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Scottish Storytelling Centre, 43-45 High Street, Edinburgh,

AGENDA
Date: Wednesday 3 April 2019
10.30 - 15.30
Location:
EH1 1SR (Map, directions)
Purpose:

To interrogate the status of the Best Start Grant Early Learning and School Payments go
live, conducting a deep dive looking at the worst case scenario(s) and identify mitigating
actions. This is to be a ‘warts and all’ discussion on what could possibly go wrong that
would prevent go live or result in a not-fit-for-purpose launch and to develop related

action plans.

Attendees:

Scottish Government

DWP

[Redacted] Head of Design Standards and
Information Services

[Redacted] Delivery Manager

[Redacted] Service Manager

[Redacted] BSG Team Lead

[Redacted] Programme Manager

[Redacted] Delivery Manager, BSG &
FEA

[Redacted] Delivery Manager

[Redacted] PMO

[Redacted] Business Release Manager

[Redacted] Formal Agreements

[Redacted] Delivery Manager

[Redacted] Communications

[Redacted] Technical Architect

[Redacted] OED

[Redacted] Solution/Integration Architect

[Redacted] Digital

[Redacted] Policy Lead

[Redacted] Digital

[Redacted] Senior Communications and
Media Manager

[Redacted] Solution Architect

[Redacted] Head of Information
Governance

[Redacted] Service Manager - Identity and
People Services

[Redacted] Service Manager - Financial
Services

[Redacted] Integration Delivery Manager

[Redacted] Formal Agreement Co-ordinator

[Redacted] Live Running Service Delivery
Manager

[Redacted] Implementation Manager

[Redacted] Project Lead

[Redacted] Assurance Lead

[Redacted] Head of Digital Risk and
Security



https://goo.gl/maps/oQRFs8eaNaK2
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[Redacted] Digital Risk and Security
Advisor

[Redacted] Strategic Communications
Manager

[Redacted] Personal Assistant

[Redacted] Delivery Integration Manager

[Redacted]

Best Start Grant Early Learning and Schools Payment Pre Mortem
Wednesday 3 April 2019
Scottish Storytelling Centre, 43-45 High Street, Edinburgh, EH1 1SR

Agenda Item Presenter Timing

1. Welcome and introductions Chair 10.30 - 10.40

2. Overview of the day Chair 10.40 - 10.50

3. Reflection: benefits of the previous pre-mortem | Chair 10.50 — 11.00
and outcomes for the day

4. Project Summary: All 11.00 - 12.00
e Overview

Technology

Contingencies

Legislation

Formal Agreements and Information

Governance

e Communications

e Implementation/Operations

e Release Management

5. Identify worst scenarios: what caused it — All 12.00 - 12.45
what does it feel like, media, customers, Minister

LUNCH 12.45-13.15
6. ldentify mostly like scenarios, and brainstorm All 13.15-14.45
solutions and mitigating actions, developing
action plans
7. Agree action plan, owners & next steps All 14.45 - 15.15

8. AOB Chair 15.15-15.30
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Best Start Grant Early Learning and School Age Payment Pre-
Mortem - Agenda
Scottish Government/Department for Work and Pensions

MEETING NOTES

Meeting Best Start Grant Early Learning and School Age Payment Pre-Mortem
Date Wednesday 3 April 2019

Attendees [Redacted] (Chair)
SG: [Redacted]
DWP: [Redacted]

Agenda | Notes
item
1. Welcome and introductions.

2. Overview of the day

The group agreed the overview and purpose of the day, and reflected on the
benefits of the Phase 1 Pre-Mortem.

Useful lessons from the Phase 1 Pre-Mortem included
e an important opportunity to meet face to face to highlight any risks and
ensure both parties understood how to address anything that may arise
o benefits gained by including a focus on less tangible areas of readiness
openness around highlighting concerns and risks should be
welcomed/encouraged across the meeting

3. Project Summary

Overview

[Redacted] provided an overview of the successful launch of BSG Phase 1. While
volumes of applications for the service was higher than anticipated, [Redacted]
acknowledged the support of DWP in meeting the demand.

