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Main objective

Official Sensitive

« To update Programme Board on progress since December 17 including
activities to identify, impact and prepare for Managed Migration Beta

testing from January 2019.

This paper covers:
Update since December 2017 Board presentation
High level E2E timetable
Strategy and Planning
Mobilisation
Organisation
Beta Entry Criteria
Preparation for Beta testing
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Managed Migration — Summary

« We are planning to commence managed migration in January 19 with an initial
beta test phase. The planned end date for completion of migration is now March
2023 (subject to final agreement with HMT).

» Changes for claimants who receive the ‘Severe Disability Premium’ (SDP) on
legacy benefits have added significant new features to the UCFS development
backlog. To manage this additional work, delivery of the Transitional Payment
(TP) calculator has moved to July 2019

« Ramp up of migration caseload has been adjusted to accommodate the changed
delivery schedule for the TP calculator with a reduced start-up volume, slower
incremental growth and lower monthly totals to March 2023

* The enabling legislative timetable has been adjusted as a consequence of the
SDP policy changes with a presentation of draft regulations to SSAC on June 20t
and legislation enacted by January 2019

» The following slides provide an update on the timetable and key work areas
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Managed Migration — High Level Outline Timetable

The High level outline timetable starts with a Beta phase in January 19 based on
identifying and migrating non Transitional Protection cases with the ability to change
or amend the award in the Full Service available from around July 19

The timeline will also be informed through learning together with prioritisation
discussions (eg 19/20 Efficiency Challenge and Policy Changes)

Number of households orientated

Jan Jul Feb Mar
19 19 21 23

Non TP > Test, Learn, Iterate and Deploy >
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Managed Migration — Strategy and Planning

Vision and Critical Success Factors

+ Detailed planning is maturing for the commencement of Beta. The planning context needs to
be driven by the vision and success factors, One Service organisation & Operating Model

Managed Migration Draft Plan; Entry into Initial Beta Testing

V011 01/06M18

UC st

Increase earnings of people on low incomes and reduce the number of workless
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dressing the perception that work does not pay)
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Reduce administration costs
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Detailed Planning Inputs to Commence Beta

- Suitn
High Level Scope of the Beta MVP in January 2019 (Draft)
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\

Rotry Criterta - Bets non-Transitional Profection Janwary 2019 {Oram)

sy Crneria - Beta non- Banaibonal rotection Sanary 018 (Draf)

4 The g g ot T75 ot e

4—‘

frb-mydniy
+ Migration Orchestration Service - Capabiy 1o seiect legacy clamants to bo mirated and w st
ond onto UC e g s covre s vt b s e, Craran ot ckon Cobemgne L)
. - Capabity theough leters, phone and ! bolid (rpes
SMS as par of the managed migration process Patcrn 1 Enpopnant, CAE. ks
. Caicutation of (TP) 5o that those . .
With TP can bo exclucded and ot migrated enatied by:

~Aocees o Loseey A, Clamon Evdence nermaten snd Contect Dl Accies o
logacy DWP, HMRC, LA
Jata Warshouse). Ac dota

~ Abeoss 4 UCPS Cuntiats (R st AP by frviin o g f o UCPS

. clamants dunng the
raton prooees Desaaby i Charges s logary sondons o e soqubes)

« Operationai Team — Mobiised in one Jobcentre and one dediceted Service Corire foam wihn
rmascrable ravet of Leeds One

Octal - Sensiave

Universal

PPROVIDING FINANCIAL SUPPORT FOR THOSE WHO NEEX
[« cabapr nage - ena nage v . .”"" - R SO
cpgese gl !
Tt ,,....,...‘.m::r-_ e

-} — A--n!...:...-..». .
R P B 0 B0 s - - s-—--——-——-t_d-..‘ y —-v--—-—‘-u-.&-.' )
- . o e i Lt /
e ey O S B T
- ST o T O T
= T e :

[Vt v oA T B
o w2

e b8
e
- bt L o ¢ =} —— .
o e
S B s | umm | amw | g | sepww | s | oswin | e | desssets | swegn |
=" ] Oy O | _;.:T;ﬂ:‘n..ma.«




Official Sensitive

Managed Migration - Mobilisation

» The most significant challenge in the Managed Migration Programme is the
mobilisation of 4 million claimants: to ensure that claimants respond to
communications from DWP by making a claim to UC at the right time

» The mobilisation campaign will

— Develop segmentations and approaches based on the 19 possible legacy benefit
combinations

— Base its approach on testing evidence
— Exploit all current relationships and contact points
— Learn lessons learned from previous mobilisation exercises

— Work closely with 3 party delivery organisations (eg CAB, MIND, Landlords etc) to
develop joint communications — recognising that claimants may have higher levels of trust
in these organisations

— Test the accuracy and robustness of our contact data
— Develop a repetitive and multichannel approach
— Engage the services of an external agency

Appendix A for plan
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Managed Migration — Organisation

« Director for Managed Migration in place supported by dedicated UC Programme
team and significant resources from Digital, Operations, Policy and other areas

* The (draft) organogram shown at Appendix B sets out the new structure for the
Managed Migration Programme

 Building on the success of UC Full Service approach the organisation is based on
the model of empowered teams developing product on the basis of a test and
learn approach

» The team blends together representatives from Operations, programme, product,
policy, HMRC, comms, legacy together with representatives from 3 party
delivery organisations
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Managed Migration — High Level Beta Entry Criteria

The Objective of the Beta Phase is to test, learn and improve the initial Managed
Migration Service and understand claimant behavior through a Minimum Viable
Product in a live environment.

