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1 Scope ofthe Revi~w 

This is a poi[]t·i[]-tirne.assura.nc;e review of. DWP'~LJ.niver~al .Credit Progra.n1rne'. fhe reviE1w 
will provide an overall as.s.E1ss111E1rit ofth.e cleiivery c;onfidenc;i:l, thatis, whether)hi:!prog~a.111rne 
i~ HKely to deliver the planped benefits within the agreed .timescale,. cost and quality 
parameters, and will focus in particular on: · 

·AttC>rdcibility a.nd.Ja1uetbrm0ni;ly 
~ J;lobHstn.ess of the latE1.st 9ostfigurE1s 
• Suitability ottf1e costcoqtrol .mechanismsi[l place .. ·.•.· ·.. ·• .. ·· ... ·.· ··•·•.·.··· 
• Understa.ncjing ofJhe a~ea.swherecosts are IE1~s.PE1r!ain,what is.being done to a.ttai.n certainty 

ii[ld howth.e ~E1nsitivity ofassHrnPlions is bE1i.ng a.sse~sed • . ... > ..•... .· ..•• 
• UndE)rsla[]di[]g oft~E)primaryaimsof t.hl3P9lipy, ~n'dwf"letherit is good value for money, 
• Understanding of overarching success mea,sure/ go111 .of policy · 

ITpeliyery 
• Howi~progrE1ss being measured .. · ... . .. ··.·• ·· .. ·•.•••.•.• .. · 
• .Does .the cjE)partmentha\fethe rightcapabiHty and capacity for delivering UC with Agile 
• A\E) the rightcontractual mecha.nisms in place. . .•.. . .· 
• HO\\( robust Cl~El the rnea~ures to address the risk of cyberfraud 
• \A/hat contingency plans are in place 

Policy and l..egi~lation 
• Does the Programme h<i.ve a qlE)ar urderstanding of whatpolicy cjecisions need to be ta.ken when 
• Are the financial implications of tile policy options well undwstood > •... ·. . . .·.· .• .·.·• 

• Wh.at .level ofponfidence is there in the legislationtirneline .and IJVhat is the imp<i.ct of further 

slippa~e · .·•·• .•. ·.. · •. > . ·•·· ··. .· .· 2 > ··• ·.· .· · . << . · . . . . · ·····• ... ·.• ··. . . 
• How well developed are the plans for migration, including deliverability and affordability of plans 

Governance . 
• Has tfleSRO. r01e bE)en compromised in anyway l:>Y taking 0n thE) (;00 r01e .as well 
• ArE) thE). ~ightprograrnrne controls being used, especia.lly given .the si:ze. ard CO[llplexity Of the 

programmE),fO. E)nSU[E) E)il.rly .sight 0fproble[l1S ani:J t0provide decision makers With the best 
possible Informati0p on whic.h to ba.~e thE)ir dE)pi~i0ns < ..•. • · · • •.• .··· .·.· .. > .· ....... · 

• .f\re tf1e keyrisK,s well unders.t0oda[]d a.re they being niana,ged appr0pri11tE)ly ·•·· .. · ... ·• 
• Is thE)Pr0grarrime o.n tra.ck against plan .• ·is •. there a clE)ar critical .path.and h0wis any slippage 

bE)irig mana,gE)d ··.>· .. ·... · X . .· .. ·... < ·········.•• •.. ····.··• . ·.· · ..••... ·• · · 

• Are the key assumptions dpcumented and understood by the team 

Real Time lnforrnation .. .· . . ·. .•.. . .. ..·. . . . ·. . .··.· ·.·· ... · . 
• What contingency.measures are being put in place should RTI fail to .deliver or deliver late 

'-:- --_,, - - -- - -·-' 

Channel 9hift . . ... ·. / · .. ·•. . . . ·. ·.•• .. ·. . .••. 
• ls the channel ~hilt strategy ba.seij.on rea.listic assumptions . . ..... ·.· ... ·· •·. . .. 
~. Are tfle 1111plication:s of a failure in the channel shift a.pp roach well understood, including tqe 

impact on c9sts, an~ whatwiJI .be done if .on line take up is lower than expected 

Business Cf"lange · 

Fraud and Error 
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1 Executive $ummary 
'•,: - ----- :<-- -_--_, 

Delhr~ry Cqnfidence 

The Delivery ConfidenceofthE) Progrciinme at thi.S point isAMBER RED. The shading of 
trci.t .ovE)rall rating tends more towards Am.ber than Red, andthereis a positive direction of 
travel that it will. be imp()rtarit forthe Programme to tl]aintaJn and accelerate ()\fer the ne.J<t 4 
months, ,L\t present, .. the position is patqhy, with so.me areas wen. "up to. the curve" of what 
\iV()Uldbe<expected atthcis stage .of a large Transforinationcil progrcimme, .whilst others are 
clearly ''behind the ourve". ThEl capcicity ()fthe Prograinme is ipcreasing .._ as. D\NP's wider 
qorporate headqpunt reduqtiof]S i,vorkthrough - andtratshpuld encible the visi.ble re9ent 
accE)leration to build further. The next 4. inonths will be important, and with that in mif]d,... and 
at the request of the. SRO .. an.d Permanent Secretary - this Report provides some fairly 
detailed comments and recommendations on arE)aS that will require greaterfocusover that 
period. It also recommends that a further PAR be carried out in late March"early April 2012. 

Areas of Concern 

For good practical reasons, .over the last year, the Universal Credit (UC} Programme has 
prioritised work on supporting: -

• Policy and Primaiylegislation, 
• High-level systetl] cjesign arid customer resear.ch, 
• Establishing the IT framework andapproach, and completing the initial 2 "Leaps", 

and .. · . . •·· .. 
• Preparing high~level costings, benefits, and timelines. 

.. . 

The Programme's mobilization and capacity have been affected by the timing and impact of 
DWP'swider.corporate efficienciesprogramme (andw.e found many examples of recent and 
anticipated ·.ptaff cirrivals). iNE)vertheless, work. ha,s bE)en .largely completed. onthe primary 
legislation, and thePr()gramme 1T1et the 32% JargE)! set for Leap,s 1 and 2 pf the IT build, 
which supports :;;omEl incrE)ased qonfidence. There are indica.tions that .the pro.grC!rl'ltl]e. has 
beeri picking up speecl 9ver the last fellV months; and there is also evidence thcita number of 
inn.ovative and good qualityiniticitiyes have been.started. The ovElrall dirE)ction .. of travel is 

. clearly positive; and steps nave been taken to address a number of the areas with .which 
previous meetings oUbe MPRG nave been concerned. In particµlar, there has been some 
clear effort ..., and improvEJrnElnts " in areas Sljch. as c.o.st-benefit a.naly,sis, supply chain 
ma11cigement, fraud and .error,• critical path analysis, and. aspE)cts of programme. governance 
and .management FurthElrwork (and capacity} is planned. in. thE)se .. areas,b.ut considerably 
more remains. to be done; and it i.S important that rE)cent improvements are .embedded cind 
ta. ken further o. ver.tb.e ne. xt.· .· 4 mon .. ths in order to secure a firm found. ation }or.d.elivery: - - - - - - - - - - -- - ' 

Universal Credit is a lcirge "Transformational" pr()gramme; and . there is. a. clear 
transformational.vision at senior level.withi.n the DWP. and ProgrammE) and .strong .strategic 
leadership.. Hoi,vElver, thE) Pr9gramme. overall still fee.l.s very •. ·focused .. on IT. and 
"Transactional" risks, ancl dOEJS hot. yet seem to have embraced fullyJhe transformational 
nature ofthe re9uired businElss .change at all IElvels. UC is also .a Programme whichimpacts 
on an.exceptionally.wide range of.stakeholders, delivery partners, and.dependencies; and it 
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is important that these are fully recognised - and methods developed to manage the full 
range of these as proactively anq cost-effectively as possible at all levels in the Programme -
in order to minimize future risks and the resulting calls on scarce senior resources. 

Signed: Faith Boardman Review Team Leader 

ADDITIONAL COMMENTS BY SRO 

I would like to thank the Review Team for this fair and objective report. I 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 to do, and it is helpful to 
know that these coincide with the areas the Programme had identified. We are putting in 
place an action plan to meet the recommendations set out here, and I am confident that we 
will be able to demonstrate progress on all of them when the next Programme Assessment 

Re,ewtake~ 

Signed: Terry~ SRO 
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2 Summary of Recommendations 

Ref Recommendation 
1 The PAR Team rec;ommends that a further PAR 

be carried out in late March/earl A ril 2012 
2 The Pr9gra1nme should prepare a more 

detailedi;c;ope and r()ad plan forthe 
preparation of the sec()ndary legislation by 
January 2012, which has been tested against 
thetimetables and plans for the systems 
development, a11d the lessons from the 
customer research. 

