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1. Background 

As part of Defra’s preparation for the reintroduction of border controls on 1 July 2022, the SPS 
Border and Boundaries programme needs to provide suitable assurance and delivery confidence 
to internal and external stakeholders on our preparedness. The Imports Programme is currently 
split into 3 DD lead delivery teams; Infrastructure, Plants and Animals. We are working to improve 
the joined-up approach to ensure delivery for 1 July. Vacancies in the team mean that we do not 
currently have the experience, capacity, or skills to draft a test strategy or implementation plan. 
These key project control documents are critical to achieve a safe delivery for 1 July. There is a 
great deal of expertise within the team, but help is required to draw this together to clearly 
articulate the joint views on a test strategy and implementation plan (in a communicable format). 
This will strengthen a collaborative delivery approach for July and enable clear communication on 
these approaches with external stakeholders. 
 

 
2. Statement of services 

Objectives and outcomes to be achieved 

Test Strategy 
 
Objective for this work; 

- Provide assurance that the test strategy being put in place is robust and gives ample 
opportunity to identify any potential issues. 

- Join up the testing strategies for Plants and Plant Products, Animal Products, Live 
Animals, Infrastructure and X Whitehall. 

 
Implementation Plan 
 
Objective for this work 

- Provide clear instruction for how to exit testing phase and enter implementation 
- Provide clear plans for Phased rollout 

 
Report 
 

- Deliver a report explaining the activities undertaken and recommendations for next 
steps 

 
 
Scope 

This piece of work is focused on all aspects of Imports (Animals, Plants and Infrastructure). To 
achieve the outcomes in the time available, consultancy is required to take the body of information 
available and translate it into a model that supports decision-making and contingency planning. 
The core activities are: 
 

Test Strategy 
Draft a test strategy for 1 July Import Controls Delivery which will; 

o Be a documented strategy that can gain auditable approval and buy in from 
external stakeholders. 

o Set out entry criteria for testing 
o Create a matrix of scenarios (user stories) and threshold criteria 
o Focus as a priority on the end-to-end experience / customer journey, reviewing 

process maps to ensure they are robust, comprehensive, and ready to be tested 
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o Be a complete list of every aspect that needs to be tested ahead of 
implementation (IT, Support, Business readiness, policy compliance, 
communications, reporting etc). 

o Contain a clear articulation of who is responsible for what within Imports in the 
lead up to 1 July (and timings). Signed off by all stakeholders. 

o Have been reviewed with key stakeholders to validate the approach 
o Be a complimentary strategy which works with the BPDG Test strategy 
o Set out exit (Success) criteria for testing. 

 
 

Implementation Plan 
Draft an Implementation Plan for 1 July Import Controls Delivery which will; 

 
o Set out entry criteria for implementation 
o Set out a clear approach to phasing in new controls from July to November, 

including a pragmatic approach to compliance through the early stages of the new 
regime 

o Enable creation of a resourcing plan 
o Set out method for monitoring progress 
o Detail the issue resolution process, including reporting and roles and 

responsibilities 
o Engage with key stakeholders to validate the approach 
o Detail the post implementation support model and handover into BAU. 
o Set out exit (success) criteria for completion 

 
 

To deliver the activities set out above, consultancy support with proven experience in rapid 
engagement, analysis, operational testing, and implementation in government is required. The 
outputs will need to be defined, designed, assembled, and reported in a condensed timeframe and 
will require high quality project management, testing, planning, and stakeholder engagement skills. 
 
A combination of capacity and capability related challenges preclude internal staff from delivering 
the intended outcomes, however it is expected that knowledge of recommendations and proposed 
adjustments to processes and tools is transferred as part of successful handover of engagement 
outputs. 
 
Successful delivery of each of the outcomes will be evident through their approval by the 
directorate and ministers and knowledge transfer will be measured through the completion of a 
knowledge transfer record sign off by the individual(s) responsible for taking the work forward 
 

  
Assumptions and dependencies 

The following assumptions and dependencies are required to ensure that deliverables set out in 
this DPEL are achievable for the supplier organisation:  
  

1. Access to key stakeholders across the breadth in scope programme workstreams to 
assess information, understand testing and implementation maturity and gather concerns 
and priorities. 

2. Access to programme subject matter expertise to provide expert input to the test strategy 
and implementation activities to enrich the outputs. 

3. Programme support is available until the end of February 2022. 
 
 

 

Risk management 
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