Corporate and Programme
governance, roles and responsibilities and effectiveness of
management and decision-making processes)

Technology implementation and Programme Management
(Programme structure and resourcing, and the effectiveness the of
programme management approach and tools incl. data cleansing,
data migration, build, test, implement)

Change management approach (incl. change readiness assessment,
training, and change adoption)
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While we reference the programme business case, the original and revised
versions, we have not reviewed the business case and related programme
costs and benefits. A review of the original business case was carried out in
2020, as part of a review of the programme carried out by Ernst and Young (¢,
which included a review of the programme costs and benefits.

(6) Birmingham City Council | Independent ERP Review | July 2020
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Key lines of enquiry

Pre Go Live: Implementation of Oracle - The 1B ERP Programme

The purpose of this line of enquiry was to consider the governance arrangements and decision-making processes, for the 1B Programme, from
development and approval of the programme business case through to the Go Live date in April 2022.

QOutline Business Case

The OBC, for a New IT System for Finance and HR, was submitted to
Cabinet for approval in September 2018. Approval of the OBC

authorised the Council to procure a replacement for its established
SAP ERP system.

Implemented in 1999 SAP supported a wide range of business
processes for the Council, its Arm's Length Bodies (ALB’s) and locall
schools, including Finance, Procurement, Payroll and HR.

SAP was hosted, maintained and supported by Capita through the
Service Birmingham joint venture.

Case for change

As part of the Council’s ICTED strategy a review of the future
requirements for Finance, Procurement, Payroll and HR systems was
carried out (2017). The review included consultation with a range of
stakeholders including senior officers from Finance and HR services,
service users and both the Deputy Leader and Cabinet Member for
Finance and Resources. This consultation process identified different
views between the major user groups:

A Finance, Payroll and Procurement considered SAP to be a
powerful solution. Acknowledging the level of customisation, they
considered further upgrade to SAP as a possible solution.
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A HR users were seen to be frustrated with the SAP functionality and
considered that processes did not support modern ways of
working. HR officers preferring to look for an alternative solution to
support HR transformation.

Potential for financial savings were also identified , with the
expectation that these would be achieved through:

A rationalisation of applications and licences and

A process efficiencies realised through standardisation and new
ways of working i.e. increased levels of self service.

Options evaluated
As part of the 2017 review four options were evaluated, those being:

1. Retain the current SAP solution (and those solutions in place that
complement it] and undertake a programme to improve its ability
to meet the Council’s objectives and user requirements;

2. Move the current SAP system to a different hosted solution (SAP
Hana Cloud] to reduce the cost of hosting and support charged
through the current Capita contract;

3. Implement ‘Best of Breed’ solutions for Finance, HR, Payroll and
Procurement i.e. adopting separate solutions in each area based
on the best available in the market as the basis of an integrated
solution or
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Key lines of enquiry

Pre Go Live: Implementation of Oracle - The 1B ERP Programme

Options evaluated (cont.)

L. migrate to an alternative single ERP (Cloud based) solution,
which meets all business and functional requirements, following
a market-testing exercise.

In relation to option one, a roadmap for how the HR and Finance
system could be developed to better support users and services had
been prepared. However, no further investment had been made due
to the Council redefining its ICT&D strategy and future operating
model. Noting also SAP intention to withdraw support for older
application such that operated by the Council (Page 18).

Additional considerations

When outlining the options the OBC also drew attention to other
relevant factors that the Council would need to take into
consideration when making their decisions.

Moving to a Cloud based ERP, Software as a Service (SaaS],
solution was aligned to the Council’s ICTED strategy, supporting
targeted saving in hosting costs, and the Council Plan priority of
being a Council “Fit for the 21st Century”

A Adoption of Cloud Saas solutions was becoming recognised as
good practice amongst Local Authorities, with numerous
examples cited.

A The approach to change required by Cloud SaaS ERP is different
from traditional, on premise, solutions. The recognised good
practice being to adopt standard processes and functionality,
changing existing processes rather than customising the
software.
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A The time and investment required in business change management,
to support adoptions was specifically highlighted.

A The proposed timing of the project would coincide with other major
change initiatives, notably transition from Service Birmingham to an
inhouse ICT provision and the replacement of the Social Care
system for Birmingham Children’s Trust Adults and Finance. The
OBC also recognised the significant interdependencies between
these initiatives.