On overview of BSG Early Learning and School Age payments was also given,
covering eligibility and expected volumes for application and the key differences

from phase 1. New batches with HMRC and DWP provide evidence of child
responsibility, new APIs with CIS and new SPM rules to meet legislation.

Technology

[Redacted]
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The length of time required for intensive support was discussed and it was agreed
that any extension to the period will be reviewed on a daily basis.

Legislation

[Redacted] updated that regulations are prepared and waited for the Minister to
sign, and asked delegates to consider when the regulations could be signed. A
number of factors were considered around readiness confidence and the critical path
to release, including the ITHC results and D1 assessment. It was agreed that the
preferred option was for the regulations to be signed in the week prior to launch.

Formal Agreements
Both DWP and SG confirmed that all Formal Agreements have been signed for BSG
Phase 2.

Communications

DWP highlighted that they are reliant on the announcement from SG, however the
impact is minimal.

[Redacted] confirmed that communications for the Early Learning launch will be
handled to manage demand, and will not have the same level of proactive media as
Phase 1. Go-live will be announced but there are no ministerial visits planned for the
day.

Implementation/Operations

DWP raised the only concern in operations as that of awareness and ensuring staff
have the correct information, however they are working closely with communications
to manage this.

[Redacted] highlighted volumes as a the only major issue for SSSA during the
launch of BSG 1. Lessons have been learned from this, and there is a plan in place
for BSG 2, with recruitment complete and an operational plan formally in place.

Release management

[Redacted] updated that release management is currently on track, with a critical
plan in place. Programme board authority is delegated to Lisa Baron-Broadhurst.
The team are using a checklist to ensure that everything is in place to allow launch.
Contingency and governance was discussed — while it was agreed that the likelihood
of issues was low, issues can occur in any release.

[Redacted] queried what would happen if one or more of those with delegated
authority were not available and if more than one person with delegated authority
was required.

Other areas

Official Sensitive
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Scottish Government/Department for Work and Pensions

[Redacted] provided updates from a number of cross-cutting areas.
¢ Payments and processes — following same route as before. No need to update
DPA as the same types of data are being handled.
ID&V — no changes from Phase 1
Appointees — no changes from Phase 1
Residency — no changes from phase 1
Debt - debt case management system is now live, and the fraud strategy and
case system are now in place.

4-6 Pre-Mortem, Identify up to 5 most likely scenarios that could lead to failure and
brainstorm solutions

The worst case and most likely scenarios were identified:
e [Redacted]
o Issues with interfaces following launch as a result of not being able to test with
live-like data
e [Redacted]
e Problems with communications and/or delays to the signing of regulations

Following discussions across the group, it was agreed that the following two areas
would be prioritised for interrogation by the group as the most likely/severe

scenarios.
1. Issues with interfaces following launch as a result of not being able to test with
live-like data

2. Problems with communications and/or delays to the signing of regulations

The meeting split into two groups to interrogate and solutionise responses to items 1
and 2 before presenting back and identifying actions.

Scenario 1: Issues with interfaces following launch as a result of not being
able to test with live-like data (presented by AP)

Potential Reasons Potential Impacts Actions Required

Data appears to have Errors in claims and DWP to investigate if SG

loaded correctly but it is awards can view data in person

discovered post-launch

that some records are Potential increase in Script to unzip, decrypt

incorrect manual processing and load data has been
required tested

Live proving to be
completed between
midnight and 2am
following launch

Agency checks in place
on the morning of go live

Official Sensitive
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Consider introducing
guidance to check child
evidence before making a
decision

Post go-live processing of
live cases to allow testing
— cases can be received
from [Redacted]

Obfuscated data is
provided but issues could
be hidden as a result of
the obfuscation

