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Document Management

1.1 Contributors

	Role
	Organisation 
	Name

	Project Manager (Owner)
	ISA Project Services
	Jill Nicoll

	Project Sponsor
	Finance
	Liz Welch

	Business Project Manager
	Finance FIS/Payroll
	Pamela Blair

	Business Area Manager
	Finance Payroll
	Kathy Chappell

	Business Area Manager
	HR
	Susan McLaren

	Business Analyst 
	ISA Project Services
	Sue Woodger

	Senior Analyst/Developer
	ISA Config Team
	Alyson Shaw

	Support Analyst
	ISA Applications Support
	Ana Heyn

	Development Technology team manager
	ISA Dev Tech
	Iain Fiddes

	Technical Architect
	ISA Dev Tech
	Mark Lang


1.2 Version Control

	Date
	Version
	Author
	Section
	Amendment

	20/07/12
	1.0
	Jill N
	All
	Initial draft

	30/07/12
	1.1
	Jill N
	All
	Updates resulting from ToR review meeting

	01/08/12
	1.2
	Jill N
	All
	Updates resulting from feedback on version 1.1:

Alyson S: 
· items previously listed under intangible costs (section 3.1.1) now moved to explain project category (section 2.5)
Pamela B: 
· noted possible change to HMRC deadline for RTI (section 2.1)
· all references to system changed to “Oracle R12”

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


PROJECT OVERVIEW

1.3 Executive Summary  
HMRC have changed the PAYE reporting regulations:  
Currently, Finance sends an annual Tax Year End return to HMRC each April, for the Tax Year just ended.  
From Tax Year 2013-14, employers are required to provide this information in real time, in conjunction with their regular employee pay runs.  This Real Time information (RTI) will be a fundamental change for all employers in the UK.  The new system for reporting employee pay, tax and National Insurance details will be the biggest change to the operation of PAYE since it was introduced in 1944.  Rather than submit summary details at the end of the tax year, employers will be required to communicate them to HM Revenue & Customs (HMRC) every time a payment is made to the employee.

HMRC has identified up to 106 potential pieces of information to be transmitted under the RTI programme.  36 of these are new items.  In addition, the data must be specifically linked through a code (called a “hash”) to the BACS payment made to the employee.

In April 2013, two separate deliverables will therefore be required, in order to meet HMRC regulations:

1. The annual Tax Year End return, for tax year 2012-13.
2. The changes required to support the new real-time returns, for tax year 2013-14 onwards.  (HMRC have indicated that the deadline for this deliverable may be delayed until later in 2013.)
This project will confirm the Terms of Reference for the scope outlined below.  A follow-on 2012-13 project, under the HR-Payroll programme, will then take the agreed requirements forward to the technical and delivery stages.
1.4 Business Objectives and Project Deliverables
This Terms of Reference covers three separate project Proposals:

AP12-003 (FIN) – PAYE Real Time Information
AP23-005 (HRS) – HR Tax Year End 12/13
AP23-007 (HRS) – Real Time Tax Year End / Real Time Information
(AP23-007 appears to be an updated version of AP12-003)

The objectives below will be delivered not by this project, but rather by the follow-on project in planning year 2012-13. 
	No
	Description 
	New or Changed (Y/N)

	O1
	Proposal AP23-005

Successfully complete the Tax Year End process for the 2012-13 tax year:
	N

	D1
	Clone the Oracle R12 Live database and application into Oracle R12Dev and Test
	Y

	D2
	Upgrade the Oracle R12 database with Oracle’s Security Patches
	N

	D3
	Upgrade the Oracle R12application with Oracle’s latest Family Pack 
	N

	D4
	Upgrade the Oracle R12application with Oracle’s latest Legislative Patches 
	N

	D5
	Apply any application or output form changes required for the submission of the Tax Year End return (e.g. P60 form changes)
	N

	D6
	Timely submission of Tax Year End return for 2012-13 to HMRC
	N

	D7
	Apply any Oracle patches arising from the UK Budget of March 2013
	N

	
	
	

	O2
	Proposal AP23-007

Apply all patches and updates to the Oracle application to meet RTI requirements:
	N

	D1
	Upgrade Oracle R12 database
	N

	D2
	Upgrade Oracle R12 application
	N

	D3
	Start-up of RTI submissions for 2012-13 to HMRC
	N


Reasons for changes:

Objective 1, Deliverable 1:  Clones were provided under Support for the previous Tax Year End project.  However, they will be included in this year’s project.  The IS Applications Technical Architect and Support Analyst have recommended that clones be completed before any patches are applied to Dev or Test.

