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1. Purpose of Report 

1.1 To provide Resources and Delivering Value Scrutiny Board with an update on the 
progress of the Oracle Cloud Programme; and  

1.2 To present the Programme’s current risk register for comment. 

2. Decision(s) recommended 

2.1 The Scrutiny Board is asked to note the current progress achieved so far with the Oracle 
Cloud Programme; and 

2.2 To consider the content of the Oracle Cloud Programme’s risk register and comment on 
any additional risks, or mitigating factors that Officers should consider within the risk 
register. 

3. Matters for Consideration 

3.1 Background – Oracle Cloud Programme:  

3.1.1 The Council has been using the Oracle eBusiness Suite (EBS) since 1999.  This is a 
major strategic system providing the core IT platform for Finance, Procurement, Accounts 
Receivable, Human Resources, Payroll and Organisational Development.   

It is also in use by Solihull Community Housing, schools and Academies in the Borough.   



 
If the Oracle eBusiness system did not work effectively, the Council’s various control, 
payment and income collection systems could cease and create significant issues to the 
service including procurement, payment and payroll processing.  

3.1.2 In July 2018, ICT Services commissioned a third party company – Inoapps, to undertake a 
review of the system and to propose a migration/transition path for the Council.  This 
report was presented to Resources and Delivering Value Scrutiny on 5 December 2018.  
The recommendation to move to Oracle Cloud was accepted and the procurement of 
licences for the new platform was undertaken in May 2019. In addition a tender process 
commenced in May 2019 to appoint a System Integrator (SI) partner to assist the Council 
in implementing the new system.  

3.1.3 The implementation of Liquid Logic in Adults and Children’s Services had shown that 
thorough due diligence, planning and investment in capacity leads to the successful 
delivery of a new major system. It has been an important feature to build on the 
organisational learning from that Programme and incorporate this into the Oracle Cloud 
Programme.   

3.1.4 A Programme Board for Oracle Cloud is well established and has been in place since 
February 2019.  The Board provides strategic direction and has clear lines of 
accountability to ensure the programme delivery and harmonisation with the other 
corporate priorities.  The Board is chaired by the Assistant Director of Finance and 
Property Services working alongside the Assistant Director – Business Systems and 
Heads of service from HR, Finance, Procurement, Income and Awards and ICT & 
Information Governance.   

3.1.5 The Programme Board provides monthly updates to the Director of Resources & Deputy 
Chief Executive and this report sets out the progress that has been made during the year. 

3.1.6 There have been a number of reports relating to this major programme. Progress on the 
tender process was reported to Resources and Delivering Value Scrutiny on 9 December 
2019 and approval to the appointment of Version 1 as the SI partner was provided at the 
Resources Cabinet meeting on 8 January 2020. A further Cabinet report was later 
produced setting out the internal resources required and an update on progress was last 
provided to Resources and Delivering Value Scrutiny on 9 November 2020 setting out 
progress from February 2020 – November 2020.  

3.2 Approach to implementation 

3.2.1 From the outset of the Programme, there has been clarity on the approach required to 
successfully implement Oracle Cloud.  This has been set out in the Council’s key 
principles (Appendix 1) and summarised by the phrase ‘Adopt not Adapt’. 

3.2.2 The system is used by over 3,200 Council staff and a further 6,000 teachers and school 
related staff and the programme is a significant undertaking for the Council. 

3.2.3 The implementation of Oracle Cloud has a number of phases.  Phase 1 was to mobilise 
the organisation and map current processes for Version 1 to understand. This phase was 
completed in the summer of 2020.  

3.2.4 Phase 2 of the implementation is to configure, build, test and deliver the system.  This will 
take place between September 2020 and December 2021 and will be a collaborative 
process involving both Version 1 and Council staff. 



 
3.2.5 The final phase – Phase 3 will see the consolidation of the system, where officers ensure 

that all key processes are successfully used in a live setting, before starting to implement 
the new functionality that the system offers.  

