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. ‘4_ccrporate headcount red ctlons work through -
"*.acceleration to. bu:ld furth _
.at the, request ‘of ‘the SRO and :Permanent Secretary - this Report prcvrdes some falrly o
r'detaried comments and recommenda’nons on areas that wrif requrre greater focls over that_ __

o i_perrod lt a!so recommends that a further PAH be camed out rn Eate March early Aprrl 2012 '

o -_'Areas cf Concern
“For good practical reasons over the last year the Unlversa! Credrt (UC) Programme hae
'prlorrtrsed work on supportmg - _ - ; - i ST R

':.ff . “'._‘Poncy anci Prrmary Iegrslatrcn, S .
e ;’.Hrgh -level system desrgn and customer research Lo : DECT I
e ;“Establrshmg the !T fra ework and approach and comp[etmg the rnrtral 2 “Leap
- cand S : i e
e ".:Preparmg hrgh Ievel ccs’cmgs benefrts and tamelrnes

;_=The Prograrnmes mobrlrzatron and capacrty have been affected by the timrng and rmpac’t of,

- DWP’s wider. corporate efficiencies’ programme (and we: found many examp[es of recent and
G antrcrpated staff arnva!s} Nevertheless ‘work ‘has” been largely completed on the’ prrmary .
O '._f,"Iegrslatron and the Programme met the 32% target et for Leaps 1 and 2 of the 1T bur!d :
e ' ‘some ‘increased confidence. There ar ications that the' programme has
: *—-_jbeen prckrng up speed over;the last few months; and there re' also evrdence that a numberof
~Innovative and. good quahty rnrtlatrves ‘have been started “The ‘overall drrectron of travel is
r_,jcleariy posrtrve ‘and steps - have been ’take_n_ o address a- number of the areas wrth ‘which S
~previous meetrngs of 1 e=,MPRG h' ve been concemed dn part:cular there has been some_:_l

,ﬂzansformatrona!”- and ":'there s a ciear:-j Lo

programme, .

UNCLASSIF]ED
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nd‘ that 'shouid enable the"vrsrbfe recent;, S
The next 4 months: wrll be rmportant ‘and with that in mlnd and
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is lmportant that these are fully recognrsed - and methods developed to manage the fu!!

range of these as prcacttvely and cost-gffectively as possmle at all levels in the Programme -
in order to mmlmnze future rrsks and the resultlng cafis on scarce senaor resources RET

ﬂuﬁ fé

Slgned - Fa:th Boardman R e Rev:ewTeamLeader

ADD]TIONAL COMMENTS BY SRO

- | would like to thank the Revnew Team for this falr and objectave report l was pleased to see

the. acknowledgement given to the progress that ‘we have already made and to the work we
have ongoing. Clearly there are areas where we ‘have more work fo do, and it is helpful to
know that these coincide with the areas the Programme had identified. We are putting in
place an action pian to meet the recommendations set out here, and | am confident that we
will be able o demonstrate progress on al} of them when the next Programme Assessment

Review take Iace

Signed: Terry Mora Cnl SBO :
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2 Summary iof Recommendatwns |

Bef Recommendatlon ol Seetioh

Criticality

1| The PAR Team recommends that a further PAH 3
| be catried out in late March[early Aprtl 201 2 '

Medium

2 | The Programme should prepareamore ~ = | 3.1.3

| detailed scope and road planforthe = = | .0
: preparatton of the secondary Ieguslatton by

: January 2012, whlch has been tested aga!nst
the timetables and plans for the systems

- development, and the !essons from the '

' customer research R =

High B

3 More detall shoutd be prov;ded to the MPRG 3.2.1
oh the £25m increase in the pro;ected in year
"|IT spend as part of the commentary on the, key
changes between the SOBC and the OBC

Medium

4 The UC Programme and the Cabmet Ofﬂce 1322

should take early action to jointiy tdentsfy the , :

: tmptlcatlons and needs that flow from the UC

‘| Programme’s vanguard posntlon in the cross-
Government ldentlty and authent:catlon

mttfattve -

High. -

5 The outstandlng issues and potentlal costs of 18.2.2
Fraud and Error (and Security) should be :
outlined clearly m the commentary on the
OBC

} Medium

16 |The Programme s progress on managmg the 13.2.3
t | IT issues rdenttfied in Paragraph 3.2. 3 should '
be rewewed by the next PAR ‘ : o

High

o The re\nsed DWP approach to Fraud and Error P
' be fully established as a matter of urgency and
| fed into the plannmg for- Leap 3ofUCandthe | -
~ 1 development of the Operational | Model (th:s RN R
"1 should encapsulate the cultural and - .
behawoural issues of the approach in relatlon _
{to skllts and busmess products) '

High .