Proposal AP23-007 also had a deliverable to upgrade the University’s HMRC file transfer process.  However, this deliverable has been removed from project scope.  It will be managed independently by Finance.  If any IS support is needed for this upgrade, then it will be resourced from the 2012-13 Finance Support budget.
All patches will be provided by Oracle, under the terms of the University’s existing service agreement.

The Oracle patches are available only for the R12 version of the software.  No patching work should start until after the Dev and Test environments have been cloned from Oracle R12 Live.  This project is therefore dependent upon the successful and timely delivery of the Oracle R12 upgrade project.

1.5 Scope

The Scope of the current project is:

· To provide an approved Terms of Reference that will feed into the 2012-13 follow-on project
The Scope of the 2012-13 follow-on project is:
· Clone Oracle R12 Live to Dev and Test

· Apply any Oracle security patches.

· Apply the annual Family Pack of Oracle patches.

· Apply all Oracle patches required to support the 2012-13 annual Tax Year End submission to HMRC.

· Apply any Oracle patches arising from the UK Budget of March 2013.

· Apply all Oracle patches required to support the 2013-14 Real Time Information submissions to HMRC.
The following are outwith the scope of the projects:
· Any in-house configuration changes to the Payroll system, beyond those required for Objective 2, Deliverable 5. 

· Any involvement in upgrading of the method of securely transmitting files to and from HMRC.  

1.6 Milestones

1.6.1 FIN082: 

	Milestone
	Description
	Date
	Type (& Reason if Required)

	Planning 
	when the project Terms of Reference and associated documents will be signed off
	01/08/12
	Soft




1.6.2 Follow-on Tax Year End & Real Time Information Project: 

	Milestone
	Description
	Date
	Type (& Reason if Required)

	PPDR 
	when the design of the proposed solution will be signed off
	n/a
	No changes are expected to the existing Oracle R12 TAD.

	R12 project deploys to Live
	When the Oracle R12 Upgrade project deploys to HR Live.


	06/11/12
	Hard

Prerequisite for start of work on Tax Year End / Real Time Information project.

	Clone HR from Live  to Dev
	When the Oracle R12 Live deployment will be cloned to Dev.
	16/11/12
	Hard.
Prerequisite for Dev patching. 

	Clone HR from Live  to Test
	When the Oracle R12 Live deployment will be cloned to Test.
	29/11/12
	Hard.

Prerequisite for Test patching. 

	PPBR 1 – Security Patches
PPBR 2 – Family Pack
PPBR 3 – TYE patches
PPBR 4 – RTI patches
PPBR 5 – Budget changes
	when the patches will be signed off in Dev
	20/11/12
17/12/12
11/02/13

11/02/13

end of April

	Soft

Depends on Oracle R12 upgrade completion, and when Oracle release the various sets of patches 

	PPIR 1 – Security Patches
PPIR 2 – Family Pack
PPIR 3 – TYE patches

PPIR 4 – RTI patches
PPIR 5 – Budget changes
	when the patches will be fully integration tested and signed off by the technical team
	03/12/12

14/01/13

25/02/13
25/02/13

mid-May

	Soft

Depends on Oracle R12 upgrade completion, and when Oracle release the various sets of patches 

	ASoR 1 – Security Patches
ASoR 2 – Family Pack
ASoR 3 – TYE patches

ASoR 4 – RTI patches

ASoR 5 – Budget changes
	when the patches will be fully acceptance tested and signed off by the customer and user community
	10/12/12