3.2.6 Once fully implemented and functioning, there will be a period of consolidation before 
implementing the additional functionality the Oracle Cloud platform provides. 

3.2.7 An overview of the timeline is included in “Appendix 2 – Summary of the Oracle Cloud 
Timeline March 2020 – November 2021”.   

3.3 Progress Report – November 2020 – March 2021 

3.3.1 November 2020: Phase 2 continued with work undertaken by Version 1 to configure the 
Cloud system in a test environment before migrating data to this.  Council Officers have 
been using a migration tool provided by Version 1 which would simplify migrating data into 
the Cloud environment.   

3.3.2 December 2020 – Version 1 held design sessions with Council Staff to agree the system 
configuration.  These involved extensive discussions and the ‘walk through’ of processes 
to ensure that the configuration met the Council’s requirements. In addition, the Council 
was providing Version 1 with feedback on the data migration (DM) tool so that the product 
could be refined for the Council to have greater success with DM. The project timeline 
allows for a number of DM rounds.  

3.3.3 January 2021 – With the configuration agreed, Version 1 began to build the system and 
also work began on building integrations that will ensure data input from other systems is 
appropriately imported into the Oracle Cloud. Also at the start of the New Year, the Oracle 
Programme Manager announced his plans to retire and a period of handover to a new 
Programme Lead, Richard Johnson, was planned. Richard began by undertaking a health 
check assessment on the programme to be reported to a Council internal only Board 
meeting, particularly as the DM tool was not proving to be as successful as planned.  

3.3.4 February 2021 – Version 1 continued to build the system, work on integrations and some 
reports so these will be available to test with migrated data. Richard presented his health 
check on 4 February to the Council Board members. This identified priorities for the 
Council to resolve such as Data Migration, Archiving, Reporting and what resources would 
be required.  

3.3.5 March 2021 – The system build continues and Richard has prepared a report to seek 
further support for DM from Version 1. The original contract specified for Version 1 to 
provide a DM tool only and the Council is responsible for its own DM. Work to date has 
shown the tool alone was not sufficient and that Council officers would benefit from 
Version 1 expertise on this. 

3.3.6 Alongside these activities are the activities for Change management - liaising with all 
Council users, SCH, School and Academy stakeholders; training needs analysis, planning 
and delivery; and careful rehearsal and implementation of cut over from the old system to 
the new. 

3.4 Workstream Updates 

3.4.1 The Oracle Replacement Programme is being delivered through a number of specific 
workstreams.  These include Finance, HR, Procurement, Accounts Receivable and 
Information Technology.  Each Workstream has a senior user responsible for the activity, a 
workstream lead and a team of subject matter experts.  These workstreams work closely 



 
with the Council’s Cloud Programme Office and Version 1 to ensure that tasks across both 
organisations are managed and delivered as planned.   

3.4.2 Finance – Workstream Status = Amber 

 Following configuration of the Oracle cloud at the end of 2020 the solution was 
validated by the project team. Version 1 have built and are finalising system testing 
of the solution. This will then be subject to Finance project team user acceptance 
testing (UAT) in April.  Work proceeds on plan and on budget. The target date of go-
live late in 2021 is on track, although the workstream status is now highlighted as 
Amber due to the current status of the dependent workstreams around data 
migration and reporting. 

 Alongside the configuration work the Finance project team have been cleansing data 
in the current system and have undertaken three data migration stages so far to 
validate the extracted data and subsequent transfer of data into Oracle cloud.  These 
data migration rounds are iterative and Finance and Version 1 are currently working 
through the results of the latest round to ensure any issues can be addressed as part 
of the next stage.  The success of the Data migration testing is key to achieving the 
go-live date and further tests will continue throughout the summer. 