No opportunity to correct
data issues that may
occur when live data is
loaded

DWP to see if itis
possible to obfuscate
data and provide to SG

Guidance for agency is
incorrect as a result of a
data or technical issues

Agency unable to
process cases resulting
in delays in processing
cases

Confirm what guidance is
required

DWP team in place from
8am post-launch to
correct issues

Issues with data import
require clerical evidence
to be sent to process
claims

Delays in processing
claims

Impact on mail room
Impact on Jobcentre Plus

staff receiving more
gueries

Reactive and proactive
communications to be in
place in case they are
required

Pro formas requesting
evidence to be drafted

Unable to get correct
data for over 2 days

Major backlog of cases
builds up

High Street staff available
as back up support to
process cases

Consider thresholds
before contingency of
clerical evidence is
invoked

Ensure mail room is
prepared for higher
volumes of clerical
evidence

Scenario 2: Problems with communications and/or delays to the signing of

regulations

Potential Reasons

| Potential Impacts

| Required Actions

Official Sensitive
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DWP not made aware of
go/no-go decision

DWP unable to prepare
communications for
launch, incorrect
communications

Regular communication
between SG and DWP to
update

DWP to receive update re:
delivery confidence from
SG

Differences in
messaging between
DWP and SG

Confusion for citizens,
Jobcentre Plus and SSS
staff

Agree lines to take and
information to be shared
with DWP

SG communications
continue to alert DWP
about key upcoming
releases

Delays in processing
claims

Delays to citizens in
receiving payment or
notification

Factsheets state 2-3
weeks or 12-21 days
required to process

Stakeholder toolkits to be
distributed

Twitter updates from SG
and stakeholders if there is
a high volume of
applications

Phone messages used if
high volume of
applications

Application form must be
taken down to prepare
for launch

Applicants unable to
apply for BSG during
launch weekend

Maintenance message
required for launch
weekend

Clerical application forms
available for download

Negative press around

Reputational damage for

Proactively release

demand/payment SG/DWP positive stats about
windows expected eligibility
Next steps

The group discussed future pre- and post- mortem planning and activity. It was
agreed an Early Learning post-mortem did not need to be held face-to-face and that
a short online survey to collected lessons learned would be circulated instead.

The group discussed the possibility of combining the pre-mortem for FEA (to be held
in July) with a post-mortem for BSG Early Learning and School Age payments

ACTION: [Redacted] and [Redacted] to arrange online lessons learned survey

Official Sensitive
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Action plan

Technology
Action Owner
[Redacted] to supply paper cases for testing [Redacted]
Determine threshold for number of applications in backlog [Redacted]
before requirement for clerical evidence is invoked
Provide baseline information for threshold determination CAD
Develop process for monitoring threshold [Redacted] CAD
Invoke the process, including floorwalkers and guidance Agency

Request launch standby support from Midnight to 2am from [Redacted]
DWP (data and analytics)

Request launch standby support from Midnight to 2am from [Redacted]
HMRC

Request key point of contact for first day from DWP [Redacted] and

[Redacted]
Request key point of contact for first day from HMRC [Redacted]
Preparation of communications plan to be used in case of [Redacted]
delays

Draft letter templates to request clerical evidence in case of [Redacted]

delays
Prepare mailroom for high volumes in case of delays, [Redacted],
including ensuring sufficient supply of envelopes [Redacted]

Prepare Jobcentre plus for high volumes of enquiries in case | [Redacted]

of delays

Brief senior leaders that they may be required to make [Redacted]

decision if backlog threshold is breached

Develop process for briefing Cabinet Secretary if backlog Lisa Baron-Broadhurst

threshold is breached

Official Sensitive
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Draft escalation route for briefings, including daily calls [Redacted]
Ensure senior group is available for launch and preceding [Redacted]
week
Supply DWP test scenarios from live data test [Redacted]
Seek approval to view DWP live data [Redacted]
Review operational guidance to identify if changes are [Redacted]
required
Assess risk appetite for changes to fraud processed if [Redacted]
backlog threshold is breached

Communications
Action Owner
Formalise checkpoints with DWP for go live [Redacted]
Share delivery confidence decision for go-live agreement [Redacted]

Share delivery confidence for go-live with Cabinet Secretary

Lisa Baron-Broadhurst

Share delivery confidence with DWP communications [Redacted]

Share Communications plan with [Redacted] [Redacted]