3 More detail should be provided to the MPRG 
on the £25m increase in the projected in year 
IT spend as.part of the commentary on the key 
changes between the SOBC and the.CBC. 

4 The UC Programme and the Cabinet Office 
should ta.ke early ac;tion to jointly ide,ntify the 
implications and needs that flow from the UC 
Programme's vanguard position. in the cross­
Government identity and authentication 
initiative. 

5 The outstanding issues and potential costs of 
Fraud and Error (and Security} should be 
outlined clearly in the commentary on the 
OBC. 

6 The Programine's progress on managing the 
IT issues identified in Paragraph 3.2.3 should 
be reviewed by the. next PAR. 

7 
The revised DWP.approach to Fraud. and Error 
be fully established i;is a. matter of urgency and 
fed int() the planning for ~eap 3 of UC and the 
development ()fthe Operational l\,1()del (this 
shot1ld.E)ncapsulate thecultura.I and 
behi;ivioural issues of t.he approach in relation 
to skills and business products}. 

8 . The close engagement .and approach between 
DWP.and HMRC considered to be exem tar, 
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b.e.used .. ai:i the basis for.in1proving 
relationships with other. external. bodies that 
are more ~han_just stakehold(;)rl'l (such _as Local 
Authorities, DCLG,focus groups, HMTand · 
co. 

1) We rec9gniseanc1 \Velconiethe 
.incrE!ased. f9.cus ·and urgent \Vork that is 
9ng9in~ i.vith,in_theProgrilmnie 9n •· ..... 
plf1mlil"Jg f11"1d ris.k, ancl rE!c:ommE!nd that 
thE!prac:tical effectiyenesi:i_of this.is 
rE!ViE!weci Jurther .by the .ne}{t PAR. There 
is an urgentl"le.ed to improye the · 
pr99ramnie plan and allsoc:i!ltedc:ritic:_al 
pa!hanalysis. The prodlJCts .currE!ntly in 
place are n9t accll.rate enough_ to be 
us(;)d by all stakeholders as control 
documents. 

2) Priority should .be givellto filLthe 
resource gaps in the PMO, enabling the 
PNJ.p to become a more pro-active 
-function · . . 

3) Fllrther clarity is need.ed on the". . 
pr9gramme governance, ·.1.n P!irtiC:IJlar, 
thE! design function, cl!irity 01,1 businE!ss 
products governance and the lower level 
governance boards. .·. . .· •.. · 

4) Pr.9gramme management functions .are 
in place but now need to be used to 
drive the programme outcomes._ · 
Consideration should .be given to using 
rele.vant E!lementll ()f theP3M3 (portfolio, 
progrl'lmme and· project ·rnaturity111odE!I}, 
to !:>ring the PMO up the value chain ..• 

5) ThejndllC:tionprocells for nE!wjoinE!rs 
sholllcj ~e 1119re clearly embedded within 
the Programme, 

3.4.3 

1 O The UC Programme should take urgent action 3.5.4 
to: - .• .. ·· ... ·. .. . . . .· .. ·... · 

1) Estal:>lish. c_le!ir 011merl!hip and i:ic9pe for 
the. b.ui:iinesstransformation agenda and 
ass(;)Cif1t(;)d products. . < < < 

2) f>rioritise thE! d(;)Velopment of these 
bui:ii.ness products. 

3) Secllre.(;)aflier tifl eng!igem(;)r1t !iro.und 
th(;) futllre custonier (;)Xperienc:e and . 
h1sigh,ttoenable_Hfl_to llllpport .the 
Programme in d(;)veloping t.he required 
cultural vision and skill sets in time to 
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inclu~e relevc:111tai;;pects (suc;h as 
customer satisfaction and staff 
engagemenfl~vels}.in th~ i;;ele~tion 
criteria for site selection and 
appC>illtrn~l1ts •.. · ·.· .· ... •. ·.·.. > . . 

4) Establish clear links between the 
Pr.o$ramme and theDWP'sc;C>l'p()rate 
cultwe change and communications 
initiatives. 

11 1) "f'he Progrc:1mme should include a· 3.6.6 
reS()IJrc;e to harness the ... < •. 

complaint/customer satisfactior· Mi 
from across the DWP/HMRC/Local 
Authority stakeholders, 

2) This suite of research should be 
used to help the development oft.he 
culture shift strategy and job roles 
al1d skills. 

3) This resec:1r.ch (along with local staff 
engage111ent, customer. satisfacticm 
and complaints data) Sh()Uldbe used 
to inform the site. selection prpcess. 

4) An outline scope and plan for an 
alternative operating moc:fel. should 
b.e incllJded within the programme 
plan and should also be logged on 
the risk register as a mitigation. 

12 The Programme sho.ulc:f urgentlyreviei.vand 3.8.4 
strengthenits approc:1c;h to. managing k~y 
external stakehold~.rs and Loc;al Auth()rities, 
and strengthen the effectiveness of it~ . . 
partnership working with DCLG, LGA and. 
SOLACE. 

13 1) The presentatio11 ofthe finc:1ncic:1I 3.9.6 
position be strengthened by clear 
colTlinentary on significant changes 
fro.In th.e S()BCtothe. 08(::. The 
Programm~ also needs t() ~et out 11VhY 
the profile of overspends in the fjrst .two 
years i.vith significant ~avings in .the last 
tw() years of the Sf! peri()dis cr~dible 
(n()tthe profile n()rmc:tllY associatedwith 
Programines/Projects); 

2) To. assist in building IJP lev~ls o~ 
undersic:tnc:fing and confidenc~ from 
those outside of the Programme, 
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in~er;.ictio11 wit.f1lceyfin~11C:ia1.p1i;tyer~, 
betinfE!E!ll f()r.inal meetings, sh()uld be put 
in place; and 

3) A~tr~tegyf~r.lla11dlingtl1E! q~~~s 
e111an13ti11g fr.fl111.· .. L.pc;.iI.A1,1tf1or:ities• 1Je •. · 
·put •• inplacei;tnd •• owpE!\Ship fprJ:hi~IJe 
cle<1rly defined .with tile Programme. · 

_;/-·-_:_:·:---_:;_:--: -, __ -'-_/_>: .::·,_: ,_-;_::_~'.--,<:>_: __ :-;--_-<_ :·>-; u:-- -,;.::_;'':__ :,'--. 

4) $e~ar~t.E!tlln~ illg. tgr~ra.ud 1311~ ~rre>rbe 
p~t ill. p laqe ;:is I:! Jllatter of u. rg1.mcy to 
el"l~ure .t~i·;:ippre>pfi13te il'ltE!rcep.t wf1E!re 
nege,ssi:tryin the dE!sign <111cibuild in the 

.. Pro ramnie. . . . . . 
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3 Review.Team Findi!Jgs 

The,/FAF!irearnunderstand~fHe practical reasohs why overthe, IC!St.Vear, .the Universal 
Gredit (Uq} programme has prioritised worf(.on supporting:·" · 

• Policy and Prirn<Hy legi~IC!1i()n, .· 

• High71e,'.leI9ystem design C!nd cust6rl1erre,9e,arch,/ •..••. , ... · ...... ··. < ). •••.··· ....• ·.·•· •·· · .. ·.·.•. .. . •. ·. 
• Establishi11g. the .. IT frC!rnew()rkand C1PIXOC1C:h, an(j completing• the initial 2 "Leaps", 

and .••.. · .• ·.·•· · . }/ < i .·. . . . 
• Preparing high~level costings, benefits, and timelines. 

-: -,-- - -;-/-_- - ; >.::" -:--/--_<: -- - __ -__ ";_-_-_-__ -,, -_-_ -__ ,-_ - -:-.<---,,: 

·The,. prografome's · mobiniation and cap8.¢ity lia\/e ~eenaffected by th~ timi~$ and irnpact of 
DWP's wider •. c:orpprateeffici,encies.·.pro$ramme (apd w,ef()Uf1d mciny e)(amples ()f.recentC!nd 
anticipated staffarrivals).Ney;e~hele,ss, work hC!s beep largely C()mpleted on th,e primi:uy 
le,gislation, apathe.ProgrC!mrne met .. the•32% t11rnet set for.Leaps.·1 and 2 of the, ··IT ,build, 
which supp9rts 9ome increase,<:! gcmfide,nce.There,are indicC1tiop9,thatthe programme. has 
bee11 pickipg yp speed 9vertHe .. ·l(!stfew· mC>nths; 11nd.there is also eyi(jence that i:t number of 
inn9vativf cind good qu111ity if1i\i(!tive9 have been started. "fhe 9ver(lll .dire,ction oftrave,I is 
clearly po9it,ive; and steps' have .clearly been take,pt9 .. add.ress .. a· number of the. areas vyith 
Whiph .previous m!letings of the MPf!(3,.h(lVt3 bee11 conceme,d .. lnpcirJ:icular, there has been 
· sorne, ,clear effort ...... ancf the starJ:•.oLimprovemenJs- in some are,as,suc;h .. as Gost-bene,fit 
analysis, fraucj and error, critical path analysjs, and aspects of programme governance and 
management. 