25/01/13

11/03/13
11/03/13

early June

	Soft

Depends on Oracle R12 upgrade completion, and when Oracle release the various sets of patches 

	Deploy 1 – Security Patches
Deploy 2 – Family Pack
Deploy 3 – TYE patches

Deploy 4 – RTI patches 

Deploy 5 – Budget changes
	when the patches will be deployed in the live environment
	18/01/13
15/02/13
05/04/13
05/04/13

mid-June
	Hard *
Legislative requirements

	DSoR 1 – Security Patches
DSoR 2 – Family Pack
DSoR 3 – TYE patches

DSoR 4 – RTI patches

DSoR 5 – Budget changes
	when the patches will be signed off following successful deployment
	01/02/13
01/03/13
19/04/13
19/04/13

early July

	Soft


	Closure 
	when all closure activities will be completed
	late July
	Soft



* The actual deployment dates will be confirmed with the Payroll Business Manager when the 2013 Payroll timetables become available.

1.7 Category 
Planning year 2011-12 project FIN082 is an Essential External project.  

The planning year 2012-13 follow-on project will be an Essential External project.

Reasons for the above category are:

· The reputation of the University would be severely adversely impacted if the legislative requirements of this project were not met by 6th April 2013.
· Oracle 11.5 will become unsupported by Oracle from April 2013.  That is, the Payroll system would be unsupported by its provider if the legislative requirements of this project were not met by 6th April 2013.

· The Payroll cannot be run in Oracle R12 until all legislative patches for Tax Year End have been applied.  Therefore, salary payments to staff could not be made from April 2013 if the legislative requirements of this project were not met by 6th April 2013.

PROJECT IMPACT

1.8 Cost Benefit Analysis

1.8.1 Five Year Costs

Proposal Estimates:

	Tangible Costs Summary (£ 275 pd):

	5 Year

Summary

	IT Services i.e. IS staff, hardware, software and services
	Support Group Staff Costs
	College Staff Costs
	Total

	Costs - PAYE
	£ 20,625
	£ 11,000 
	£ 0 
	£ 31,625

	Costs - TYE
	£ 34,375
	£ 17,325
	£ 0 
	£ 51,700

	Costs - RTI
	£ 32,450
	£ 17,325 
	£ 0 
	£ 49,775

	Costs - Total
	£ 87,450
	£ 45,650
	£ 0 
	£ 133,100


ToR Estimates: 

	Tangible Costs Summary (£ 275 pd):

	5 Year

Summary

	IT Services i.e. IS staff, hardware, software and services
	Support Group Staff Costs
	College Staff Costs
	Total

	Costs - FIN082
	£ 4,950 
	£ 1,375 
	£ 0 
	£ 6,325 

	Costs - 12-13 project
	£ 40,700 
	£ 13,750 
	£ 0 
	£ 54,450 

	Costs - Total
	£ 45,650
	£ 15,125
	£ 0
	£ 60,775


	Intangible Costs

	Cost
	Assumptions


1.8.2 Procurement Costs and Approach

	Procurement Costs - 4 Year Summary

	
	Hardware
	Software
	Services
	Total

	Costs 
	£ 0 
	£ 0 
	£ 0 
	£ 0 

	Assumptions
	It is assumed that all required database and application patches will be provided within the scope of the University’s existing Oracle service contract.  No costs are therefore anticipated for the TYE/RTI project.


1.8.3 Funding 

Planning year 2011-12 project FIN082 will be funded from the Finance programme budget.

The planning year 2012-13 follow-on project will be funded from the HR-Finance programme budget.
Funding for the resourcing of these projects has been secured through the Annual Planning process.

1.8.4 Five Year Benefits

	Tangible Benefits Summary

	5 Year

Summary

	IT Services
	Support Groups
	Colleges (including Students)
	Total

	Benefits
	n/a
	n/a
	n/a
	n/a


n/a:  No staff cost savings are anticipated.  