Readiness will be assessed using a repeatable and proportionate process through
standard Programme governance and will assess:

* End to End Digital and agent led processes provide an effective test, have been
assured by key stakeholders and are in place and ready

« We have the legal authority to migrate legacy claimants to Universal Credit and
terminate their entitlement to Legacy Benefits

* The initial Beta site preparation and readiness is complete and our People and
Delivery Partners are ready

* The Managed Migration Beta Test Service is secure
» Our Delivery Partners and stakeholders have been consulted and are ready

» Test measures have been agreed and mechanisms for gathering and reporting all
relevant information are in place UC
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Managed Migration — Preparation for Beta Testing

» So far we have completed:-
— Early, low volume, testing of MM engagement process (Thorne JCP)

— First pass of Beta test entry criteria including test site identification (subject to
agreement with Operations)

— A story map identifying key development features and candidate phases

— A refresh of the assumptions, dependencies, risks & issues and governance
arrangements

— A test of automated letter production (2000 letters sent as part of Live to Full
transfer process)

» The plan shown at Appendix C sets out the next steps to commence Beta testing
in January 2019. The plan incorporates:-

— Legislative timetable

— Operating Model including Organisation Design

— Agreement of Beta scope and test sites

— Development of the TP calculator and testing data integrity/availability
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Decision Required

UC Programme Board are asked to:

Note that Regulations have been agreed with Ministers and the legislative
process instigated with a public announcement made on 7 June

Note that further analysis on the rollout timetable completed and extension
of the migration period to 2023 agreed with all stakeholders

Note that the Managed Migration Directorate formed with significant
additional resources deployed, further early testing and user research has
been completed with claimants and we have started development of the
Beta test phase approach and planning

To endorse our view that although there are significant challenges ahead
the Programme has laid good foundations for further progress

To provide any steers on areas of concern or risks that may arise as we
start detailed preparations for Beta testing in early 2019



Official Sensitive

Managed Migration — Appendix A

Draft mobilisation plan

July Aug Sept

MM Campaign - Agency Brief issued - procurement - appointed

Warm up - Stakeholder seminars — detailed engagement

High impact delivery partners

[low key approach]

Big Data/Insight — gather & analysis

Design of initial set implementation Comms products

10 UC



Managed Migration — Appendix B
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Appendix 3 Managed Migration Initial Beta Key Delivery Milestones

OFFICIAL-SENSITIVE

April May June July August September October November December January
Show & Tell* Show & Tell Show & Tell Show & Tell Show & Tell Show & Tell
Initi elivery Owner . . .
i i > Build Phase 1 Build Phase 2 Build Phase 3
PMk Paul McKeown
PL Peter Loosley
TC Tim Carter
JB James Bolton
BM Ben Medcalf
Ls Lara Sampson Initial Beta Early Initial Beta Full
Be O Readiness Assessment  Readiness Assessment UCTABIE ey
RDS Richerd D'Souza Initial Beta to proceed
= T Held - 15/11 TBC Held - 13/12 TBC (NoTP)— 09/01 (PMK)
sB Shelagh Brown (PMk) (PMk)
)
Initia;lgita dSPths ted Resource Req'ts for Geographic locations of %‘::T: Ag;r;;y kj?gﬁggl:?agf L&D Delivery L&D Delivery
:zt;itilssedea’n eds Ag‘;: 4 JCs&SCsbymonth iniial Beta JCs & SCs - Spep% e Complete - e Complete —
~ 08106 (BM) confirmed - 06/07 (PL)  selected — Aug (PL) (RDS) Sept (PR) Oct (PR) Dec (PR)
SSAC meeting  SSAC consultation . ) Parliamentary Regs come
‘- 20106 (JB)  starts - 25/06 (JB) SSAC consultation | | |Pariamentary debates ‘ debates ends - ‘ into force ‘
! ends — 14/09 (JB) start — 15/10 (JB) 20112 (JB) 1401 (JB)

Progress
update at PB —
14/06 (WM)

HVMRCUCITRel1  Comms
Delivery: Live Research/Insight
Implementation Date  Commences —
—15/06 (SB) June (RDS)
KE:  POLCY
| GOVERNANCE |

‘ DELIVERY & ‘
~ IMPLEMENTATION

Beta Test Delivery Timeline

1st Set Comms

Initial Data Integrity
Implementation Checklist
T&L Handover to
Implementation — 30/11 (TC)

UCFS P6 Deliverables
Delivered in Readiness for
Initial Beta — 19/12 (LS)

Impacted based on
Managed Migration Beta
Design — 28/09 (PMk)

Evaluation Framework
Established — 31/08 (GC)

be tested
agreed —

IOM Iteration . IOM lteration
04 Available - odict Seopng 0.5 Availzble
Begins- Sept
17/08 (PL) RDS) - 1910 (PL)
Managed Migration UC Operating Cost Model | Elements of Detailed

Organisational Design to

in initial Beta
19/10 (PL)

HMRCUC IT Rel 2
Delivery: Live
Implementation Date
-14/12 (SB)

Key Planning Assumption:
- UCFS TP Calculator (& Erosion Functionality) to be
delivered in P7 UCFS backlog (December 2018 to June 2019)




