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Accessing the virtual public meeting
Members of the public can observe all virtual public meetings of the City of London
Corporation by following the below link:
https://www.youtube.com/@ CityofLondonCorporation/streams

A recording of the public meeting will be available via the above link following the end of
the public meeting for up to one civic year. Please note: Online meeting recordings do not
constitute the formal minutes of the meeting; minutes are written and are available on the
City of London Corporation’s website. Recordings may be edited, at the discretion of the
proper officer, to remove any inappropriate material.

Whilst we endeavour to livestream all of our public meetings, this is not always possible
due to technical difficulties. In these instances, if possible, a recording will be uploaded
following the end of the meeting.

lan Thomas CBE
Town Clerk and Chief Executive
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Agenda Item 4

City of London Corporation Committee Report

Programme Sapphire (ERP) Update Report — November
2025

Committee(s): Dated:
Corporate Service Committee 03/12/2025
Subject: Public report:

For Information

This proposal:
e delivers Corporate Plan 2024-29 outcomes
e provides statutory duties
e provides business enabling functions

Providing Excellent Services

Chamberlain’s Department?

Does this proposal require extra revenue and/or No
capital spending?

If so, how much? N/A
What is the source of Funding? N/A
Has this Funding Source been agreed with the N/A

Report of: Caroline Al-Beyerty,
Chamberlain
Report author: Simon Gray, Chamberlain’s

Department

Summary

An update paper to the Corporate Service Committee on Programme Sapphire, which
is replacing legacy HR and finance systems with a modern ERP solution. The report
highlights the movement of go live from December 2025 to January 2026 to address
data issues and includes information on the plans to achieve that go-live.

Additional information is provided on the delivery of roadshows across the Corporation
and a commitment to deliver the demonstration of SuccessFactors as requested by

Committee in January 2026.

Recommendation(s)

Members are asked to:

e Note the report
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Main Report
Background

1. Programme Sapphire - Enterprise Resource Planning (ERP) Programme is the
project for the City of London Corporation to replace its current legacy systems; City
People (Midland i-Trent) for HR & Payroll and Oracle R12 for both strategic and
operational finance.

2. The new ERP Solution will modernise the technology we rely upon to deliver back-
office services. A vital component of the new ERP Solution is that it will support the
City of London Corporation’s culture change. It will promote and enable self-service
for all employees to access their information, provide access to real-time
information and enable informed business decisions.

3. The change workstream will be key to driving the success of the programme over
and above the technology, this is driven by the ‘adopt not adapt’ principle.

4. The Programme is delivering in 3 waves (see appendix 1 for the plan on a page):

Wave 1 Leaning Management System (April 2025) Q12025 Green -
Performance & Goals (May 2025) Complete
Recruitment (June 2025)

Wave 2 Core HR & Payroll (note movement from Dec 25 Q12026 Amber
to Jan 26)

Wave 3 Finance & Budget Management / Forecasting Q12026 Red

Business Case Initiate Design Build Cut over Operational
/ Explore ’ 4 Realize B

. Go Live % Continuous
Enapement iject Setup -’ - E‘) Leaming
RISE Value Roadmap & Readiness Innovation
Assessment Approach Check Assessment

4 ¥ W

Scope gldieesveognalre Cut Over Value
Identification system set up Realization

Current Position
HR & Payroll (Waves 1 & 2)

5. In October 2025 the hierarchy / establishment data was updated in City People in
support of the Ambition 2025 programme. These changes had to be reflected in
the planned SAP build as they caused issues in the planned “trial load” of data in
preparation for the planned December go-live (with the success rate at 38%)

Page 4



6. Given the high percentage of leave across the organisation over December the
decision was taken that rather than launch later in the month the solution would be
launch in January to provide better change engagement for staff

7. Programme Board were updated on the planned go live being the 19t °f January
with the 26" of January held in reserve in case of issues. The high-level plan is
shown below

November 25 December 25 January 2026 February 26
- : . 17% Jan 2026: £C Data Load res
New EC Pay2Forms & Interim EC to iTrent rekeying > A Vaiioton & Wese 2 Sraoka Testing Work In Progress

processes embedded Sign off by COL SMEs

21stNov 2025: £C Data Load
Validation and Sign off by COL SMEs

e Completa UAT & Ragression Tesing {ECSC, | 32 Dec2028ECOmLOad A\ (8™ 1an 2026+ Goo Go ecimon
6 Reports, Mobile & MS Teams) gfé’gﬁ%ﬁa‘;m“ ¢ Testing Sign o to Proceed to Go Live
¥ s
(U] ‘iﬁ' January 2026: Wave 2 Go Live
ECSC & Support Model Embedded within HR 9= Dec 2025: Go/No Go Decisionto
Proceed to Ci &CAB
Ops R Cutavear | HR Administrator, Super User & Support Desk Upskilling & Knowledge Transfer (Ongoing) >

EC Full Trial Data
Loads (T4)

EC Dress Rehearsal
Date Loads (T5)

EC PRD Data Loads

Data Migration

EC Go Live Critical EC PostGa Live Plan (inc
Changes Build & Test ECF prerequisites)

T5 System Provisioning & PRD System Prowisioning &
User Creation User Creation

RCM & ONB Config &
Transport Activities

EC Cutover Activities
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8. A revised cutover window (the migration from old to new) aligned to the above is
shown below:

Revised Proposed 'Cutover Period'

CityPeople: Final
Submissions for HR Data

“‘I"V Changes (Personal Data, Employee Central: All HR
Employment Data, Data Change in SAP
I Absence etc) Recruitment: Last Recruitment: Roles can be
! Recruitment: Final Opportunity to Create and Raised and Advertised in RCM
CityPeople: Final Submission for Creation of Advertise Roles for Wave 2
Submission for Org New Positions for post Go recommended 2 weeks in Concur: Expenses
Structure Changes Live Recruitment RCM Wave 1 Submission in SAP
|
¥
CityPeople: Janua CityPeople(HR): No CityPeople: Final CityPeople: Final Manager
Pay‘:oll Cﬂt Off Y Futr¥her |-||’R [()ata)Changes Expenses Submissions Expenses Approval

Recruitment: All Adverts Deadline*

in RCM Wave 1 Close

*If not approved by 31 Jan, all
CityPeople Expenses will need to
be re-submitted in Concur

9. From a functional perspective the solution is ready. The delayed go-live allows the
team to focus on the Al (Joule), MS Teams integration and launch of the new
Employee Central Service Centre (ECSC) solution as a single go live

10.For the same reason the launch of the new expenses solution was delayed to be
in-sync with the launch of the main employee central (HR) go live

11.For Committee reference this go live Is limited to City of London Corporation
employees. Traded services customers and those accessing payroll only (CoLP
and Pension) will be included in the payroll go-live and will not migrate at this time.

12.In line with the Committee request the team are looking to accelerate the
deployment of automation / Al as part of the transformation and plans will be
brought to Committee in Quarter 4 2025/26

13. The demonstration of the SuccessFactors solution to committee will be scheduled
for January 2026

14.During November the team have delivered roadshows across the Corporation. At
the time of the report nearly 500 people had attended with an 81% satisfaction
rating and 85% of attendees saying the information was clear

Simon Gray

Programme Director, Chamberlain’s Department

T: 07557 568016
E: simon.gray@cityoflondon.gov.uk
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