These are Essential External projects, required in order to satisfy legislative requirements.
	Tangible Benefits

	Description
	Saving
	Total

	n/a
	
	


	Intangible Benefits

	Benefit
	Assumptions

	n/a
	


Updated Project Cost Benefit Workbook (secure)
1.9 Impact

	Service or Project
	Description of Impact or Dependency
	Project/Service Manager Aware (Y/N)

	n/a
	This project is not expected to impact any other projects, or on any other ISA service.
	


1.10 Dependencies
This project may be impacted by the following projects and services:
	Service or Project
	Description of Impact or Dependency
	Project/ Service Manager Aware (Y/N)

	HR R12 Upgrade
	This project is dependent upon the successful and timely delivery of the Oracle R12 upgrade:

· The Oracle patches that this project seeks to apply are available only for the R12 version of Oracle.

· This project strongly recommends that the Live Oracle R12 system be cloned into Dev before patching commences in Dev.  This is to ensure consistency between the Dev and Live systems to which the patches are being applied.  
As a worst case scenario, if the Oracle R12 deployment to Live is delayed beyond 6th November, then patching may have to start in Dev without the clone from Live.  The Project Sponsor has accepted the risk of this scenario.  
· This project has a prerequisite that the Live Oracle R12 system be cloned into Test.  This is to ensure consistency between the Test and Live systems to which the patches are being applied.  It is also to provide UAT testers with meaningful test data.  

The risk of applying patches to a Test system that is inconsistent with the Live environment is too great a risk for the project to accept.  Patching will not commence in Test until the Clone from Live has been completed.

· The current target date for Oracle R12 deployment to Live is 6th November 2012.  This leaves only 5 months (minus 2 weeks for Christmas closure) for all of this project’s patching phases to be completed.  This is very tight, and is a project risk.

	Y

	Salary Award processing
	This project requires that key Payroll resources are available to perform UAT testing during the tight timescale between the Oracle patches becoming available and the delivery milestones.  

However, it is believed that at least some of these timeslots may coincide with the critical period during which the Payroll staff are required to process the University’s annual salary award.

 
	Y

	Auto Enrolment
	As above, for Payroll resources.
	Y

	eRecruitment
	The project’s Config team resource is heavily committed to this project.  
	Y


1.11 Risks
	No

Date Raised 
	Description
	Impact / Probability 
	Risk Management Approach

	1

04/07/12
	Plan to run both the TYE and the RTI proposals as a single project.

Resulting risk of confusion between the two proposals in the parallel delivery.  


	Medium / Low
	Retain.

Reduces risk of clashes between two separate projects.  Allows closer control, by same PM.

	2 04/07/12
	Two different sets of requirements are both required for the same delivery date.

Resulting risk of incompatibility between the two sets of requirements.


	Medium / Medium
	Retain.

The legislative requirement is to deliver both together.

	3
04/07/12
	Risk that Oracle R12 upgrade delayed.

Resulting risk of delay to start of HMRC patching.


	High / Medium – Oracle R12 is not a priority zero project.
	Reduce.

Request high priority for Oracle R12 upgrade project, due to impact on this (EE) legislative project.


	4 04/07/12
	Risk that ISA resource not available when needed by project plan.
Resulting risk of project slippage.  

Ultimate risk of failing to meet legislative deadlines


	High / Low –
Historically, resourcing has not been an issue.
	Reduce. 

Request high priority for HMRC project.

	5 04/07/12
	Risk that Payroll resource not available when needed by project plan.

Resulting risk of project slippage.  

Ultimate risk of failing to meet legislative deadlines.


	High / Low –

Historically, resourcing has not been an issue.
	Retain.

	6

04/07/12
	Risk that Oracle patches not available when needed by project plan.

Resulting risk of not enough time to UAT test.


	High / Low –

Historically, delivery times have been satisfactory.

 
	Share with Oracle

	7
04/07/12
	Risk that HMRC continue to change requirements, beyond the date by which changes can be applied and tested, and the milestones still met.
Resulting risk of not enough time to UAT test, and /or of not meeting milestones.


