
City of Wolverhampton Council Case Study

Find out how Agilisys used its tried and 
tested transformation roadmap to  
implement a structured solution 

Delivering an ERP solution 
and integration 
framework for City of 
Wolverhampton Council



At a glanceAt a glance

Challenge

Solution

Impact

•  Programme set up in partnership with the Council on a “one team basis”, 
ensuring a continual dialogue between the Council and Agilisys throughout 
the programme

•  Implementation based on Agilisys’ public sector template

•   Benefits – based on establishing the enabling technology in Year 
1, with the transformation benefits led by Agilisys occurring in Year 
2 based on the new Target Operating Model. This enabled the 
Council to further drive savings from Year 3 onwards

•  Innovation – Due to the nature of the organisation, the change 
curve and the fact that the Council was targeting large budget 
savings a substantial amount of effort went into change 
management 

•  Owing to the success of the project, 9 additional areas were  
moved into the ERP solution in the first six months 

•  Culture – failure to engage the organisation and establish new ways of 
working with staff was a key risk

•  Data Migration – limited resources available to transform and extensive 
legacy data to handle   

•  Integration – current systems unable to efficiently exchange data in real time.  

City of Wolverhampton Council is a unitary 
council with approximately 12,000 employees

The Council was moving to a full ERP solution

Scope included integration to and from over 
40 systems

Delivered a ROI within three years: target savings 
of  £3.4m in the first two years, with a full return on 
investment within three years of circa £7.8m

Efficiencies of 20% in back-office costs realised

All-new target operating model designed
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Overcoming multiple 
challenges and 
enabling wide 
ranging change 
Creating the service centre culture

The Council needed a partner to support the upgrade of its 
finance and HR solutions. The scale of change meant they 
needed an extensive transformation and benefits approach to 
ensure a ROI. 

Culture
To make best use of technology the organisation had to 
fundamentally shift its silo-based delivery to a service centre 
approach using the right enabling technology.

Data Migration
The Council was moving from a mainframe solution with 20 
years of legacy data.  

It was vital to have a clear repeatable process, given the need 
to migrate data to support different phases of the programme, 
such as parallel running and UAT. 

Integration
The Council had approximately 40 different systems that were 
exchanging data with the legacy solution. Most of this data 
was manually input by spreadsheet loads, which caused delays 
and had a high error rate.

There was also a need to match data across a range of 
systems. This had to be a seamless process and as real time as 
possible, to enable timely, effective decision making.

Key issues with existing systems: 

•  Making changes to disparate source systems can be 
expensive.

•  Managing multiple application vendors adds to project risk 
on timelines.

•  Legacy systems sometimes do not have the capability to 
support required changes.

A primary requirement was that the Council would be self-
sufficient once the programme was completed. This meant that 
Agilisys had to re-train existing staff on the new technology, so 
they could assume responsibility post programme closure.

3

Challenge

City of Wolverhampton Council Case Study



4

Approach – Programme set up.
Year 1 Year 2

APR

Programme 
Change 

management

Technical

HR & Payroll

Finance and 
Procurement

Service  
Centre

MAY JUN JUL AUG SEP OCT NOV DEC JAN FEB MAR Q1 Q2 Q3 Q4

Resource  
Identified  
& agree

Project 
Team Kick 
off

Project 
Team Kick 
off

Draft Y2 
plan

On going 
Data 
cleanse

On going 
Data 
cleanse

Refine 
training 
materials

Refine 
training 
materials

End user 
training

End user 
training

SSC Day 
Run

UAT

UAT

Full DR 
tests

Draft Y2 
plan

Draft Y2 
plan

Data cleanse 
consolidation

Data cleanse 
consolidation

Train the 
trainer

Train the 
trainer

Develop Training 
materials

Develop Training 
materials

Solution 
build 
complete

Service 
transition

End of 
interface 
build

SRR

Primary 
data centre 
resilience 
testing

Test 
Migration

Test 
Migration

UAT Team 
Training

UAT Team 
Training

Pilot key 
stakeholders

Pilot key 
stakeholders

System test

System test System test

SSC Tag 
Redesigned

SSC Stood up 
(15/01)