 The Finance project team have also been continuing to work closely with colleagues 
in Procurement on the shape of the Procure to Pay process in the cloud solution to 
ensure that we engage appropriately with stakeholders across the Council, suppliers 
and our own teams.  We know this is an area where the cloud solution works 
differently and so we need to understand what changes are required to processes 
upon implementation.  This area of work links closely to the training and 
communication workstream that goes across the whole project to ensure that we are 
communicating with and training users of the cloud solution ahead of them working 
with it.      

 The cloud solution uses different reporting tools than the current version. The 
evaluation of these new tools and application via a reporting strategy are still being 
developed and until a solution and timetable for the delivery of the reports is in place 
this, alongside data migration has resulted in the overall project status of Amber.  

3.4.3 HR Workstream Status = Amber trending Red 

 Eight Officers from HR have currently been identified to support the Workstream Lead 
and provide knowledge from across the whole of the service. Since August, 
circumstances have resulted in there being no full-time HCM workstream lead 
although an additional resource has recently been identified and on-boarded to do 
this.  

 Configuration of the system is complete (subject to UAT) but there are some 
outstanding payroll processes which still require a resolution. 

 Payroll is the area of greatest concern due to the scale and complexities of multiple 
payrolls. DM continues to be challenging and work is on-going to improve the results 
from the DM tool.  

 There is also a commitment to implement 14 new payrolls before 1 April 2021 in the 
current Oracle System. This adds complexity to the migration and could impact on 
successfully transitioning to the cloud by October.   Options for a lower risk go-live are 
being considered and whether a phased approach would be better for payroll.  

 DM is a concern for the HR Team; however additional resources have been brought 
into ICT to mitigate the risk. Migration of Learning and Absence data will not be 
attempted until a later round of DM. 



 
3.4.4 Procurement Workstream Status = Amber trending Green 

 Work is proceeding in line with the plan and on budget. The system walkthroughs 
undertaken have provided opportunities to identify improvements to the existing 
business processes identified. The target date of go-live late in 2021 is on track. 

 Procurement’s responsibility is shared with Finance as it covers the procure-to-pay 
process. Both Procurement and Finance workstream Leads are working 
collaboratively to ensure combined objectives are achieved, training incorporates both 
process and system needs and best practice is adopted in relation to purchase order 
creation and payments being made to suppliers. 

3.4.5 Accounts Receivable (Debtors) Workstream Status = Amber 

 The Accounts Receivable project team have been involved in the detailed 
walkthroughs of the newly configured Oracle Cloud system. The walkthroughs 
included scenarios to cover critical business processes. Following the walkthroughs 
certain business processes have been reviewed in line with the approach of ‘adopt not 
adapt’.  

 Work has continued on cleansing debt held and the data ready for migration. The 
cleansing work has progressed well and is on track to be completed within agreed 
timescales.  

 Working with colleagues within the project, discussions have taken place in relation to 
identifying training needs and the varying levels of training that will be required for AR 
users. 

 Test scripts have been developed for AR in readiness for the User Acceptance 
Testing phase of the project.   

 During this period work has also started on DM and this has identified some 
considerable gaps in the data moving over to Cloud. The impact of this and possible 
mitigations are being worked on as a priority.  

 
3.4.6 ICT Workstream Status = Amber  

 ICT and Version 1 continue to work collaboratively on managing activities required to 
support the configuration, build, testing and implementation of Oracle Cloud. 

 ICT continue to work with Version 1 to deliver 40 integrations and 5 extensions 
required in Cloud. These will ensure feeder systems outside of Oracle continue to 
work and additional functionality currently required is retained. 

 At the time of writing, preparation for systems integration testing (due to begin on 22 
March) is progressing.  

 Analysis of future system roles and responsibilities required for Cloud is in progress.  
 

3.4.7 Data Migration Workstream Status = Red  

 This is the area of greatest concern at present and ICT have recruited three contractors 
to assist with implementation.  