	High / High 
	Share with HMRC

	8
04/07/12
	Difficulty of fitting the Live deployment dates into the busy Payroll Live business processing timetables.

Resulting risk of not being able to meet milestones.


	Medium / Low
	Retain.

	9
04/07/12
	Change-over from Apps Mgt to Config team for application patching.  Current understanding:
· Ana to assess Oracle documentation and plan application patching; Alyson to shadow.

· Alyson to perform patching; Ana to mentor/advise.
Risk of confusing responsibilities.  


	Medium / Low
	Retain.

	10

30/07/12
	Risk that Finance may require IS support for its independent activity of upgrading its file transfer process.  

(This activity has been removed from project scope.)

 
	Low / Low
	Transfer to Project Sponsor’s Support budget.


Link to Project Risk Register
PROJECT ORGANISATION

1.12 Roles and Stakeholders
	Role
	Who
	Responsibilities

	Project Manager
	Jill Nicoll
	

	Programme Manager 
	Rhian Davies
	

	Project Sponsor
	Liz Welch
Terry Fox
	Finance sponsorship
Finance (Payroll & Pensions) sponsorship

	Business Area Manager
	Pamela Blair
	

	Payroll Manager
	Kathy Chappell
	Specifies dates on which Live deployments may be applied.
Arranges for data entry of any new fields required by project.

	HR System Owner
	Susan McLaren
	

	Legislative body
	HMRC
	Specifies legislative requirements

	Provider
	Oracle
	Provides HR system patches to meet the legislative requirements.


Additional information on Roles and Stakeholder information is also provided in the Project Roles, Project Stakeholder Map and Stakeholder Communication Plan.
1.13 Methodology Compliance

	Methodology Stage
	Standard Stage Sign-Off
	Project Approach 

	Planning
	Approval by Project Manager, Project Sponsors and IS Applications Management Team (WIS)
	Standard.  
ToR review meeting with stakeholders.

Business Area Manager may be authorised to represent Project Sponsors.

	Business Analysis
	Peer Project Analysis Review (PPAR)
	N/A – no business analysis required

	System Analysis & Design
	Peer Project Design Review (PPDR)
	N/A – no system analysis or design required.  No changes expected to Oracle R12 TAD.

	Build
	Peer Project Build Review (PPBR)
	Patches applied by Dev Tech and Config.

Tested in Dev by Config.

Sign-off by email.

	Integration
	Peer Project Integration Review (PPIR)
	Patches applied by Dev Tech and Config.

Tested in Test by Apps Mgt and Config.

Sign-off by email.

	Acceptance
	Acceptance Sign-Off Review (ASOR)
	Standard.  

UAT review meetings, to confirm sign-off to deploy to Live.

	Deployment
	Deployment Sign-Off Review (DSOR)
	Sign-off by email.

	Closure
	Closure Review and Approval by Project Manager, Project Sponsors and IS Applications Management Team
	Closure questionnaire distributed for feedback.  Closure document based on responses.

Sign-off by email.

Business Area Manager may be authorised to represent Project Sponsors.


1.14 Resources

1.14.1 Project Resource Estimates
	Original Estimate
	Revised Estimate
	Reason for Revision

	IS Applications Staff Resource 
	
	

	PAYE - 75

TYE – 125

RTI - 118
	FIN082 - 18
Follow-on Project - 148
	The ToR’s terms are different to those of the three proposals.

	Support Group Staff Resource
	
	

	PAYE - 40

TYE - 63

RTI - 63
	FIN082 - 10
Follow-on Project 1 - 50
	The ToR’s terms are different to those of the three proposals.

	College Staff and Student Resource
	
	

	0
	0
	

	Hardware Software and Service Costs 
	
	

	£ 0
	£ 0
	


Updated IS Applications Staff Resource Estimate.