8 The close engagement and approach between 1333

[ Fiigh

UNCLASSfFIED
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be used as the baSIS far lmprovmg
' relatlonsh:ps with other external | bodles that S
| are more than just stak piders;(such askocal | - -

|'Authorities, DCLG, focus groups, HMT and 5 R

LN

programme govemance ln part:cular, ' '_
the:deskqn functlon, clarlty'on' busmess
: ievel

: «gc;v ,’nance boards , :
4) Programme management functlons are

~ in'place but now need to be’ used to -

drive the programme’ outcomes. R

- Consideration should be given to usmg |
L relevant elements of the P3M3 {portfollo,

"The mductlon process fbr new jome
e ;should be more clearly-embedded Wlth!n FESEUEAS

BELECNE

cultural vision ahd Skl” sets m t:me to

UNCLASSiFIED e
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mclude relevant aspects (such as
: customer sat;sfactlon ‘and staff o

o ,“mltlatlves i R

11

- ) The Programme should mclude a
. ‘resource'to harness the . "
e _complamtlcustomer satfsfact;on Ml
_from across the DWPIHMRC!LocaI
' Authorrty stakeholders
-2) This suite of research should be

_used to help the development of the |
culture shlft strategy and jOb roles i

'_ -_'jand skills. - L
3) Thls research (along w:th local staf'f
engagement customer satrsfactzon

1866

and complaints data) should be used_ o

to inform the site selection | process Sl

4) An outlme scope and. plan foran.
alternative operatmg model should
__'be included within the programme -
~.plan and should also be logged on .
the rlsk reglster as a mltlgat[on

e

I Medium

* | High

Medium

5 [z

The Programme should urgently rewew and

SOLACE.

| external stakeholders and Local Authorltles, _ﬁ;_; R
{and str 9n9then the eﬂectweness of its

T High

R EE

' ‘l) The presentatlon of the fmanolal
- position be strengthened by. clear

S - fror ' the SOBC to the O_BC -The

. E»l._'l"the profile of overspends in the first two |

: }_commentary on significant changes |

o =‘_fyev_ s with s:gmflcant savmgs in the last.

ears of the SR period :s',credxble

o “(not the profile ‘normally ass' ciated w:th o P

e }*ProgrammeslPro;ects), .

- 2) _'To assistin bu:ldmg up levels of
il '-junderstandmg and confidence from

e

S ‘those outsrde of the Programme, f'

U NCLASS!FFED
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1he rappi’opnate} major suppher':.,:.’: ,' ‘
,management seems to work well.

far as we’ thmk ’that'there !S a’ nsk that"'the programme is nderesnmatmg the -_;'_?ff '
8 degree at whzchrcustoxmer expectatlons change and the__capac:ty of smaifer,supp_hers o dnve_ o

‘ Wh!lst ihis. may wel! be. thel'i |
ry, and_‘;_Recommendat:on 3 -

L : ] o Ver§i0n1,0 FIN
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’-‘ffThe PAF{ Team found good v1dence ‘that the Z_UC Programm has .accepted’

a ':fThere is 'a risk that Leap 5 may _not prove a : su |0|ent contmgency for the overal! o
L Programme (a!though there could be scope for further LEAPS to be’ put Eﬂ p!ace R

- UNCLASSIFIED
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3 _3._1» The MRC Rea! T:me system'and th successful Iink to aifow exchange of data wﬁh_

" the ‘Universal Credit! system ‘have nbeen__recogmsed ‘as key. depe_ndenmes for. the UC.‘.

siders thep ogramme to be on—track

' ';;.f._and ach:evab!e, the team assembled to dehver the programme is.the one. Whlch prewously. :
. :brought in . on- -iine services for HMHC The programme ‘builds on the relatronsh:p HMRC

' "_:_}but in a’manner ‘which h s‘de:

‘already has with payroll software manufactures and the solution involves the BACS eystem,
r!sked the | use ofa complex bankmg system L .

;'The .timesca[e 'for. RTI is to" run "a»p:' st fro y-_adcpters wrli start in

.':-.November 2012 with go-hve from Aprfl 2013 Thrs should enabie an 1ntercept w:th the UG

_'-':Pathfmder that starts at this fime, ‘but the deta:ls have yet to work rhrough A fui! bank[ng

-solution shou!d bein: pface by 2016 n: terms of contmgency, HMRC have a 12 month

window after. thelr prlct to solve’ problems and the low scale" ramp up of UC frcm October
- _22013 wm enable altematrve processes such as self~assessment to be put sn place o

i 332 Potentla! RTI lssues Ident:fled Overau the nsk to the UC programme is now
:fcons;dered as Icw lssues that need tc be resofved over the next 3 to 4 mcnths [nclude -

HMF{C’S approach to Fraud and_‘_Error has been accepted :n outhne and now needs
“to be fully embedded in ‘the “define, de5|gn and devefop” cycles cf the UC :
Programme and i o e