Y2 plan 
signed 
off

Scope 
baselined

WCC 
resource 
engaged

Agilisys
WCC
Joint

TA sign 
off

Plan 
baselined

SSC TN

Unit 4 s/w 
installation

Server 
build and 
configuration

Start of 
interface 
build

Y2 plan 
refined

Live data 
migration

Live data 
migration

SSC Tag 
Complete

Y2 
resources 
secured

Self-
Service

Model 
office

Pararun 
Team 
Training

Y2 Kick 
off

Resource 
mobilised

H/W 
delivered

Programme 
Kick-Off

BizTalkTraining

Programme 
Controls in place

License 
procurement

Due diligence 
complete

Governance 
sign-off

PID 
redefined 
sign off

Draft IPD Stakeholder & engagement 
plan signed off

H/W stand up including test

Alignment  
workshops /HID

Alignment  
workshops /HID

Solution Design

Chart of Accounts

Operating service 
delivery model & service 
agreement model

Operating service 
delivery model & service 
agreement model

Project team  
training

Project team  
training

Training Strategy

Technical Install

Client Data 
Audit

Testing Strategy

Training Strategy

Testing Strategy

TOM delivered

Solution build

Solution build

SSC Design 
requirements

Final Solution design

Detail plan  
complete

Installation tests

Training Needs 
Analysis

Training Needs 
Analysis

Client Data Audit

Solution  
design

Infrastructure & 
accomodation
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Transformation 
through a new 
enterprise 
integration hub
The programme was 
delivered using the 
Agilisys programme 
implementation 
methodology

Set-up
A key contributor of this implementation was the clear governance 
structure that was set up for the transformation programme. Throughout 
the implementation, Agilisys dedicated a full-time programme team of 
approximately 20 – 30 FTE. 

Implementation Approach
Agilisys recommended a design principle whereby customisation is not 
advised, since this would increase complexity and future support cost. 

A new enterprise integration hub was needed to deliver data in an efficient 
manner. Agilisys has developed and supports a Public Sector Integration 
Framework which is used by many of our ERP customers. 

During the programme we jointly identified a roadmap for change. Interfaces 
that could be updated for the solution were done so to include common data 
items such as:

• Common employee reference number 

• Consistent cost centre mapping

• Supplier IDs

Our implementation approach was based on making the transformation 
as risk free as possible. We were able to support all stages of the migration 
process to mitigate risks. 
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Methodology
The workstream was split into three parts:

•  Programme management accounted for the control and 
management aspect of the programme. Also included key 
areas including RAID and resource management, programme 
scope and project monitoring. 

•  Change management provided the foundation for future 
transformation. Each project had a dedicated, full time 
change lead, which also fed into a communications and 
change structure. 

•  The Technical workstream underpinned the service specific 
workstreams. This delivered an infrastructure and integration 
framework including the upskilling of Council resource.  

The implementation started with the Agilisys Public Sector 
Template. It was designed around an “assisted build” 
approach, with the aim of transferring knowledge for future 
ownership by the customer. 

We delivered a solution that was designed to adapt overtime. 
This approach is proven to develop the skills required within 
the customer project team and allows Wolverhampton to make 
informed decisions which shape the future roadmap. 
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An overview of the Agilisys programme implementation methodology is displayed below. 

• Visioning
• Strategy 

development
• Culture assessment
• Initial readiness 

review
• Transformation 

planning
• Technology Road 

mapping
• Benefits planning

• As is process 
review

• To Be workshops
• Architecture design
• License review
• Sizing
• Scope sign off
• Requirements 

signoff
• Org Design
• Training planning

• Hardware 
implementation

• Organisation 
transformation

• Application install
• License 

procurement
• Support model 

design
• Implementation 

planning
• Infrastructure 

stand up

• Test start dev
• Test planning
• Script definition
• Results planning
• Test execution
• Evidence gathering
• Test review
• Acceptance review
• Gain sign off
• Deployment 

planning

• Implementation 
activities

• System rollout
• Training
• Communications
• Stakeholder mgmt.
• Roll out support
• Support stand up
• Service Centre go 

live
• Evolve visioning
• Evolve planning
• Alignment 

assessment

• Initiate self service 
project

• Identify BPR 
projects

• Plan BPR projects
• Strategy reviews
• Innovation 

workshops
• Benchmarking

• Vision
• Business strategy
• Organisation 

strategy
• Culture roadmap
• Change readiness
• Transformation 

Plan
• Technology 

strategy
• Benefits roadmap

• TOM
• PID
• Governance
• Programme
• High level solution
• Detailed Solution
• System Design/TA
• Comms Strategy
• Training Strategy
• TNA
• Training Design