Furtherwqrk(and capacity) is pl(lpned Iry these areas, bl!! considerably· more remainstobe 
done. Overall, the Programme remains "behin,dthe .cl!rve" on a number of important areas 
compared with what \>Vould normally be E)Xpected for a Pr()gr!'lrnme. of this size apd 
C()JTiplexity. lt .. has nqwreached a "tippi11g point"; cind, it is important<t~at UC achieves a 
nu,mberof "step-changE)s".that llE)E)cf t() berpadf,Olfer the·next ,3-4 .rno,ntHs in orqerto (1) ·· 
furtHE!runderpip ,C!nd ,de-risk the,prcwrarnrne and costings,.and (2) ensure.achievem.ent of the 
Juli, extent ofthe quaJitatiye benefits envisaged. · 

- .. · ....... -. ·. ·.· .. . .. . 

.· · So our overci11 ·oenvery (;onfid~nce at this poi~\ is Amber Red. But. with a ~le,arly positive 
dire()tion of fravel, wh,ich vvE) wpulcl expect .to• be c;onfirmed by further improvements by 
March/early April 2012. We re.commend that this is testE!d by a further PAR at that point. 

. . . -

Universal . Credit. is a. lar11e .· ''Transfort11citional'' prpgrarnme; C!hd the.re )s .a clew 
tr1111sformaUo.na,Lvi~ion .·at 9e,nlo r ··level, 1NitHin,the, .P\NP .• ·13,nd, .Prqgramll]e, and . strong .. strategic 
le<J.de,rship. Hqvvever, whilst it isunderst()Od (cind welcomed) thgt the programme .. has 

· pri.onyse,d IT delivery.£1.ncl policy(le,gisl£1.tion ... c1evel9prnent.·pvert1Je. past.Yei:tr, tfre.•Programrne 
oye;ciHstill feels very focyssetj pn.·.rrand ''Transactiona/''risks, ,and··.dofsinot.yetseem to 
hgve embraced fully .the transformational. ni:tture of the required. business change at all levels. 

UC isalso .. aProgrClmme'JJhich .• impacts on ari ex~eptionally wide· rangeof.~t.ak~fl()l.cJffS and 
depe,ndenc;i€)9; • ancf it is important that .the~e • C!re fuUy .. regognised. - and methods deve,lopecl .to 
maf)ilgE! the,sE) .asprocic;til(;ely and cost-ette,ctiyely ai> po9sible at all levels !rth.e Prpgramme -
in orde.r to minimi:zeJuture risks arid the rE!sulting calls on scarce.senior· resources. · 

UNCLASSIFIED 

Page10 of30 
Version 1.0 FIN 



I ·-

' '. 

RESTRICTED 
. NAME OF PROJECT - Universal Credit 



-.·. . · ... _..... RESTRICTED .• . _. 
NAME OF PROJECT::- Universal Credit 

• Cr()ss~D~~~r!Mehtal coHaboration with ljMR(; -in terms. of both .the abolition of Ta_x 
Credits anc:J .the use .of Real Time Information (RT)), · 

·. ~.1.2.J~t~~rati~J of~trat~~ic visio~jntgic!~~i~n··· 
the Pl\~ tean1>touncJ t~atthe integr~tipn ()f this §trate6i~ Trahpforfl1~tibn~I Yision into the 
de.tailed dE)Sign .. of !h§l.·.nel,\/ systE)m·. is.being reinforqedin .. a. n[JrnbE)f()f ),\'Cl)'S. Sprrie.pf.thE)Se 
are (necessarily) innovative.--' and have the potential to provide exemplars pf good practice: -

• •. Mi9i:ters are id1early focused on?pr<lcticaI ~delive~; and.ir~Infprce the JlE)rsonal 
asc;o.unt(ibiHty __ of . senior._offiqial§·• They_·_ •• proyic:le._.· .. acti~E)Ch_alleng(:l "•<tn.ct §.IJPPOrt•.to .·.thE) 
pr9gr(i11]me. The .• f:)(PE)rt f!..dviser.als9.pro~actiy<:ilyisupPor!s.the ••• 1i.nke.ge befyveen t_he 
vipion an9 det(iileddE)Sign. . > > • <· . · ··· · < • ··. < > · · ·_ ···-·· .. · _ · 

• The US(:) of Aglle E)ll]beds the practic(il experience pf both customers and front-line 
ptaff inthe.depignaridtestingpr9qE)SSE)S. · .. ·••·• _ .. ·.·.·_.· .. _·· ·-· _··.·_ ... _.·· > _ ··•· ."· .•• _._-.·· •. • .. 

• ThE) Programme can draw. on original custo111er resegrch .thClt the P,l\R teall] found to 
be. ()f good quality, . _ . . . . _ < . · . · _ .. ·.-.·.• .• . • .. ·... .. •. < > 

• Th(:) policyteam>and_.the.·approa99 J.9 .. _PrEJP(iring new seqon?arY.[egislatipn cl.rE) also 
ell]bedded in the Prograll]me ~o. an unusual. E)Xtent, and this fa intended to ensure .that 
the regulations reflect the clesign n§leds emerging from _the Agile methodolo9y, rather 
tlla9 being c:Jesigned up-front in ''top-down" isolation. ·-·-···. ·.· .. _ •• ···•••·• .. ·· •.. ·•. . .· .. · ... -.. ··.•.. · .. ··• · ·. · 

• ThE) PAR.Jearri saw a ),\'HHngneps to. learn. lesso9sfr0m HMRC's E)XperiE)nce of.(1) 
introducing Tax. Credits, and (2) cornb<ttingfra4d anti error at thE) point of E)ntry intothe 
systE)m; and HMRC arepnJactivE)IY E)ngagirig vvit)) the Prograrrill]e. 

• The Permanent p~crEJtaryseesthe programme as a key part and 13nablerof th.e witler 
"Corporatf bupiness antlcultural Ch(ingE)Splannetlfor theQWP, and it is_Intentletl 
thafit shoultl bE)nefit from i,yiderc9rp9ratE) qhanges (suchas theintrot1uc.tionofP9liqy 
Aqco4nt . rvian<lgE)T§, Portf91io .·. Managel'TIE)nt) and ·the ·wider corporate. initi.atives to 
improve the engage111e(l! ofstaffantl il]C!naQers, 

3.1,3 L~~i~lati()n > < \ > i . __ ·. _· .· · · 

l)oyar,l\s~e.nt.f~r_Jhe prirnary ..• 1egisla\iol1js\ul<~1y •• to .be. tlel(iyetlby·_ 2·. m91lths .due to 
C()nfrO\fE)\SY ar04Tld so!Tle other sections. ~utboth Ministers anc:Jpfficials havE) cig()ocl IE).yel of 
confidence that. \IVork on .the ~iH wiH >b§l complE)tE)d i,yithout significant chci11ges to the UC 
arra11gemE)ntS1 ~llcJ W()~k .on rnUCh of thE) Up SE)Contlary IE)gislation. (and on firming up 
B[1Sif1E)§S Case qos\ings} .should nptneE)tl}o);>e dE)layeq on that bcisis. Tb at is born.e put by 
Hansard. · ·· · · · · 