Ensure go-live milestones are in relevant diaries [Redacted]
Lessons learned

Action Owner

Arrange online lessons learned surveys for Early Learning [Redacted],

and School Age Payments [Redacted]

Official Sensitive



Date: 29 April 2019

From: [Redacted] Head of Live Running and Wave 1 Delivery
To: SLT Lisa Baron-Broadhurst, Alison Byrne and C3s

Cc: [Redacted]

Cc: (Social Security Scotland), [Redacted]

Dear Colleague,

Best Start Grant (BSG) Early Learning
Lessons Learned Workshops — From week commencing 06/05/2019

1. Background
As you aware, | am building a new team, led by [Redacted], to support the range of Lessons
Learned activities around Wave 1, Low Income Benefits.

An advert for a C1 Lessons Learned/ Continuous Improvement Manager will be published on 30
April with a closing date of 21 May 2019. To support [Redacted] in the meantime, | have engaged a
contractor, [Redacted] who started with us on 29 April 2019. [Redacted], who many of you know
already following his engagement with you to develop a Change Management Framework will also
support this work when he has capacity.

Although we are at an early stage in establishing a team and ways of working that suit all of us,
[Redacted] has been liaising with [Redacted], the Programme Management Office Lessons Learned
Lead and [Redacted], Social Security Scotland’s Organisational Culture and Strategic Relationships
Lead.

2. Key activities January - April 2019

Some of the activities that the team has been leading over the last few months include:

Jan to Feb | BSG Pregnancy and Baby Payment workshops brigaded by teams or
commonality. Service Delivery, Release and Testing, Agency/Model Office,
Communications/Stakeholders, Policy/ MI.

Review of CAS and BSG 1 Lessons Learned feedback and action plans from
teams across the programme.

Established liaison with Agency.

March Held 12, one-to-one interviews across the programme and with Agency leads.

April Attended DWP Pre-mortem for BSG Early Learning and School Payments hosted
by [Redacted].

Recruitment activities for Lessons Learned/Continuous Improvement roles.

Input to Audit Scotland Report on references to lessons learned.

BSG Pregnancy and Baby Payment Lessons Learned Submission to the Cabinet
Secretary. (25 April 2019).

[Redacted] drafted a Lessons Learned Position Paper which will be published in
early May.

3. Forward Look for May 2019
[Redacted] and [Redacted] will facilitate 6 workshops with a possibility of 2 mop —ups for Programme

and CDO teams to capture specific lessons learned from BSG Early Learning. We will also extend
an invitation to Agency Lessons Learned leads to attend a workshop.

[Redacted]



The following teams/business areas will be invited to workshops between 6 May 2019 and 7 June
2019:

Lib Team

CDO Teams

Business Analyst Team

Cross Cutting Support functions

Agency Change and Implementation Teams
Change & Release Management Team
Testing and Model Office

PMO, Assurance and Business Management
Senior Leadership Team

| am also aware that there are themes and lessons that cut across a number of teams such as
Testing and MI (see ‘Cross Cutting Support Functions’) and my team will be happy to take
questions and organise ‘mop-up’ sessions if required.

Workshops will last around 90 minutes and will explore:

e Update on the standards for capturing and acting on Lessons Learned,;

e Review previous successes in lessons learned and what actions are in progress; and

¢ Identify and action new lessons and opportunities to make things even better going
forward.

My team will work with Agency colleagues who will schedule their Lessons Learned activities once
they understand the volumes of applications following the launch of BSG Early Learning.

4. Lessons Learned Approach, action planning and communications

[Redacted] that my team is working with Agency leads and the Programme Management Office to
further strengthen how we identify, agree and act on lessons learned.

To help raise the profile of Lessons Learned activities, my team will be issuing monthly updates (2
page slide deck shown below ) across the Programme and to Social Security Scotland via
[Redacted].

You will note from the front page of this monthly update that we will establish a calendar of lessons
learned activities, set up a dedicated email address to gather lessons, refresh a lessons learned
log, which my team will maintain and we will set up reporting mechanisms.

| intend to provide SLT colleagues with more information in a draft Lessons Learned approach
paper and invite your comment and approval.

