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CASE STUDY

Triad delivers seamless
communications transition to BEIS

A leading UK government department, plus the agencies and public
bodies that it works with, wanted to radically reimagine the way
end users communicated, to reflect the new world of working

more flexibly, agilely and remotely. In particular, it meant migration
from landlines, office-based working and face-to-face meetings to
operating seamlessly via mobiles, laptops and digital collaboration.
The client opted to move to O2 for mobile telephony, and
Microsoft for the provision of Microsoft Teams and Teams Calling
plans. Both O2 and Microsoft were able to offer technology that
was proven and readily available. To plan, coordinate and deliver
the changeover, they chose Triad. As well as having the necessary
expertise and human resources, we have a proven track record in
delivering digital change, and in achieving public V

sector transformation.

About the client

Our client was the Department for Business, Energy and Industrial Strategy (BEIS). This UK government body’s

responsibilities also extend to promoting clean growth and countering climate change.

Because they take their technology lead from BEIS, the project involved a further government department, the

Department for International Trade (DIT), plus several other smaller-scale agencies and public bodies, including GO-

Science, the Low Pay Commission and the UK Space Agency.
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The challenge

There were two major challenges. The First was that we were dealing not with one organisation
but several. BEIS provided their core technology, but each partner organisation had its own
systems, approaches and needs. The project required us to prepare for, organise and undertake
the migration across all these organisations. We also had to do so in such a way that they would
have a degree of autonomy and greater capacity for independent operation in the future.

The second main challenge was that we needed to ensure seamless sell-in and hands-on
migration for 11,000 end users across these organisations. These were based across 13 sites in
the UK, with many also working at least part-time from home, and some travelling as part of their
job negotiating trade. Others were based in over 20 countries around the world.

Users were tech-savvy to varying degrees, their backgrounds as diverse
as corporate and legal services, plus science, health, environment

and finance experts. They also included government ministers and
secretaries of state.

The task involved not just informing this vast array of end users but educating them — and also
persuading them to individually make technical changes in the right way and at the right time.
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The solution

There were three core phases: preparation and surveying, giving end users the necessary
technology, and the actual migration.

Our first step was to prepare the 11,000 end users. After initial testing, we opted for regular,
physical SIM cards rather than eSIMs. That meant that each user required a new SIM card and
they needed to be primed on this. They also had to provide details of their current mobile
phone and preferred delivery address. We created a simple, clear survey, designed for maximum
response. It achieved initial completion and submission of over 80% — an unprecedented level of
returns.

With extra prompting, that figure reached over 90%. With further reminders and other
approaches we were able to increase the response rate still further until we were in a position to
be able to perform all possible migrations successfully.

The next step was sending end users their new SIM card in a special pack and ensuring they
confirmed receipt. The pack included detailed but clear instructions — it was also made clear that
they shouldn’t attempt to instal it before their planned migration. Again, we carefully planned
this, sending out cards in staggered stages to ensure smooth delivery shortly before migration.
Sending too early would be as much of an issue as sending too late, as the reason for sending
them could be forgotten and the cards mislaid.

The final stage was the actual migration of end users. This was on a small scale at first to smooth
out any issues, with the main migration taking place at a rate of up to 1,200 end users a week. As
well as the actual back-end migration, each user had to install their new SIM card correctly and at
the right time. A big part of our task was in ensuring that they did this.

At each stage, we provided all necessary support to our client and their partners, and to their
11,000 end users. That included a comprehensive level of necessary expertise, including project,
programme and delivery managers to roadmap, organise and deliver the migration, as well as UX
professionals to create and analyse research, and to create user flows.

To reassure, educate and support end users, we delivered online information via an intranet hub
right from the outset, as well as comprehensive information within the pack. That included step-
by-step guides and simple visual diagrams, plus a helpline which users could call and an email
address they could contact for support. Once users filled in the survey, they were also updated
with regular text messages.
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The result

@ “The instructions could not have been clearer; the alerts from a few days before

were regular and clear; the changeover straightforward (to my surprise);...So thank
you to all involved, a smart bit of change management.”

- Georgina BalmForth | Deputy Director, Policy & Operations, DIT - ECJU

Following the success
of this migration, the
next phase will focus on

Microsoft Teams, enabling
users to virtually meet and
collaborate seamlessly.
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