' ",', ,',,:;' ;- ';_, 

ponsider~91e yyorkJs_.rE)~uired .Jo.r. the SE)cond~ry J<:ld@~ti()~.ard choicE)p win. need -to f)e 
.··.made ~bou.t which ·•_regulations•._n_eE)c:l t(). bE)pri9ritis.E)d for cof11p1E)tioh by-late 2.012 ... i11timef()r 

th<:l. J=><tthtif1?E1r·.•!o.s.ta~.·-in/ApriL. 201 ~-'.•·Af ·prese.nt, ·thE;JrE) •is only· a. high [E)\f<Jl .timetable, buiit 
ar049t1fci9to~s _suohastfiE)WIE)o\thE).S()ci.ciLSec.urity ,<\dyispry(3()!TlrnittE;J.e.§llt•(peca11§ethe 
aim is f9r. th<l form ()f tfie. Pec9ndary IE)gi§IC!ti()nJo foll()Y'f JhE). tl<Jtailed. Clf:lpign wo~k. ()n thE) 
systell] •• th<tt. ·••<:lrn(:lrges thf()IJgfi .• · Agile),•.·•th.erE) .. arE). dirE)ct.jnt~rtlePE)lldE)nqies.·· bE)tvi(E)Ein __ .the 
planning f()r (1) the drC!ftipg_ work.Find (~)thE) c:Jesign work in Lecips3, ··-~ (anti IJO§Sibly ;>). 
Mcinagiqg thOSE) .c:JependensiE)S should be made ea§ierbytge e111_betlding otthe ·Regulations 
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tecim with the PmgramrnE:l; butit will be important that progress on both}he Regulations and 
the detailed design of the. systern is fully correl.ated and tracked. . 

f:t~~i>ll111le11~C1f iC>n •. 2.:f llE! · P~ogr11rn'IIE:l~h.R'1'cl .. •pr7parE:l.··~ Ill §[e~d.etai 1.E!~.· ·~~§PE!]a11~·rciad 
Pl~llJC>r theprePfl[!lti()ll ()f th.E!.seri()ll~<lrY Jegii;lcition l>y ~anllary 2Q1f·••Vll~le,:ryhas. ~.ee11· 
te:;tE!~ <l!;Jai11:;t!h.E:lJi!ll.E!!C1l>IE:ls•·and plans fc:>r. the :;Y:;te!lls deVE!l.opmeqt,.·and .the lesS()f1S 
from the customer research. · · 

:_'.>>_:·:.-_-_/ -,-, --<- -_'.,,':----_--=~- -,_,_,-:_--_/>>:> _:_.-::,-_<--:,: > -- ':-

.·3.2 IT be'le1C>bl11~~taricl lleiivery: 
3.2.1 overview 

Univer~al. Credit Js ..•. onE:l ;of· the. largE:ls,t goyernnient prograrnm~s with .a .significe111t•··rr 
. developme11t E)lernent. Follo1,"ing a gr()undbreaking<peci~kin to >develop the ilT capability 
using the .Agile rnethod()fogy, the prograrnrne has enthusiasticaUy embrClced .the procElss. 
The Agile process has. irnplications. notonlyfor the.ITdeveloprlientbutal~() thE:l ·PTocessby 
w.hich testir1g is, carried ollt, hpwfurtherf"rchanges are rnanaged and most significantly how 
policy and regulationsshouldbe .developed. · · 

Agile. also •. ha:kn()ck 
0on•i~plications for ste1ff e1s •the.fl1ethodology. drives. a .. piffer.erit.llfay of 

thinking .... The pr9grarnme recqgnised ••this earlyjp 'the lifE)cycle, and broyght in specific 
trciining.Clnd. mentoring to up-skill. the.tee1rn·•The.capacityand capability of. theteCIITI PC!§.b€JE:ln 
b.uif.t •up ()yer the pe1st 1.? moryths a11dr1ow se,ems· t().rneet)he current .requirement,. op19rating 
as a cross functionaJtecim put of Warrington. This will need to pe kept .under revi19w puring 
the (larger) Leaps 3 and 4. . ' . 

Progress is bei~g measured against 162 .busines.s scenafios tpatha\/e been del/eloped. ·.The 
spE)narios, are then aligned arig developed tpro.uph !3. §E:lries of !) timecc;on~trainec:I blocks of 
activity called Lei:ipS (each of which is fur\hE)r 9roke.ndo1Nn int() srorter iterations that ano'N 
f()f fighter.·pla.nning and. r11on.itoripg). Leap s. has beE)n•.identifiec:l .• as .a "contingenc;y'' •Leap.to 
ensure ... changei; Cif1d functionalil}!Jhat 11Cls pot been C()rnPIE:l!ed ccin be. capturE)d JciterJn. t.h.e 
lifecycle:l.t. is a1s9·E:lrvi.sagE:ld}i1Clt any "9o'N li\(ave''.•()f 13.clivity nt:it. completed• coyld .bE:l §IN€lpt up 
later in tl1eproc;19i;s. ••.]"he prpgralllme.receptly suc;cE:lfsfully d(:)liyE)re.d.•the major m!lei;tone.•of 
Leap o2 enabling it to .declare 32% of the design and build complete. · · 

> ----- --,:_--__ :;:___ - .:----->--,<-_-_ __--<:-- _,_.o_;- :. __ ;-.·:- __ <_: -', --- /_ --- :,," -_:-- - : ___ -- :_ :<:-- -,-_---,, -- -- -/<--('-_-->: ;--'>-- :·--:- --.-- :----;_-- -- : __ ,_-, -- -< -_,-___ -- < -:·:<: -::_ -: :·;_>_/- ·::_ --_-- -

Thi§ .is,v.ery •enc.our~gihg f()r the progra~me.H9w.19\/er, there agi ilnumb.~r . .Otifis,ks• inherent 
inthis process.• J.he, contemt ()f LeClp 2 1Nas chos191Jto .deliyerthe less. corriplex scerncirios 9n 
th19 b.asisthatthe initial platforlll INOuld be the lllOS,tcomplex.to estciblish in ITterrhs; and 
could. then be built ljP()n 111ore E:lasily <:it subsequent stClgE:ls. It is . r?c;ognisE)d .•.•by the 
programnie that.rnany ()f.lbe coJ'!lplex.scenarios i.yill bE) in Leap 3. ltshquld be·ecisier to judge 
overall progress once L?ap ~)s coniplete jn Spring 2012. · · · · · · 

1f1 .• additidn ~he\/i.~IN on ithe~tatus pf [_eap 5 W~~ uncl~ar.< Sol11~·· Of th()SE) •• intE:lfYie\NedfE)lt 
LE)ap B alree1c:IY hClc:J sigqifipClnt content whilst pthers .belieyeg it vva.s empty. Finally, th19 :32%> . 
only•.repres,ef11s,tpE) c:ie§ign. ctf1d .•• bllild elements.of.•t.he IJlifepycle .•• 9()nsic:1eri:iblEl \NOrf{.is ,s.till 
regljirElc:i • iq<thE) tEJs!ing a.ni:J intE)graJion areci, .. ·p9tl1. of\>'Jhich 1Nill becolllc:i. ·rri()re. COJ'!lplex and 
irnportant as thE:l f'rqgrarn111e. ad.vqnces, The PAR Team was 11ot able Jo test the approach tp 
tes~ing and integration at this early stage. · 

UNCLASSIFIED 

Page 13 of 30 
Version 1.0 FIN 



.. .. RESTRICTED 
NAME OF PROJECT-, Universal Credit 

. The appropriate major supplier contrac;ts are in place and .th.e associated ,supplier 
marn:ige1nent seems to WCJr.k w.eH. Jn. particular ,suppliers. were generally plE3a,sed witry the 
"cabal".appro8:ch.· to .,supplier m!'lngge1nent,. \'Jith suppHers •. le!'IVif1g. their.badges .• at .• theidoor, 
·ahd• .. t'1E3 revisf)d .<i.rrci11gem9nt,sp()teqtially prpyic:je additional cqpacity. a11d ... · coritin9f)f1CY 
opti()n,S, •. )iOWE)Y?r,ponce[nS were raised .that try ere \'/a.s. a 18:ckpf $flt1E innov8:tion in the 
s[Jpply chain and that this .needed to b.e adcjr(l,ss.ed if the programme \'/as gqi!]g tq deliv~r 
products of.a higher guality than thetr(lc:litio11aI supplie.r,s Provi\]E3, Clnd be c8:pable of keeping 
up to •da.te with the pace .. oti11noyation .in channels •. a11d applications avaHable to 
custo.m.ers. Whilst we. recognise. the primary need. to de-risk the build of the rnpin system a,s 
f!'lr as possibl(l, \'le think that there is a risk that .the programme is LlndE3r(l,stim(iting the 
degree at which custo.mer exp(ldatipns change, and the. papacity9f smaller supplierstq drive 
pn~going innovation pverthE3 lifetime of the .U(>sy,stern; and we. thinkthat the Programme 
would benefit from working/consulting more closely with th.e. Cabinet Office .on this area. 