Full Business Case

Following a full procurement exercise, the FBC was approved by
Cabinet in July 2019 authorising the Council to move to an alternative
single ERP (Cloud hosted, Saa$) solution based on Oracle Cloud, to
replace SAP.

According to the FBC, this option offered the greatest potential to
deliver the requirements for the Council’s Workforce Strategy and
Modern Workplace objectives, as well as offering significant potential
to deliver financial savings.

As part of the FBC revisions to forecast costs were included to reflect
“a fully defined programme resource delivery model.””) The updated
resource model included:

A Increased need for functions Subject Matter Experts (SMEs) to
support delivery and the requirement to backfill those posts.

(7) Section 3.15 Full Business Case July 2021
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Key lines of enquiry

Pre Go Live: Implementation of Oracle - The 1B ERP Programme

Full Business Case (cont.)

A A Council / Partner hybrid resource model to “drive business
change, focused on behavioural and cultural operational adoption
of the new ERP solution”

A Increased provision of specialist technology expertise to supplement
the Council’s inhouse ICT team.

Deepening requirements

From commencement, the programme was planned to take seventeen
months to implement the new ERP solution, with fully released
functionality in use from February 2021.

In making these recommendation the FBC highlighted a delay in
procurement which had been authorised by the Council’s ERP Steering
Committee. This delay was taken to address gaps in the detailed of

business and technical requirements before commencing procurement.

The issues highlighted were:

A Full review and business sign off, of the functional and technical
specifications due to the on-boarding of new functional
management teams and stake-holders; this included the
enhancement and a wider scope of specialist system functionality
to meet emerging business need.

T

Enhanced system integration partner specification.

A Full SAP (enterprise wide) system integration and interface
specification with the Council’s 140 integration feeder systems, to
aid the market’s ability to respond commercially to the tender and
ensure integration continuity with any new ERP solution.
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A To highlight to the business the requirements for specific
organisational readiness work streams as a dependency to the on-
boarding of a new solution based on the following themes: People
(Business Chonge], Project Infrastructure, Process/Controls,
Systems, Data, Reporting and Organisational “Target Operating
Model’ Infrastructure.

Related governance

In approving the FBC the Cabinet also approved key elements of the
governance process for the programme, principally through:

A Delegation of authority to the Chief Finance Officer (or their
delegate] in consultation with the Director of Digital & Customer
Services (or their delegate] to oversee and implement the new ERP
solution, including all changes to business processes and ways of
working to maximise the benefits to the Council.

A Noting that the progress of the project will be monitored and
reviewed at the Deputy Leader’s ICT Strategy Board.

No further detail was available, as part of the FBC, to describe a
governance framework for the programme and how Cabinet would
receive assurance of its progress against its objectives and the
business case.
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Key Lines of Enquiry

Pre Go Live: Implementation of Oracle - The 1B ERP Programme

Full Business Case — Revised

Following its launch in October 2019 the 1B programme experienced a
number of delays and complications. Programme related issues were
exacerbated by the Covid 19 pandemic which:

A Drew management focus and resources away from the programme
to the Council’s pandemic response and

A Significantly reduced the capacity of the Evosys offshore
development team in India.

It is also worth noting that, while arrangements were established
quickly and effectively, remote working will have added further
complexity and, at the time, would represent a very new way of
working for a programme of this kind.

We note that both the Council and Sl Evosys consider that Covid 19 did
not have material impact on the programme. Delays in agreement of
solution design were seen as a more significant issue.

In response to the issues in the programme EY were commissioned, by
the Director of Digital and Customer Services, to carry out an
independent assurance review. This work identified significant
deficiencies in several major elements of the programme. EY’s
recommendation, at the point in the programme, included:

A Revising the business case
A Agreeing a unified approach
A Building a one team culture
A Tightening solution integrity

A Streamlining delivery governance and management
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In March 2021 Cabinet approved a revised FBC. This business case firstly
sought approval to continue with the programme, the alternative
proposed being to develop further plans for a replacement for SAP.

The revised business case contained substantial changes, key amongst
them:

A Extension of the delivery plan, from February 2021to April 2022.

A Allocation of additional funding of £20m, taking total forecast costs to
£38.685m.

A

A
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