 Whilst there have been two DM rounds completed, there has been limited success of 
the data extracted. A third DM began on 15 March.  As each round of Data Migration 
progresses, more data is added.  DM3 will include some payroll data for the first time. 

 Once data is extracted it is transformed before being loaded into a test environment.   

 The financial aspects (Finance and AR) of DM are making steady progress whilst 
progress with HR core data is proceeding at a slower rate.  Work is on-going to ensure 
more payroll data is ready for inclusion at DM4.  



 
4. Areas of Concern and Significant Risk 

4.1 There are currently some areas of concern for the programme as a whole and these could 
have the potential to affect timescales and/or costs. These were highlighted by the 
Programme Lead’s health check report and at the time of writing this report, these are 
being worked through with some detail included below.  

Data Migration (DM) 

4.2 As previously stated, the Council is responsible for DM and Version 1 have a tool (known 
as Maximise) that is adapted at every implementation to meet the customers’ needs. A lot 
of time and effort has been spent by both Council officers and Version 1 trying to utilise 
the tool that will simplify DM for the cutover process. It is understood that Maximise will not 
be usable for all data although it will provide a solution for a substantial portion. 

4.3 It has also become apparent that whilst the Council officers are experts of the current 
Oracle e-business system, there is a skills and knowledge gap of what the Oracle Cloud 
system requires. This is the exact opposite for Version 1. In order to move forward to the 
User Acceptance Testing (UAT) stage and maintain the current timeline, the Council is 
seeking to re-address this and for Version 1 to have more of a leading role in providing a 
successful DM outcome.   

Archiving 

4.4 As with most implementations, the intention of the programme at cutover is for balances to 
be brought forward into the new system and transactional detail will be archived. 

4.5 The current Oracle e-business system is hosted on-site by the Council and we will have 
the ability to view transactional detail through the current system until 31 May 2022. 
Discussions are being held with Oracle to identify the longer term archive options 
available to the Council. 

Reporting 

4.6 As part of the programme and Council normal business, we are looking to ensure we 
retain the ability to produce reports on Council information for example, VAT information 
for HMRC VAT returns, payroll and pensions information for HMRC and the West Midland 
Pension Fund. The contract with Version 1 requires them to provide 20 reports of which 
they would share learning with Council officers and the Council would prepare the rest.  

4.7 Before the programme began, we had a record of over 1,000 different reports that had 
been produced over the years. Some of these reports are no longer required and some 
will be replaced by the ability to interrogate the Oracle system as a user. In order to 
assess which reports are required, we need to understand how the Oracle Cloud system 
will function with loaded data.   

4.8 We also require support for the gap in skills and knowledge of the Cloud system and 
intend to utilise 100 dedicated days from Version 1 as per the contract as well as directly 
recruiting support to work alongside our officers in guiding them through the options 
available. 

 



 
5. Reasons for recommending preferred option 

5.1 Not applicable for this report.  

6. Implications and Considerations 

6.1 State how the proposals in this report contribute to the priorities in the Council Plan: 
 

Priority: Contribution: 

Economy: 

1. Revitalising our towns and local 
centres. 

2. UK Central (UKC) and maximising the 
opportunities of HS2. 

3. Increase the supply of housing, 
especially affordable and social 
housing. 

Not Applicable  

Environment: 

4. Enhance Solihull’s natural environment. 
5. Improve Solihull’s air quality. 
6. Reduce Solihull’s net carbon emissions. 

The new functionality will enable modules to 
be accessed in a digital way – reducing the 
need for paper or to be on site. 

Oracle Cloud will reduce the amount of 
transactional activity and enable our people 
to undertake higher value work. 

 

People and Communities: 

7. Take action to improve life chances in 
our most disadvantaged communities. 

8. Enable communities to thrive. 
9. Sustainable, quality, affordable 

provision for adults & children with 
complex needs. 