---- -- -- -,--:>-- ___ -_-__ " ' 

Somewhat unusµally in. a .... multi-supplier programrne,·.·the. programme .. has pro-actively 
acceptecj that the risk associated with JhE3 role qf systems/applicatiof1s integrator• is difficult to 
rni!igate.and has ch0sen. to. addre.ss th at risk it,self. This is b9th. innqyatiYE3 !'Ind pragmatic but 
does potentially add some. risk and/or .arnbigui!y to .thE3 UC Programrrie. In the current 
iteration of the QBC,. th.e projected IT spend ill ··•year has.increa,sgd by .. ~?5m. This .. was 
de,sqribed as not .a .budgetary issue, b!Jt r!'lther. a profilil19 issµe. • Wryilst this may .WE)II be the 
ca,se,therE3 is aJiSk that any sn10othing COL!ld irnP!'!Cf delivery, and f!eco111mendi:jtion. 3:. -
llJl()r9d9tail.shoul~ be. prpyicle,d to tile MPf!G 011the £2S111iriprease .ill the< projected in 
yearl'fspend as part of.the comme11tary.6n the key.changes.between the SOBC and 
~o~ . . . 

3.2.2 Additional IT. requirements for.S('!curity, Fraud and Error 
-- -- - - -- __ -_-:, -- - - - - - - - - - :: ,-_--- -_' - --:_ - - ; -

rri a.ddition to Jhe c;0re UC sofiware, IT deyf)l9Prne11t isrE3.quired in a further two key .areas; 
security (inclµding pybE)rSecurity)}f1c:I the PPE)rationagain,stfraucj anc:f error.. . 
The UC ProgrCimm.e has recently (iPPpinted adcjitional E)Xperti,SE) !'Ind .C!'IP8:City in both the,se 
.area,s; (if1d appe(irS to pe .Jaki!]g · .. a . [ObUstapproach< to bpth. -<· \'/hich. i.s intended to 
«malnstrep.m" e.!'lc;f'J ofJherri .into th€) ~a,sic; ff buil.d ppd .bu:>.ine,s,s• proc;e,sses; Cyber Fraµd has 
been .. ·identifiedas. thet9pri,sk toJhe .prqgramrrie,·. a11d 8:Pproxirriately 25% 0f thf) pverall IT 
budget is Elarmwked for expenditure. in. the ,security .area. Trye . Prqgramme has reached out 
both. across governrrie11t and with.in the supplier basE3 to 8:cquire GIE)ar •.experts . in the field. 
Th.is shoulc:l pr()vide gre!'lter clarity about th.e challenges by end-March 2012. 

Givf)ll the. arn.bitiot.rs channel shift targets, ·.·the UC progr!'lrn111€) rec9gnizes that ttiere is. a 
balaricEl to be struck between ,security and Jhe CUStOrr!f)LexperienCE), and this Will remain a 
challenge that wiH rieed to. bf) testE)d throughout the design. andtE)sting .·.processes .. }he 
Programinehas erigag-E)d fully with the Catii11et·. ()ffiC:f) ic:IE)ntity .a11cl authenticatipn Jnitiatjye 
and dµe · fo Jhe timing now finds it,self Jn .the vangu.ar.d of this activity: ..• It .is not Yet plear 
whettlf)fff'Ji:>l.',lill. giye ri,seJo.!'lny L!n11ec:.essa.ry. pr sig11ific8:ntciddW9nal. c.osts . .or risks for t?e 
(.JC pr()Qr<ilTime,.ancj RE!c;o111me11dNi()n4: -The .up Prog~~riilllE!·<ind .tf)e .Ciiliinet Office• 
l!lfJ()~lcl.take.e<irly ac:Uon t() joilltlyidentify the implipaUon.s.and 11eeds th<it .flow fr()lll 
tf'Je pp f:>ro9rammt;?'S vanguard position in the cross-~overnment .identity and 
authentication initiative. 
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The PAR Team toynd gO()devidence.tha.tthe UC Programme has ac:cepted ~h~ qee<fto 
fyndam9ntallyrevie\N. DV\f P's. traditi9nal approa.ph}o fraµd C!JlP. error a.ndto rnaini;tr«;'JC\111 a 
nE)\N approach 'Nithin !hf! basic IT and b.usinE)~S prgceSSE)§; and Jhat ... th.is is.n()w.1Jeip9 t1riy9n 
foryvarqas. a joint str<l.tE)gY);\lith Hfv1fl.C. l\n a!Jree() jqintris;k base.ct .C\pPrqa.ch clf!13i9Qf)tl)() 
builcl 911 ·.the .. •.OpE)rati9pal .. ·.·experienpf). pf. both .....• [)V\ff'. .and. Hty1RC ()peratiopal SUCC:E)SSE)i;.· .. .is 
erni:irging .•• Ho\'Jever,tQerE) a.re still Cl. numbf)r o.t risks in tQisa.rea., Toe. posts ()fthE) fu115ra.y<:l 
&.§rror.·.W()iect. are.tar from fullyJunde.d and .are··~upjf)Ct to s9para.te.bL1§inE)i;spase apPU:iva.I 
by ty1a.rch 2012.. §()me •... •ai;;pepts of •· .. it<);\lill JE)quire agrf)E)lllE)nt vvith the•• lntormati()n 
Com111is~iqn7r.Jn. adcjitiop therf) Js §till ff deyeippmf)nt .·{i.sk. ai;;sociatf)d \'/ith• the IBM IRIS 
product deveiopment There should be .greater clarity aroundallthese issues by end-March . 

. . · .. ··! .. >·· .... ··.·.·••··.· .. ·-'.··.· .... -: ... ·• .. "::---"/--.-: ... · .. ·.• .. • .. •.·· .. --: -.-- _-:: .. • •.. ·.<-- . . ····.··.·".-:-.·. ·.·.·.·.· ... -:'-... ·.·-:· .. ·;: -;-.·· .... --'.·.·.·.· .. ·.->>'-.· .. ··. · .. ·.· · .. ·.•.· .. ·· ... ·· .. ·.:··.· .. ·.· .·.· .. · · ... ···.··.·.··.··/·· . · ... · ... · .. -:·--.· .. · .. ··.·· ...•. · •..• -- ----. .·· .. ( .....•. · ·.··.·.----.·.· ..... · .. ·. ·.··.·.·.· • .. · .. · •. · .. ·.·.·· ·.··.•.·. 

Rt:JCOlllmenc;la.tion 5: "]"he,outs,ta11ding iss.lles a.nd pot.E)ntial c9sts of Fralld and Error 
(and Security) .should be outlined clearly in the commentary .onthe OBC. · 

3.2.3 Potential IT Issues identified: 

• The u~epftheAgile prot~ss;, wpilsta.rrag111aticpecisiori inrespoqse tothe tirlietranie 
challenge and}he wish to elllbE)d customer f)JSperieqce ip the heart of the Prpgramine, 
ha.s a.dd13cl some potential risk to the . Programmf) 1Nhich requires .strengthenf)d 
Pf()gra.1111ne ma.na.gement.to mitigate. . ..... .·> . ·. . . ·.. · ... ··.· . ..•• < ·. ,··. 

• 'Af.ith. IT purreptly driving the Pro9ra.111me, and being ahead of the business.products, 
th7re is. a.pot«;'lptial ri13k thatLJniv7rsal Credit could deliver.atransactional processing 
s;ystem bu.t itWill not.ac:hieye the policy intent. . •.. . . ·.... . ·• •..•..• 

• ThE)re i§ a .. riskthat)he initial l_E)aps ha.ve .coritained the easier elements of the 
clevelop111ent(rather toan a balanced approach} and the more complex functionality in 

Leap 3 could prove.problematic. .·.•. . . . •. . . ·.·• ·.. ... . · .. ·..•• .··• ·· .. •· 
• There isa risk that Leap 5 inay nc~t provea sufficient contingency for the overall 

Pr9gramme (although therecouldbe spope for furtherl_EAPs to b~.put in place 
provi<:ledtha.t sufficient has been delivered by Leap .5 to support the Pathfinder ill April 

2013}. > .··· • ···.•· ·•··· ) .. ·. )• f < .· ••.. . < .·.·... ·•· ·..... < ·.···· ·. 
• ThE) risk~ ass()ciated with applications integration ne.ed to. be more clearly identified 

and managed. .·• . • < .·.·. . . . > > ..• > . . • :. .· •. ·.. . .··•···· . 
• TheJ'.21>rn puclget profilingrisk needs to be more clearly understood and .explained in 

the commenta.ry pnth~.osc •. 
• Th.e .topus on. rnainstreamingthe security and tra.lld and error risk is at an early stage, 

and. needs to be coptinuedand further elaborated. 
• Risk asso.ciat~d with the Fraud and Error budget needs .more senior ownership within 

the uc; r.rogra.111me. • ••. . . > ....•. · ...•. ·· .. · .• .. ···•·•·• > > •···•·.·.. >( •. · •... < 
• ··.Greater clarity ii;; required a.round a.ny .cost <J,nd IT deliyeryrisksfor the UC/Programme 

assoc:iated with the !Rip pro<:luct · · 

RE)CC>lll!Jle11da.tiC>ri !): .·Ttie .Pro grall"lrn~'.s pr()gr~s!l on .. managi~~ the .11" .issues . iclentified 
in Paragraph 3.2.3 should be reviewed by the next.PAR 