5. Contact
If you have any questions on the attached, pleases contact. [Redacted] @goV.Scot

[Redacted] will be leading this work but is awaiting a telephone number and a SCOTs account. My
C2 Leader, [Redacted] ([Redacted]@goV.scot) is on leave and returning on 20 May 2019.

[Redacted]

[Redacted]



Last updated — [Redacted] 29/4/19 @ 11.40 Message to be pasted into the warm up emails and
short version for the invitations.

1) Warm up email.
Date
Dear Colleague,

Best Start Grant (BSG) Early Learning
Invitation to a Lessons Learned Workshop

1. Background

As you will be aware, all Scottish Government programmes and projects must adhere to the
Programme and Project Management Principles and the last one on the attached list of ten is:
Lessons

We record lessons from our programmes and projects and share them with others so they
may learn from our experience.

2. Who we are

[Redacted], (Head of Live Running and Wave 1 Implementation) is building a new team to lead a
range of Lessons Learned activities around Wave 1, Low Income Benefits. The team will also work
closely with [Redacted], the Programme Management Office Lessons Learned Lead and [Redacted],
Social Security Scotland’s Organisational Culture and Strategic Relationships Lead.

3. Workshop

This invitation is to attend a workshop, specifically to learn lessons from BSG Early Learning
Payments which was launched on 29 April 2019. During May, we will be facilitating around 10
workshops for different teams.

Your contribution to identifying, analysing and agreeing actions is of critical importance — as it
ensures we are collaboratively supporting the lessons learned cycle and continuously developing
how we deliver the Social Security Programme. Topics we will cover will include:

e Update on the standards for capturing and acting on Lessons Learned,;

e Review previous successes in lessons learned and what actions are in progress;

¢ |dentify and action new lessons and opportunities to make things even better going
forward.

Please make every effort to attend this session as your feedback and experiences really do
count. If you are unable to attend can you please forward this invitation to someone in your team
who can provide information and accept actions on your behalf. As space may be tight, please do
not invite additional colleagues unless you check with me in the first instance.

[Redacted] and | will be your facilitators and we look forward to seeing you soon.

Best wishes

[Redacted] | Change Manager

Live Running Service Delivery | Social Security Programme Management and Delivery

2"d Floor, 4 Atlantic Quay, 70 York Street, Glasgow, G2 8JX
Tel. [Redacted] | Ext. [Redacted] | * [Redacted] @goOV.Scot

[Redacted]


http://www.scotland.gov.uk/Topics/Government/ProgrammeProjectDelivery/Principles

Message on the outlook invitations.
Date
Dear Colleague,

Best Start Grant (BSG) Early Learning
Invitation to a Lessons Learned Workshop

1. Background

You will have already received an email explaining the background to this invitation and please
feel free to bring that with you to this workshop.

2. Workshop

This invitation is to attend a workshop, specifically to learn lessons from BSG Early Learning
Payments which was launched on 29 April 2019. During May, we will be facilitating around 10
workshops for different teams.

Workshop Date xxx
Time - start and end
Location -

Your contribution to identifying, analysing and agreeing actions is of critical importance — as it
ensures we are collaboratively supporting the lessons learned cycle and continuously developing
how we deliver the Social Security Programme. Topics we will cover will include:

e Update on the standards for capturing and acting on Lessons Learned;

e Review previous successes in lessons learned and what actions are in progress;

¢ Identify and action new lessons and opportunities to make things even better going
forward.

Please make every effort to attend this session as your feedback and experiences really do
count. If you are unable to attend can you please forward this invitation to someone in your team
who can provide information and accept actions on your behalf. As space may be tight, please do
not invite additional colleagues unless you check with me in the first instance.

[Redacted] and | will be your facilitators and we look forward to seeing you soon.