The !esscns from !mplementmg Tax Credl‘fs need tol_-be fully 'assessed (fcr example N

. UNCLASSIHED G
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L '{See paragraph 38 and Recommendatlon 12 re engagement::wnh Local Authorltles, the o

: 'The combining - 4the SRO and COO roles appears to work ‘well ‘and hi _tages.sn.._g':_‘ '
cuttmg through some of the layers of management on [ssues such as st 'ff rese o
mtgratlon BT R o : :
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i f**-decrsron makmg responsrbrlitles and the rote ot the Strategro Desrgn Authonty was not‘
D m 'de cIear (or consretent!y understood by mtervreWees) {0 the PAR Team

Lliie T h’é programme management functrons ‘need now o be. used Sas & Irwng':
S gmanagement tool and at all Jevels in the: Programme —'to deliver real value and further, -
"/ de-risk the ‘Programme. For example, the ‘use of external. ‘Cranfield “expertise has
T 'g-a!ready resulted in lmproved documentation of nsks and- mrtrgatlons, but as yet there'
‘s alow level of rnatunty around the Programme e Use of these tools, and they are not’
t e at all levels of the ‘Programme as a lrvrng management tool. The key
jks:do appear -to be understood ‘and ‘when focus is -given ‘to these” risks good
_:::mrtigatlons and pIa’ns”appear 10 be ‘in ptace (eg RTI) But'itis rmportant that these
-~ tools ‘are_used consistently to ‘allocate clear -responsibility . (ownershlp) to:named
L g'frndrwduals who - _'}ctear!y held accountab!e for their mrtrgatlon, and that nsks and
- “mitigations are . proactrveiy refreshed and tracked (usmg strengthened Programme' .
_’.;'Management Offlce resources) ol , S AL

e ;There have been a srgmfrcant number of recent jomers to the Programme Th!s is
- likely to continue,’ and specific provision for the mductron of new joiners needs to be
--_'made tis lmportant that - all of them recerve a common understandmg of the
Programmesarms and approaoh R T

2 4 3 Recommendatron 9 REREE

o 1} We recogmse and welcome the mcreased focus and urgent work that is ongomg
“within the Programme on plannmg and risk, and recommend that the practical

o effectiveness of this is reviewed further by the next PAR ‘There is an urgent need

to improve the programme plan and assocrated ctitical path analysrs ‘The products

~ currently in place are not accurate enough to be used by all stakeholders as

_.,controidocument“'., L T e T : : :

ST =_:’_2) Prronty should .,be glven to ﬁII the resource gaps !n the PMO enablmg the PMO __
L f‘,to become a more pro-actwe functron L PR SV SRR

S .' -"3) Further clarlty_ needed on ;theaprogramme governance ln partlcuiar, the'_
S _n:__;;deSIgn funct:on, c!anty on busmess products governance and the lower leve!
e _,:governance *boards s I LR R :

: 435_1 U ,versal Credrt is"a large " busrness transformatron programme There rs ciear_.- L
: Hansformat;onai wsron at sen:or level w:thrn the‘ DWF’ and Programme However, the '

uucmss:aso *

B Pagetsorao : AR
L ; -Version 1.0 FIN
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e 4{Whlist there is'a hig degree of confidence in HR's ablhty to manage the mechanrcs of

. the transformaﬂon {such as: numbers, sites, ‘unions TUPE etc) HR involvement in the
;strategy 13 not planned to ramp up unm Marcthprti There is a rfsk that this will lead :
' 4 1y R L

: UNCLASSI h_ED
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S 4) EstabflSh ctear Imks ‘between:ihe Programme and the DWP 'S corporate culture

L ',é_"",fThe Basrness Transformatron armsdepend on the Channel Shrﬂ strategy
- - _3 The Channel Shrft strategy zs central to the Cus’romer Experrence

'}3 6 2 The e ic cy‘a'nd credrbehty of the Channei Shrft strategy depends on how rt rs mformed

: "The Customer Experrence team are a key element in maklng sure that thrs strategy dehvers
‘and have been responsrble for settmg up ‘the research programme that will helpto. inform
‘fdecrsrons centrai to rhe strategy S success The research programme has been spht mto ’rwo :
keyelements IS R o , ; PR T AP

- Quantrtatrve Research - axmed at understandmg the effects of ’rhe various profr!ed
' segments on the UC dehvery mode! and feeding in key data to rnform the analy’trca!
-~ modelling that drrves the frnancra! and operanonal aspects of the programme -
e . Ouahtatrve Research whrch rs armed -at ensuring the optimai customer and s’raff
o experrence in the desrgn of the servrces and products to be used : :

1 .The Programme has ensured the rrght Ievel of mvestrnent mto thls research programme and _ |
~ the quality of it supports a relatrve[y robust confrdence level in the decrs:ons and assumptrons