3.3 Real.Tilrlelnformation Project 
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3.3.1 The f-f MRC RE)al Time syst.:;irr1 and. the s.uccessful link to allow exchange of data with 
ft1.e •. Univ;.:;irs91 (:rE)c.Jit system hav;e be.:;in recognised as kE)y depenc!encies for the_ l)C 

· PrograrriniE). Jhe Bysi11.:;i~s C;;ise.§lssurries that90%._of cha.nges_in E)grningswjJI be capable 
pf be.if1g pro9.:;i(lsed ;;iut9m9tica.llythrough the new link· between RTI and UC (s.:;ilf employ.:;id 
earnersare considered out ofscopE)). · · · · 

' --- ' -- _:_<--: '.:--·_,:--:-<\ ____ --::\- __ "_--;- -_,-::,:-:-'. <_: _-__ -"_> -- ", -- ' " --- - ' -,' ':--

ThE) PAR T€Jarn interviel'JE)d .the >HMRCDir.:;ictor Genera.I of Benefits and Credits, and the 
D.irector · GE)neraf • yvith resppnsibility for p.:;irsonal Tax. \'Jho is alsp tlJe SRO tor the f'lTI 
progr9nime. Th.e FAR team iare irnpressed with <the. leyel of co11u11itrnerlt to ensure the 
succe~s of RTf and . lJC prpgramrnes. Ther.e. is high-level eng9gement betw.:;ien the 
Programmes from lylinisterial Iev;el down. The governance. model being deployed by RT! is 
the same as that for the UC Programme. · 

The timescales for RT! are. challenging,• but the SRb considers the programme .to .be on-track 
and achievable; theteall1 asse.mbled to deliver th.:;i programme I(> the on19 wh.ich previously 
brought in on-line services for HMRC. The programme builds on the relationship HMRC 
already has \'Jith payroll software manuf;;ictures and thesolutioninvoives the BAGS system, 
but ina manner which has de-risked the use of a complexbanking system. 

T.he timescale :for RT! is to run a pilot from ApriI 2012. arid early adopters wiH start. in 
November 2012 l'}ith go-live .from April 2013. This should_enablean Intercept with the UC 
P9thfin.der that starts at tlJis time, butthe details have yet to work through. A full banking 
solution should be in place by 2016. In terms .()f cc:mtirigency, .HMf'lC ha.ve a 12-month 
window after their pilot to solve problems and the low scale ramp up of UC from O.ctober 
2013 l'Jill .enable alternative processes such as se.lf-assessment to be put in place. 

3.3.2 Potential RTI Issues Identified: Overall, the risk to the UC programme is now 
considered as low. Issues that need to be resolved over the next 3 to 4 months include: -: 

• HMRC's approach to Fraud anc.J Error has been accepted in outline, and now needs 
to be fully .embedded in the "define, design and develop" cycles of .the UC 
Programme; and 

• Thef19sso11s froni irripIE)menting Tax Credits qeeci to befylly assessed .(for example 
to help test oufassumptions about volumetrics and potentially different reactions 
fromthis substantial customer segment · · · 

3.3.3 We recommend that: -

• (f!19com1T1erl~a~i?~ 7}The revise~ pwF' approach t? Fr~ud. a.ncl Er.ror. be, fully 
e,stabHshecj .a.s 8. matter of ur~ercy and _fecj into the pl~n!li!lg for .Lt98.P3 of UC 
a~d t~19 devt91opment_ 9f the ()perati()nal Moclel (this l'l~ould .encapsuliite .thE! 
C:l!ltur(il a~~- be,havioural is~ues of. the approach in rela.tion to skills and 
business prodllcts). 

• (Flf3co1t1m~ndation a) l"he b19~e, ergagemenfalld approach benye,en·_owp_a11d 
HM~c. (consiclered. t9. be. ·e,xe111p1ar), ·. be, .. l/SE)d_ a.s.· the b(isis. for •impr()ving 
relatio11ship~ with other exterrial. boclies thatare more. than just stakeholders 
(suc:h as Local Authorities, DCLG, focus groups, H.MT and CO}. 
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(See paragraph 3.8and .Recommendation 12 re engagement with Local Authorities, the 
DCLG and Third Sector Groups.) · 

, ---- --- ------ ;;: - -

3.4 aov'emarld~ ari~ ~rogramllle Management 
------- ------------ - ----------- ----------------- -- ---------- ---- ---

3.4.t Brogra~lll~··Mallageniellt: 
- --- - .----- - --------- -- ------:--;_-_____ ;_. __ 

Th~·p~ogra111B~Rf\GstcitLJs is currently7~Jf-assessE:cl .cit.Amber/Red. The. tE)a.111· felt .that.this 
WC!f:l C).11 accura,tE) ass.e.ss111erit of theiprogrcim111e, and .tha,t··(although> clea,rlyjmproving) 
prpgra,rn.111€) .111a,riai;ie111E)11tre111ains "behind the cuNe'' .• a.ttfii7••P()int.··. Th€) 9uilc:fi1"1g blocks of 
prpgra111111e 111anage111ept SE)el11 to b€) jn,plac€) .and th.ere.is an. appelit€)toi111P[()VE) processes, 
e,v.iclef19€)d. by thE)rE)cent enga,ge111ent with. 9ranfiE)lcl}n th€) rif:Jk a,rea and E:111ergn for the, Agile 
prp9ef:)S.The€))(pE)Ct€)dprogra111rne .. mariai;iemElnt coptrOJf:l vvhilf:Jt iJ1 place appear}Obe .a littl€) 
i111mature,jnpa,rticularthe planning function and .. chc:inge control.An il11prO\fE)d high level 
governarice structure haf:l been put in place i:ind is being embedded. At the.sa111e time, there 
appear to be ./:l. significa,nt m1mber ()f new pe()ple co111ing onto the f'rogrammE). This has led 
to .the effE)ctiveness of. governance taking a little lclnger t() bed in than might lia,ve been 
expe9ted,. in pa,rticula,r the governance. of the .DE)sign element (where• th.e •·structure and 
authprity levels still appear .to be unclear). 

The. combining of the SRO .and COO .roles appears to .work w~ll and hai advantages in 
cutting through some of the. layers of management on issues such as staff resources and · 
migration. 

3.4.2 Potential Programme Governance and Management Is.sues Identified: - · 

The PARTeam took cognisance of. a very recent. lnt.ernal Audit Report, and crosschecked 
this against otherevidence, including: -

• The level 1 programme plan and associated critical path appear to lack depth with 
some milestones .that are ostensibly on the .. critical path having slipped with no 
apparent impact. 

• A number of. the level 1 .milestones are reported as bE)ing at rif:Jk)evel which would 
indicate the Prpgramme is a little behind where it needs to be. 

• Dependencies clo not appear to be being consistently formally managed: 

• ManagerriE)nt of •both the many (a,nd corn pie)()• e:xternal Sfakefiolders .p.nd.of .internal 
staff co.mmunications .needs to.be extended and more systematised. · 

----- - -- - - -- - ---- - ' ---- -·' 

• The programme ~anag~rT1ent capacity SE)ems t() . b~ stretched and in particularthe 
PMO l:lppears. to .··be ..• understa,f!ed for. a .ProwCimrri.e .• ·of this size ... Jhis lea,c!f:l to to.e 
fupctionbeing .. rea9tiye, not adding as muph yalue a7 ·might reasonably be ·E)xpectec:l 
andthe ability to actasacliallenge cinc:J progress-chasing functionJs.Hmited 

•• ··. .···· .. · ..... · •. · .. · .· ... · .. · .. · .. ·.·· ••• •. ··•·.· .· ··· .. · .· ·.···.· ..•. ·· .. ··· .· ... ··.· ... ·· ... ·.·.· .... · ... ·.··.·.·.· .. · .. •••·• ... ···· ... ········ ---•.• ·· •.• - -- -.. ----.·.· .... · •• ·.·· ••• · .. · ... ·.·· .• •···.•••.·.· .. ··•.··.·.· .. ···•··. ----..... ·.·· .... · ... · ........ · .. 
• There appears t(). be a wealth pf.formal and informal goverrian~e .f:l[JtJ groups .,. not an 

of which have documented Terms. of Reference. In particulcir c:lE)Sign aQd associated 
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· decision making responsibilities and the role of tlleStrategic Design Authority was not 
made clear (or consistently understood by inteNiewees) to the PAR Team. 