Not Applicable  

6.2 Consultation and Scrutiny 

6.2.1 The Cabinet Member for Resources has requested six monthly updates and the 
Resources and Delivering Value Scrutiny Board will receive regular update reports on the 
progress of the programme. 

6.3 Financial implications: 

6.3.1 The Oracle budget comprises of the cost for the Version 1 contract and funds available for 
the Council to utilise on additional resources or backfill. The monitoring of total spend forms 
part of the monthly Council-only Board agenda. 

6.3.2 The total approved programme budget for the Council of £4.384m was approved by 
Cabinet on 16 April 2020.  The programme is currently underspent due to difficulties 
experienced by Heads of Service in recruiting suitable backfill during the Covid pandemic 
whilst the overall programme is still being delivered within a prescribed timeline 

https://www.solihull.gov.uk/Portals/0/Ourvisionandpriorities/Council_plan.pdf


 
6.3.3 Commitments are now being made for the following pressures, which will reduce the 

programme underspend, however the programme overall is still expected to outturn within 
budget: 

 Additional support from Version 1 

 Direct support to the Council from specialist contractors 

 Internal only recruitment by the Council 

 

6.4 Legal implications: 

6.4.1 The contract with Version 1 has Statement of Works.  This enables the Council to manage 
the contract through a series of decision points and only progresses once the previous 
phase has been successfully completed.  

6.4.2 The Contract with Version 1 is for a fixed price implementation, thus reducing the risk of 
uncontrolled spend. 

6.4.3 Finally, with a contract of this nature, Version 1 will need access to Council Systems and 
Data.  This has General Data Protection Regulation (GDPR) implications.  This risk has 
been mitigated through the contract by ensuring that Version 1 signed Council Information 
Security Policies and Non-Disclosure Agreements. 

6.5 Risk implications: 

6.5.1 The Programme risks are recorded in the corporate JCAD system and regularly reviewed 
by the Oracle Cloud Board. 

6.5.2 Individual workstreams (Finance, Income and Awards, Procurement, HR, ICT) have their 
own risk sub-registers in JCAD.  These sub-registers are locally managed and used to 
highlight risks to the Board as required.  

6.5.3 This section reproduces the Oracle Cloud Board main risk register as of March 2021. 

6.5.4 The management of risk is owned and administered by both the Programme Board and 
workstreams, using the corporate risk management system. Risk Registers are reviewed 
and monitored by the Programme Board with each workstream being responsible for 
reviewing, monitoring and escalating risks arising within their modules. 

6.5.5 Details of areas of concern and significant risks are featured at Section 4 in the report. 

6.6 Equality implications: 

6.6.1 There is a requirement that all suppliers to the Council have equality policies and 
procedures that comply with the law.  Following the award of this contract Version 1 
provided the evidence to demonstrate that these policies are in place and have been 
embedded into the daily operational life of the company. 

7. List of appendices referred to 

7.1 Appendix 1 – Key Programme principles 

7.2 Appendix 2 – Overall timeline 



 
7.3 Appendix 3 – Risk Table 

8. Background papers used to compile this report 

8.1 Oracle Cloud Report – Resources and Delivering Value Scrutiny, Private Report, 9 
November 2020. 

8.2 Update to the capital programme Report – Cabinet Private Report, 16 July 2020 

8.3 Oracle Cloud Systems Integrator Tender Process, Outcome and level of investment – 
CPH Resources, Private Report, 8 January 2020. 

8.4 Oracle Cloud Systems Integrator Tender Process, Outcome and level of investment – 
Resources and Delivering Value Scrutiny, Private Report, 9 December 2019. 

8.5 Upgrade of the Oracle e-business suite - Resources and Delivering value Scrutiny Report, 
5 December 2018. 

 



 
Appendix 1 

Oracle Cloud Programme: Key Principles 
 
 

 
Oracle Cloud Programme: 

Principles 
 

 

We want a straightforward solution, 
easy to use, intuitive and unobtrusive. 