.; f'ﬁl : f{346 344The'methodology and processes adopted are mdustry best pracrrce and rnnovatrve m_ |
7 that they linkin very effectrvery with the. desrgn aspects of the Agﬂe me’rhodo[ogy ensurmg .
L the s deslgn process marntalns ‘relevance  and value,  The . ‘participation “of customers, |

;‘operatlonal staff staff ‘users," desrgners and polrcy experrs enab!es robust desrgn and_‘
}_‘;decssron makrng 'Profrhng nd 'segmentatron methodo!ogy rs sohd and based upon_; o

" Page 20 of 30 o
R - Version 1.0 FIN
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- -ﬂroperatmg cost

3 9 3 The changes to mvestment costs ha‘ 1'set out m the OBC The cost of estates,
- ‘has reduced by one-third - £100m; whereas. IT costs havé increase by £104m from the
. previous. posmon Overafi DEL costs have also de' eased from £1 99?m in the SOBC to
ff£1 497m in the OBC _ KO

UNCLASSIFIED ..
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' 'the Programf"é o
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| f;The objectlves of! Unnfersal Credit are to'.tac:kle ‘the problems -of":poor work,_ifﬁéé_nt_lvéé and I_
;;complexﬂy Wlthln the current system of benefrts and tax cred:ts It alms to R
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| 4 4 Overall Costs

.'.;."fIFSt half of 2012, take y;Adopters inthe second half,__a,“ move to qu! tak on L
ciiefrom Aprri 2013 with the target of all employers by October 2013, i
e The UC operating model, customer experlence and |T wr!l all be tested m a Pathfmder._;
e f:g;between'ApnI 2013 and October 2013. S SR
»e “The current mrgration strategy is’ir rtrally on changes of czrcumstances (to mrnrmrse'the_; L
R .1take on nsks) moves 1o’ targettng maxrmrsrng quahtatrve/socretal‘beneflts ln 2014 15' S
. rlﬁ.land then the_ bulk of recrplents {by 2017). . L : : S

' r_4 6 Details of 'Del!very Partner Orgamsatl ns |

. '.HMRC (F!Ti S|te selectlon fraud and error, potentlal dehverylclalmant support and
commumcatrons) : : _ :

: *Cabmet Ofﬂce (Fraud IT (1) mnovatlon and (2) potentla! SME capaclty)

| : support and commumcatrons fraud and error)
k.Thrrd Sector (budgetmg advrce, :Vclalmant
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Progress
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6) Annex C Conduct of the Rev:ew

"Thfs Rewew was carned out from 07 = 1_ NevemberQDH at _.DWP’s'ofﬁce m"Caxton ouS_e |

4"-'.”fThe ‘Team members are listed ‘on the “front ‘cover. The people ‘interviewed are listed in _'

_-.',.j.'_."and mtervrew éw nce as requir ‘e,c‘f_f.;

Verson10FN
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7) Annex D Llst of lnterwewees o

Lord Freud

&g _Mrmsterfor We!fare Reform (Lords)

Jeremy Groombncfge - 1 UC Implementation and Delrvery Dxrector
Richard West * .1 UC Claimant M[gratlon e ;
Esther Stewart: o UC PMO - g g

MarkLyons . . e Accenture

Maicolm Whttehouse : UG Programme D;rector S
Terry Moran - ' | UC SRO and Chief Operatmg Offrcer B
Tim Brown - | Universal Credit Finance - - ;

Stev:e,D,ov'er_ -

UG, Deve!opment and Technology

Director .

lain Du.ncan Smith

Secretary of Siale for Work and Pens:ons

Paul Martin SOLACE (CEQ Wandsworth Council)
Ruth Owen Jobcentre Plus and COQO Ty '
Fiona Gough Dep Director for Welfare Reform, DCLG
Stephen Banyard Director General Personal Tax, HMRC
Neil Couling Director, Benefit Strategy Directorate

Steve Lamey

Director General, Beneﬁts & Creduts
HMRC

lan Waimore

Cabinet Office
!ndra Morns Director Personal tax, Welfare and
: Pensions Group, HMTreasury -
Steve R;!ey {Dep) Chief Information Officer, DWP
Bob Lovett UC = Cyber Fraud

Robert Devereux

Permanent Secretary, DWP

Stefanc Czerniawski

UC Service Design Director

Paul Raynes Local Government Assomatlon

Mike Bracken Cabinet Office .

Howard Hughes | Hewleit Packard :

Lyn McDonald Fraud and Error (1RIS) DWP
. { Lesley Hume =" - ° Cabinet Office :

| Stephen Brien .

Expert Adviser, DWP

[/Ann Harris

3 Ann Harris (Portfoho Managément} DWP
- |‘Andy Bames BT -
. |ChrisLast . - DWP HR

e [personalmformaﬂon redacted 840(2)] "
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