• Hardware
• Applications
• Infrastructure
• Support
• Licenses
• Maintenance
• Readiness Reports
• Implementation 

plan

• Test strategy
• Test plans
• Test scripts
• Acceptance criteria
• Test results & 

evidence
• Deployment plan

• Test strategy
• Test plans
• Test scripts
• Acceptance criteria
• Test results & 

evidence
• Deployment plan

• Implementation 
review

• Self service
• New oranisation
• Benefits realised
• Transformed 

council

Agilisys Project Management Lifecycle

Ac
tiv
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es

O
ut

co
m

es

Vision Design Build Test Deploy Evolve
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After our initial implementation, the Council required minimal support for the 
solution. The joint implementation approach ensured the Council staff were 
fully trained and so had full ownership of the solution.

The programme went live on schedule and the new enterprise framework 
was fully transitioned to the Council. A focus on driving the benefits of 
ERP allowed the Council to decommission seven additional systems, by 
incorporating them into the ERP system through existing functionality. 

Agilisys has gone beyond the requirements of the Council and has achieved 
the following outcomes:

• Adopt new standard processes 

• Centralise all transactional activities

• A platform for change and growth

As part of the delivery, Agilisys also developed the new Target Operating 
Model. This business case was established during dialogue and was delivered 
six months ahead of schedule. The Council was on target to achieve a full 
return on investment within three years of approximately £7.8m. 

We developed an organisational model built from a customer perspective. It 
was built around a professional and multi-skilled service delivery team which 
aims to have work performed with minimal overhead.

Through the programme we created apprenticeships, as part of our social 
value proposition. The cultural aspect of the programme was much larger 
than the technology. We believed it was important to establish the Service 
Centre as early as possible, since there was no self-service before the 
implementation and it was a significant change to their management 
approach. 
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Impact

Council provided with 
an efficient Platform, 
Enterprise framework and 
an improved organisational 
structure thanks to a new 
Target Operating Model

Successful solution 
creates roadmap 
to new technology 
and the potential it 
brings
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Wolverhampton’s journey

Benefits journey is represented below.

Be
ne

fit
s

Foundation
Year 1 Year 2

Transformation Evolution

Savings

Infrastructure  
in place

System and 
service centre

Te
ch

nology 

tra
nsfo

rm
atio

n

Busin
ess

 ch
ange

Capability

Confidence

Optimised  
business

Digital  
engagement

Self Service

Efficiencies

Enabled for 
change

Customer 
centric

Tiers / % Effort Baseline Year 1 Year 2 Year 3
Tier 0 (Self-Service) 0% 20% 45% 66%
Tier 1 (Operational) 60% 45% 35% 28%
Tier 2 (Professional) 30% 25% 15% 5%
Tier 3 (Strategic) 10% 10% 5% 1%
Total 100% 100% 100% 100%
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A new target operation model
Shared Service Centre

Business Support Services

Procurement

Procurement & 
commissioning 

team

Buyer

Procurement 
Business 
Partner

Ti
er

 1
Ti

er
 2

Ti
er

 3

Operational 
Finance

Strategic 
Finance

Finance 
Technical

Finance 
Business 
Partner

Payroll

Learning & 
Development 

Team

HR

Strategic HR Third Line

Future 
Services:

ICT
Legal Services

CCTV
Facilities

Managment
3rd Party services

Second Line

HR & Payroll 
Technical

HR & Payroll  
Business Partner
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Agilisys, an employee owned organisation, is one 
of the UK’s fastest growing and innovative cloud 
and digital transformation specialists, enabling 
organisations to adopt technologies, platforms 
and processes that promote new ways of working.

An established partner for both the public and 
private sector for nearly two decades, we have 
earned a strong reputation and hold deep domain 
expertise delivering change and innovation, 
particularly within local and central government. 

We support our customers through a network of 
offices and centres of excellence throughout the 
UK, employing over 1,500 staff across the UK. 

Partnership 
Integrity
Innovation
Passion

Scale Space, Imperial College 
White City Campus,
58 Wood Lane, London,
W12 7RZ

t +44 (0)845 450 1131 
e info@agilisys.co.uk 
w www.agilisys.co.uk
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