• The iprogram111Ei managemEint .functions need . now. to be used. - as a Jiving 
management to()land at all Jevels in the Pr()grarnme ~Jo dEiliver real val.ue and furth(:ir 
de-risk the Programme. For example, the use of external Cranfield expertise has 
glready.resulted .in impr9yEld.documentati()n of risKs and mitigations, ~ut as .Yet there 
is a low level. of maturity around the Programme'.s use of th Else tools,• and they are not 
yet ernbeddE)d at .all levels of the Prograrnllle as .·.<l living managemert tooL Th€) key 
risks do appElar to be .understood and wh.en fopus i.s given to these risks g()()d 
mitigations and plans appea_r to be in place (eg: HT!).• But it is i111portant that these 
tool~ are used .c9nsistently to allocate clear responsibHity ("ownership") to named 
Jnc:fividuals who. are Clearly hEild accountable for their. mitigation; and that risks and 
mitigations are proactively refreshed and tracked (using strengthened Programme 
Managemimt Office resources). 

• There have been a significant number .of recent joi11ers to the Programme, This is 
likely to continue, and specific provision for the .induction of new joiners nee.ds to be 
made. It is important that all of them receive a common understanding of the 
Programme's aims and approach. · 

3.4.3 Recommendation 9: -

1} We recognise an~ welcome the increa.sed foc~s and urgent work th11t is ongoing 
within the Programme on planning and risk, and recommend tha.t the practical 
effectiveness of. this is revieV1fed further by the next PAR. Th.ere is an urgentneed 
to improve the programme plan and associated critical path analysis. The pr9ducts 
currently in place are not accurate enough to be used by all stakeholders as 
control documents. · · · 

2) Priority sho1.1ld be given .to fill the resource gaps in the PMO, enabling the PMO 
to become a more pro-active function · 

3) Fl(rther clarity is. needed on Jhe pr()gra111me governance. In particular, the 
design function, .. clarity on busine!;s products governance and the lower level 
governance .boards. · 

4) Pr()gra.mme 111anagement functi()!lS are in pla<:e butn()Vif need to be used to drive 
the programme OIJtcome~, Go11sideration>~h9uld. be given to l(sing reh.~vant 
eie111ents of trye P3M3. (portfolio, progra.mme and project 111aturity model), to bring 
the.PMO up .the.val.ue .. chain. · 

5) The IJ.idl(<;~ion process for newjoiners sh()uld be more clearly .embeddecl within 
the Program1119, · · 

3.5 Business Change/ Transformation 

3 •• 5.1 Universal Credit is a large business tran~formation programme. There is clear 
transformational vision at senior .level within the ·DWP and Programme. However, the 

UNCLASSIFIED 

Page 18 of 30 
Version 1.0 FIN 

• 
' 



l . ~ 
1 
I 
I 
I 

RESTRICTED 
NAM.E OF PROJECT:-Universal Credit 

Programme still feels \lery IT' toc:used . arn:I ,, does not s.e€)rn Jo·. QCJ,ye enibra'c€)d fuHy, the 
tra.nsfqrmationa1.natµrepfithe.businesschange at a11 .• 1evels. T:he rep€)nt appointrnent pf the 
lfT]plementati()Q, CJ.ncl [)eli\ferY pireftor is a 'Nelcome addition tp th€) te<:1.m <t11d jsqoyld eJ1.Cl.P.lf7 
rnor€) ,toc;µs .()n)hetn:1n*fqr111<:1.ti,ol) agendCJ,. We\'JE)fe .plea~edto.notet.h<:1.t follo'Ning the recE:irit 
•·s.i.gD.·qffgf th€) f)Jgq,bevE)l.•lrnple,rnentation•. Strategy th€J. Prograrn!TI€J.· ha~ rec()911.is€J9.·t,hat .• t~€) 
bll?ines*• .Produm~ .. ·peeq fu~h€)r work 'Ni,th .. ·cl(:)arer.·.align.menf of the,. Fr dE)V€)1opment/lpW()<3.Ch 
aqd, any uncit:JrPinqingJele<:1.se planning .. But thisJs an area· that .is curn~ntly ."behind .•the 
curve'', especially giyen the scale of change and staff involved. 

<: ;·: ___ ,, :-,, --- ; :; -- -__ '- ---- - ---- --_:; -- :·_-- _-- - ---- --- ::-- --

3.5.2 W6Hst it wa*pnd€)rstpod •the~rograrnme. was• ieanil)g···h.eavily,.on h,ar,d. jYOhexpE)riE)nGe 
frqp1 tqE:i prEivious·••PWP .. <:1.nd .. IJMf'lC .. ·pro.grCl.mrnes,for thEi, uc. prqgrarnrnE:l .to. be tryly 
transformational it may be approprigte to. consult .V/ider, including outside· Government 

3.5.3 Poten1:ia(8tisin~ssTran~for~ation Issues identified: -: 

• The tiusineps products such 8.s target operating niodel, conceptof operations, cultural 
vision, etc Cl.re not yet in place. There is therefore a risk. of divergence of the IT and 
business developments. · · 

• The. bjYnership of delivery. of these products was unclear leading •to a .risk of 
misalignment and/or non-delivery. 

• More focus is required oq Jhe bll,sine~s products with the associated, .level 1 
milestenes. 

• Whilstthere is a high degree ofConfidencE) inHR's ability to manage the m€)chanics of 
the transformation (such as: numbers, sites, unions TUPE etc), H,R involvement in the 
strategy is nofplanned to ramp up until March/April. ]"here is a risk that this will lead 
to the transformational agenda not being fully delivered. 

- - :- _:---------- --- ·: _, __ ------ - - - ---- -,-- -- - -_ 

• There i.s.a risk of dupHcCJ,tion, gaps or inconsistencies betW,eenthe cultural change 
aspec:ts of ffte UC Progr.CJ,mme al)d the DWP's broader focus on corporate culture 
c;hangeand staff eqgagement 

3.5.4 Recornl119l1dation1 O: -The UC Pr()gramme sh~l.lld .take urgent ~ction to: -

1> Es,tabn~~··c19~~ §#11ership a11d sC:()pe for •the .• busine~s• tr11nsf(Jrmati§n agencia. 
and associated products, · · · · · · 

,-_ --- -- ----

2) Prioriti~~the .cleyelopment• of. thE!$ebusines~.·~roduC:ts. 

3)··· ~~c:ure ,e~rti~;i~W .~n~age~~nt•.lar(Ju.~d·.m0•• fut3r~ c~si()fo~r ·.· .. experien.ce ... ~n.~ 
inS,.if!tlt.t9 .• e.nable H~J(),SUPP0'1.the ... ·f)r0Qrar11111e.,il1.de\,'elppi11g th9• .. r~~Hir~d C:\Jlt!Jfal 
\(iSi()n•.·af1c:I · i;l<ill)l!;.eti; • il1 ti111e•. t(). Jn9luc!e .... r~I~va11t .. aspi;icti>,··. (i>HC:~· Ill> 9us~oiner 
S(ltisfa9tio11 5nc;I ~taff engagement levels) i,n the sel.ection criteria tor .i>ite i>elec~ion 
andappointinents. · ·· · 
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4) Esta~lisfy i;:IE)ar links llE)tween ·the Programme. and the DWP's corporate culture 
change.and comni.unications Initiatives, · 

3.6 cllannel Shift 

?.6.1 JhE) W()rkto support the Channel Shift element of the UC Programme is vital. from 
severalperspecthres: : •. • . > . . .·.· . . ·•·· · .. · .. · .. 

. • The financial model, .and Business Case, is predicated upon the Channel Shift 
analysis. . .. .. · .· ·•·. . . 

• The Bµsiness Transformation aims deperidon the (;hannel Shift strategy. 
• The Channel Shift strategy is central to the Customer Experience. 

3.6.2 The efficacy andcredibili!y of the Channel Shift stra.tegy depE)nds on how it is informed. 
The ¢ustomer Experience team are a key element in making sure .that this strategy delivers, 
and have been responsible for setting up theresearch pr9gramme that will f:ielp to inform 
decisions central)q the strategy's .success. The research programme has been split into two 
key elements: · · 

• .Ouantitative .Research - aimed .at uncjersta.nding the E)ffects of the various .profiled 
segments on the UC delivery model, an.d feeding. in key data to. inform· the analytical 
modelling that drives the financial and operational aspects of the programme. 