Best wishes

[Redacted] | Change Manager

Live Running Service Delivery | Social Security Programme Management and Delivery

2"d Floor, 4 Atlantic Quay, 70 York Street, Glasgow, G2 8JX
Tel. [Redacted] | Ext. [Redacted] | * [Redacted] @goOV.Scot

[Redacted]



| essons Learned

Best Start Grant (BSG)
Early Learning

[Redacted]
Last updated. [Redacted] 22/5/19 @ 13:00
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BSG Early Learning

* Two parts to the meeting

— Lessons Learned as ‘business as usual’ and
continuous improvement.

— Specific lessons used and discovered during
delivery of the Early Learning Payment

W Scottish Government
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Background

“The programme continues to show a
commitment to reflecting on its progress and
learning lessons. °

“Learning from each benefit we have
delivered is important”
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Who are we?

A new team

Acknowledge lessons already learned and
actioned

Providing a framework

Enabling lessons learned and continuous
improvement as per ‘Skills for Success’

Producing a monthly update
Building on existing work

Encouraging feedback |
W Scottish Government
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Social Security Directorate — Social Security Programme

Live Running Service Delivery Team
Lessons Learned monthly update. Issue xxxx. Date xxxx

Purpose of this update: Contact us on:

Head of Live
RunqirgeﬁcjryWave (Add |eSSOﬂS |eamEd
| email address)

Live Running
Service Delivery Change Manager
Manager

Project Co Lessons Learned
Ordinator

Release Management

Want to add an entry to the Lessons Learned log at
Lessons Learned log? AXXX

Business Release
Manager

IT Release Manage

Lessons Learned calendar
Find this at AXXXX at AXXX

Lessons Learned library at
AXXX

Objective ID: [Redacted]

>4 The Scottish Government



Issue xx : Date xxx

Recent Achievements/Activities Forward Look

Key Meetings & Engagement Information

Feedback on this léfndaeﬁt:dogrgsstact us: add in the >I1 The Scottish Government



Experience

“‘Lessons Learned” is simply a structured
approach to collecting, collating, and using
our experience.

It looks at both successes and failures.

The objective Is to make future work
simpler and quicker.

The bonus Is that we can share the
benefits.

W Scottish Government
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Lesson Types

* The good bits! * The not so good bits!
— General “good — Requirements not met.
practice” — Operational problems.
— Innovative approaches — Implementation errors.
— The “why didn’t | think — Hidden errors.

of that!” moment.

W Scottish Government
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What do we do?

Collect
Collate

Analyse
Publish

W Scottish Government
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Draft Pro Forma

We have a simple Word document
No formatting needed

Fill in What you can

Share with others

When ready copy to Lessons Learned
— SoclalSecurity.LessonslLearned@qgov.scot

Suggest other ways to provide input

W Scottish Government
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mailto:SocialSecurity.LessonsLearned@gov.scot

Type of Lesson
(good practice, innovation, requirement
issue, error etc.)

Date first noticed

Who first noticed it

What was observed

What does this effect

Cause or Trigger

Early Warnings

Analysis and root cause

Action required
(pass on, remediation, prevention of
recurrence etc.)

Any other comments

>

Scottish Government
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Lessons Learned Manager

A gatekeeper

Looking for patterns and common issues
A Centre of Competence

Collating all information

Working closely with Agency colleagues
and PMO

Monthly updates

Action plan

W Scottish Government
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Continuous Improvement

A ‘Lessons Learned’ exercise is just a
single step In gaining experience.

Repeat it for everything you do.
Share the experience.

Tell others what you have learned, and
learn from their experience.

| essons learned and continuous
improvement are core ‘Skills for Success’
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Early Learning Payment

* A lesson from previous releases that led to
Improvements in ELP

« A ‘good’ lesson.
— General “good practice”
— Innovative approaches
* An ‘ Area for improvement’ lesson.
— Operational challenges
— Implementation errors.
— Hidden errors.
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Next Steps

Collate Feedback

Share summary

Draft key themes

Agree action plan and action owners

Ensure Lessons Learned activities are on
all plans.

| essons Learned email address

SoclalSecurity.LessonslLearned@gov.scot

W Scottish Government
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|[Redacted]

Prepared by : [Redacted]

email: [Redacted]@qgov.scot
ext: 'Redacted]
tel: 'Redacted]
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