We will actively adopt standard 
processes and will not customise these 

without good reason. 

We will share common processes and 
digital working practices across our 

organisations. 

We will roll out processes based on a 
self-service driven approach; delivering 

ways of working that are modern, 
efficient and digital. 

 

 

   

 

  



 
We want a straightforward solution, easy to use, intuitive and unobtrusive. 

 Working from any suitable device 

 Available from anywhere with appropriate security and connections 

 Intuitive use with the minimum amount of training and support 

 Paper free operation 

 Highly available 

We will actively adopt standard processes and will not customise these without good 
reason. 

 Available settings will be configured to enhance features 

 Customisations will be avoided 

 Out of the Box processes will be adopted 

 Existing working practices may change to best fit those available 

 A Change Freeze (with exceptions process), will manage time spent on past items. 

We will share common processes and digital working practices across our 
organisations 

 As a major change programme, clear responsibility and accountability will facilitate 

governance, decision making, planning and related activities. 

 Ownership of working practices, data, users and change will be clear. 

 Staff will become skilled and experienced to fully exploit the solution.  They will 

understand data as a critical asset; be skilled with their role and the processes 

available; and have confidence in the Management Information provision. 

 Learning will be subject to needs analysis and delivered via an appropriate method 

including e-learning, classroom, face to face, team induction, work shadowing, etc. 

 The mind-set change from old to new will be managed with attention 

 Programme outcomes will also include on-going arrangements. 

We will roll out processes based on a self-service driven approach; delivering ways of 
working that are modern, efficient and digital. 

 Aspire to collect data once electronically and then re-use and share as appropriate 

 Data entry, change, deletion, maintenance and approvals undertaken directly in the 

system, wherever possible, without the use of external email or paper forms. 

 Quality Monitoring and Checking is embedded into daily practice.  All users have 

access to maintain their own information as appropriate, for example, HR, Budget, 

Learning, PDR, Expenses 

 The Programme will migrate an appropriate amount of data of the right quality to 

enable the new solution to deliver. Redundant data will either be archived or deleted 

in compliance with policy and regulation (retention schedule, GDPR, etc.) 

 
 
 
  



 
Appendix 2 

Oracle Cloud Timeline March 2020 – November 2021 
 
Phase & Dates Stages 

Tasks 
Notes 

   

Phase 1    

Mar 20 – Sept 20 Elaboration  

 Workshops & Scope Workshops to produce required details in 
the Deliverable documents. 

Scope decisions to define what to be 
delivered in Phase 2 

   

Phase 2    

Oct 20 – Jan 21 Migrate & Configure  

 Analyse EBS Extracting useful information from the 
current eBusiness system 

 Configure Cloud Setting up the Cloud from the Deliverables, 
Scope and useful eBusiness information 

 Solution Walkthrough First walkthrough for Programme staff of 
the fairly raw first-cut Cloud system 

 Data Migration Several rounds of Data Migration will 
gradually cleanse eBusiness data to 
improve quality, and transition relevant data 
to Cloud  

 Change Management A programme wide continuous activity to 
ensure engagement, communication, 
training and other transitional change 
activities are planned and delivered 

Feb 21 – May 21 Build & Test  

 System Test A technical test of all the parts of the Cloud 
solution 

 Integration Build & Test Additions of the external systems that will 
supply/use information from Cloud 

Jun 21 – Oct 21 Transition  

 User Acceptance testing Business scenario testing to ensure Cloud 
is fit for Council operations. 

 Parallel Payroll Run Specific scenario testing for Payroll – being 
a large and complex area. 

 Cut over Moving from the eBusiness system to 
Cloud 

 Go Live The date that Cloud is started to be used in 
all areas. 

Oct 21 – Nov 21 Hypercare  

  Additional pots-live support to ensure initial 
smooth running and deal with any issues 
arising. 

 



 



 
 