1.14.2 Post Project Resource Estimates
	Original Estimate
	Revised Estimate
	Reason for Revision

	IS Applications Staff Resource 
	
	

	0
	0
	

	Support Group Staff Resource
	
	

	0
	0
	

	College Staff and Student Resource
	
	

	0
	0
	

	Hardware Software and Service Costs 
	
	

	0
	0
	


Payroll and Tax Year End are already covered by existing support arrangements.

1.14.3 Dedicated Project Team?
Does the Project Manager recommend that the project be assigned a dedicated Project Team?   NO

1.15 Project Plans

Updated Project Plan – for FIN082 project only.
1.16 Communications

	Who
	What
	When
	By Whom

	Project Sponsors
	Programme Report
	Monthly
	Programme Managers

	Programme Managers
	Programme Reports
One-to-One
	Monthly
	Project Manager(s)

	Payroll director
	Progress updates
	Ad hoc
	Business area managers

	Pensions manager
	Progress updates
	Ad hoc
	Business area managers

	Business Area managers
	Project meetings, to be scheduled according to the needs of the project
	Regularly, as needed
	Project Manager(s) and ISA project team


Updated Stakeholder Communications Plan. 
1.17 Out of Hours Working

Under prior arrangements, if a live deployment is expected to require more than 2 days of system downtime, then consideration will be given to out of hours working.   

It is not currently known how long the various sets of Oracle patches will take to load.  Estimates will be provided following the deployment to Development.  Each batch of patching is not expected to take more than 2 days.  However, the down-time for all patching will be scheduled to start on a Wednesday evening, to allow for a contingency overrun into the weekend.  
Evening working will be required.  Weekend working may be required.  TOIL will be provided.

No other out of hours working is anticipated at this time.

1.18 Additional Information 
HMRC information (website)
Live deployments must be scheduled to avoid conflict with the Payroll timetables.  These are:

· October 2012
· November 2012
· December 2012
Payroll timetables are not yet available for 2013.
2 TOR APPROVAL
2.1 Approval Checklist 

	Check List Item (ToR Reference)
	Quality Criteria
	Complete Y/N
	Reviewed By

	Category and Billing Arrangements
	· Category correctly assigned 

· Billing arrangements agreed with all parties
	Y
Y
	Jill N

	Scope, Objectives and Deliverables (2.2, 2.3)
	· Boundaries for project clearly identified.  

· Objectives and deliverables clearly identified.
	Y

Y
	Jill N

	Milestones (2.4)
	· All milestones identified 
	Y
	Jill N

	Costs (3.1.1)
	· Five year costs identified including any recurrent costs  
	Y
	Jill N

	Procurement Approach (3.1.2)
	· Procurement approach identified and in line with established best practice
	Y
	Jill N

	Funding 
	· Sources of funding identified 

· Funding secured

· Any special payment terms identified
	Y

Y

Y
	Jill N

	Benefits (3.1.4) 
	· Five year benefits identified and realistic. 

· Realisation approach stated 
	n/a


	Jill N

	Project and Service Impacts (3.3)
	· Impacts identified

· Project/Service management aware 
	n/a
	Jill N

	Risk (3.4)
	· Risk Register complete 

· Highest Impact/Probability risks identified

· Clear and sensible Risk Management  Approach
	Y

Y

Y
	Jill N

	Roles and Stakeholders (4.1)
	· Project Roles identified

· Evidence of appropriate Project Sponsor commitment 

· Evidence of IS awareness and commitment

· Evidence of customer engagement 
	Y

Y

Y

Y
	Jill N

	Resource Estimate (4.3.1)
	· Credible estimate completed with appropriate engagement of all parties

· Assumptions clearly stated 

· Required actions taken where estimate exceeds original project proposal estimate 
	Y

Y

n/a
	Jill N

	Project Plan (4.4)
	· Project plan exists and is credible

· Evidence that plan will be used to drive the project 
	Y (project 1)

Y
	Jill N


2.2 Approval Record 

	TOR Raised By
	Jill Nicoll 

	Date Raised
	20/07/12

	Date TOR Reviewed
	30/07/12

	Date TOR Approved
	01/08/12
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