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The Environment Agency (EA) is embarking on the Strategic File Management (SFM) project, aimed 
at delivering a centralised solution for managing asset management (AM) files throughout their 
lifecycle. The current file management system is fragmented, with no single repository or 
standardised processes to manage AM files. Over 80% of the identified issues are related to 
processes rather than technology, underscoring the need for a comprehensive change 
management approach to facilitate successful adoption of the SFM solution. 

To achieve this, the EA requires the support of change management expertise to help develop and 
execute a robust change management plan, focusing on engaging stakeholders, aligning business 
case development, and supporting the creation of a costed and structured change plan that aligns 
with the overall project objectives and benefit realisation plans. 

 
The Methods Business Change and Transformation team will employ a collaborative approach, 
working closely with the EA project team and stakeholders. The engagement will include 
workshops, meetings, and regular check-ins to ensure alignment and progress against the plan 
and outlined deliverables. 

 
Objectives: 

1. To develop a change management plan that supports the SFM project, ensuring that 
process improvements are effectively implemented across the EA. 

2. To provide change expertise in supporting the development of key change elements within 
the Outline Business Case (OBC) and Full Business Case (FBC), focusing on capability 
building, stakeholder engagement, and business process improvements. 

3. To enhance stakeholder engagement at all levels, including senior leaders, community 
groups, and across different business units. 

4. To create a comprehensive communication and engagement plan to support change 
adoption. 

5. To align change management efforts with EA's strategic goals, and ensure adherence to 
best practices and standards, including ISO 19650. 

6. To ensure the right changes related to people and processes are carried out within the 
business to facilitate the successful implementation of the SFM solution. 

1. Background 
 
 

 
2. Statement of services 

Objectives and outcomes to be achieved 
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- Lead engagement with relevant stakeholders and ensure this work is professionally 
planned and executed, and that change management principles are applied. 
- Define the gap between the ‘as is’ and where the project needs the business to be 
to ensure successful implementation of the SFM solution (extensive analysis and 
mapping of the current processes has already been carried out as part of the SFM 
project and will be available). 
- Identify where and why there may be resistance to change and develop ways to 
tackle this. 
- Develop and execute a Change Management Plan along with other relevant plans 
(detailed in deliverables below) establishing a clear roadmap to ensure the necessary 
business change occurs. 
- Provide strategic input and guidance on business case development from a 
change perspective, focusing on both capability building and technology adoption. 
- Support the facilitation of workshops and meetings with stakeholders to gather 
feedback, address concerns, and build consensus on the SFM solution. 
- Monitor and report on engagement activities, ensuring alignment with project 
objectives. 
- Perform change impact assessments to identify areas of resistance, readiness, and 
potential risks. 
- Develop mitigation strategies to address identified risks and barriers to change. 

Scope 
 

 

 
Assumptions and Dependencies 

• All PPM service delivery will be aligned with central Defra portfolio directorate standards and also EA 
FCRM expectations and approaches where defined and appropriate. 

• Methods staff will have access to key stakeholders who are required to deliver the work, who will 
engage meaningfully and promptly to provide information to support the outcomes. Including to 
but not limited to Portfolio Manager, Programme Manager and Outcome Delivery Board owner. 

• Relevant stakeholders will engage with pre and post workshop self-assessments. 
• All relevant stakeholders will be available as necessary for the purposes of knowledge transfer and 

the transfer of responsibilities and that key topics of interest will be identified and communicated to 
Methods team for this purpose. 

• Leadership across the programme is aligned in approach and thinking, working in a constructive 
manner to support the engagements. 

• Methods staff will have access to all key required data sources to conduct desk-based reviews within 
the required time so not to impact Methods’ delivery windows. 

• Agreed formats for product delivery will be agreed upfront prior to creation. 
• Methods staff will be given appropriate access to IT systems as may be required for the purposes of 

extracting relevant information to support delivery of the outcomes for the duration of the contract. 
• Any significant changes to the agreed scope will require a Change Control Notice (CCN). 
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4. Delivery management 

Supplier Delivery Team 

The outcomes-based nature of consultancy services provided through Lot 3 (Ref 28595) dictates that the 
Supplier retains responsibility and authority to provide the delivery team required to meet the contracted 
outcomes. The Business Area team should manage any performance concerns directly with the Supplier 
Team in the first instance with escalation, where necessary, through Defra Group Commercial. 

The actual resources used in the delivery may be greater or less than that on which the price is based as the 
work is undertaken at the Supplier’s risk. Should factors materialise that impact successful delivery, through 
factors outside the Supplier’s control that warrant an alteration to time or cost, a change control will be 
made to this document as well as to the Service Definition Document (SDD). 

 
The SDD is the first standard deliverable used to manage the project and provides the delivery team 
structure alongside more detail on governance, plan and success criteria. 

 
Business Area’s Team 

No members of the current team will be directly allocated to support delivery. Candidates for knowledge 
transfer will be identified on an ongoing basis as appropriate. 
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Notice period 

The nature of these engagements requires that Defra Group have the ability to terminate an engagement 
with notice. Defra Group’s termination rights for this engagement are marked below. 

 
The minimum notice period for termination is 5 working days regardless of engagement duration. 

Supplier Engagement Process 

1. Business Area identifies a potential need for delivery support, initiates a conversation with DgC, confirms 
which approvals are required for an engagement to occur, e.g. Consultancy Governance Board if over 
£120k or DgC Corporate Services Delivery Board if under £120k. 

2. If over £120k the Spend Control Form must be completed by Business Area and submitted to DgC at: 
 

3. Lot / Supplier is selected and briefed on the request by DgC, then introduced to the requesting Business 
Area for further discussion and confirmation of work to be delivered. 

4. A Project Engagement Letter is completed by the Business Area with input from the Supplier (with 
supporting proposals as appropriate) and support from DgC and then finally agreed between the two 
parties, including evidence of all required approvals either being in place or being progressed. Approval 
states are: 

 
Approval state Definition Permissions 
Full approval  DPEL agreed 

 DPEL signed: Supplier, Dept and 
DgC 

 Purchase Order number 

 Work can start 
 Supplier can invoice for work 

 