• qualitati.ve Research - Which is .aimed. at ensuring the optimal customer. and staff 
experience in the design of the services and products to be used. 

The Programme has ensuredthe rightlevel of iny(39tment into this res.earch prograIT)me and 
.the quality of it supports a relatively robust confidence level in t.he decisions and assumptions 
resulting from .it. · 

- -- ------ - :-' --" -- - - - -

3.6.3 The methodology and processesadopted are indl1str}' bE)St practice and innovative in 
that thE)Y Hnk in very effE)stively \,\lith thE) cjesign aspects of the Agile methodology - ~nsuring 

• tJ:ie design process rnairitains relevancE) and value. The participation of cus.tomers, 
operational staff, st<tff usetp, depigners and policy experts enables robust design and 
deci9ion-makiJ'lg· . Profiling anc:f segmentation methodology is 9olid • and ... based upon 
circumstantial and attitudinal aspests of the .client pase: In addi.tion, the data sets for the 
qua.ntit<ttiye rE)sj3arc.h ti as been pn:iyidE)c:Jfr9rn DVIJP, J;[\/JRC and Lqcal Authority so.yrces, and 
are relatively recent thus ensuring relevance. · 

-- - ,,_ -- - -- ,, '" ,,, - - -

3.6.4 ThE) .les9ons•learnt froIT) tpE) • .fSf\phaririel •shi~ e.)(PE)rience arei:being clOSE)IY. analysed to 
unden>taridbehayio~ral issues a.nd opportunities to improve ori line take up ra.tes .. · .. ··.·· .. · 
Tpe d?ta.Jrorn .th.erE)searsh .• ha.s. enablecj go()d quality SE)nsitiyity anglysis to be coriducted. for 
th,E)f\ria.nciCll IT)9dE)I and)h!'l bµsiness ca9e'. Overall, .this are<t is well "up to the curve"fpr this 

··stage of the programme. · ·· 

3.6.5 Potential Channel Shitnssues identified: " 
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Gorp()rate /gV\JP Qiredor pf y~n1rnufodatic>ns ha{ been appoip;E)d, .• qnd the.pr()gra~rllEl ..• vyHI 
.also .be•• a8pointing. "· c.0111munication manager .. · inside .. the Programme .. These appointments 
are .considered to be vital. · 

3.1.21>()t~ritial c611lrnunicatipl1~ l~su~~ld~hufi~C!: .~ 

Th~~e~rethreea§~~bts• 6tbo~~Unic~iion that~u§t••P~···addressedbVthe prCJgrctrnme ... on an 
urgent basis:.> · · · · 

"--'.-__ -:_:'.-: ____ .-::>>>; ____ :-;:,' --- ; -,,__>: <. 

1. h1terl1~LCc;illlrnllni~?tic:>n ... :-The.•PA1i,T€l<lm bE)Ueyestgqtthe Programm~(ahd .OIJVP) 
g1:1ve .agreat()Pp?ftl1ni(Y ~o po~iti()n the yg Programmeyerypo5:i!ively in tpE) 1)1ind<; of · 
thE) staff. ••EngagE).[Tle.nt a.nd ·rn()tiyCltion•.leyels.·.acro~<;·th.e[)E)partiyie!lt are .·qni.5:S(lE) apcl 
fDE) Progrqlll[Tle woviqe~ a.v.opport!Jnity.t9use tpe.f'[09r,qrn[llE)'S .·in.tE)mal 5:ucce<;ses, 
profile ~/a,nd.·.ind(j<;tiy !JE)st .·.practice .. apd ... groundbreaking [llethodologies.to epgage· staff 
po<;itively.•••No.•····~truc;turE)d •· programm€l. ()f intemql.c()m!lll1nicatipn exist<;. YE)t .... and 
interviewees felt(herE) ... WqSlittle tp be .sajcf JO Sta.ff.while the Pr9grammE) was in its 
early stages.This potentially .allows misconceptions and nE)gatiyeviews to Jill the void. 

2. St~keho.I~~r.En~ade~~nt~A high level ~ap .• exists··~f stqkeh()lcle.rs, thei/ issl1e5: anq 
the· messaging appr9ach for each stakeh()l.dE)r community or person .• Thisi.s. currently 
at ··Ci loVI' IE)VE)LOf [Tlqturity as a result ot a lack or res9urcE) tJE)ipg. appoip~eclt()thE)J(l.Sk 
This rE)source)s<;ue••·is•.peing addres.5:e<:l-;- bufthE) 5:cale 9Lthe.)?~kis not ft111y 
apP{eCifited .a,tithe. [Tl()[Tlent:.§e>lllEi·•· mai()r. CO[TlJl1L11litiE)s ne.e.d·•tO.•. pE) engaged. vyith 
urgency}o111ake. suretlJe .. ·Programme doe<; .n()t syffer fro.m lackpf.support•Or, at wors.t 
ne.9(l.tive aqtivity.Local )l.ythoritiE)S, inp(l.[ticular peE)clt() be adclfeSSE)dmo.r.e:•effectively 
(see b.eloVI')· ·Senior.·stqff haye re:cogriisE)d the rieE).d to "rp?nmark" theirse:nior 
st<l~eh9lders put this actMty. is c;urrently n()t JAIE)ll coordinated arid rieE)ds more 
sophistiqation. in ter.rns. ()f.me<;saging •.•. agendCJ.. 1n1:1nagernE)f1t.•a11c1 propesses •. and 
systems .(sllchaS<(:l c.ustomerJe>lati()n~hip management <;Y<;tE)m) t() Sl]ppqrt·. it.·and 
reduqe the .··.impact· of.c9ncer119. 011.• sca.rce seni()r res9urces. So[lle stqkeholders 
eJ<pre9sedJru<;trati9h 9ve(the. de>8th<of • e.ngagernE)nt• (:llld. fil~o· the .• ti[lling, in . tpat 
PqPern.•f()r ctE)c:iS,i()n .• Vl'E).fen't·pE)cE)<;sqrity. ·.r€l<lchin9 tre.m •·in•·. timE).·· •13.n.ct thJs ... IE)d .Jhe.m ... ··to 
fe:el les5: .engaQed .· in)he debate and dE)pision fl1aking proce:s<;, ·and consequently less 
confident intheProgramme's robustness. · 

3. .External Cominu11ic~ti?n7 A DWP DifE)ctorof c.ornrnllnicationis.due to;~rriye by the 
end .e>f f\jqyernbE)r, Pres9 aptiyityjs alre:acly.busy. in this.wea. and,t() an. extentihe 
l'rogra[TlrnE) is goinQ to h(:lVef(). play C(l.t(;h Li,P in O.fder to CldclrElss. mE) rnE)Cliei'S cprrerit 
a,~itUdE) .. t9vy(:lrds .. thls p()licy CiQPJt<;poterftial effE)qts.·.ln qdditi()l1• the Waxm.up qarnp(l.igp ·• .. 
fO[the [Tlqr.ket hqS Qbt peepdeSiQnecJ .. ·<iS yet··and .Will nElecJ to pom[TlE)pCe earliertpan 
the plqllf1E:d (late fprthE) E)Pd of §Ufl1rnef2012 .- probably rn()re. throu9h . effective .P(i 
than anyothercofnmunicationct')annel. · · · 

3.8.Local · Aut~ohties,the.obLGl!Od 1"hircJ s~i:tor Grau@ . .. . . .. . . - . . ·- . - ·- . . - .. 

3;~.1 The •• issu~~~ro~natlle.n~e8tor··eff~btive·•E)ng~~E)m.entwithLoC~1 .• Authorities CJ.~d other 
organisatiOll?. (spcha.s tpe gitiZE)ns .. • AdvlpE: •. •• f3llrE)a(j).••·.·that .• are• .. potentially ..• importqnt to 
succE)~5:fu1 .. ••dE)fi.\/e>ry.·qf !hE)pha11ges ··.bec;arne yeiy•· ... clE)ar during the Pjl.li.•.The •. pwcess ... of 
engagement with tll.ese <bodies. h(l.S commenced b!Jt the efficacy and depth of that 
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pl~~rJif1g assumptions kno\f\ln at th~}time .Jhe overall position indicated that the Programme . 
was oyerbudget J:>Y£Jbn.in SR.10, \f\lithsignrric:ant po9tSR10 c.osts .. 

yllerei has·b~~.n~igllifiq~pt •. progr~ss inclosi119 ... th·~··~·ffofclabU.itygap. since. the ..• sosc.was 
pupli.!lhed.. Hf\'1Th8..S.};tJCl.defo:2brJ. availC1l:ll!'JcJUririg the 9RJO .•. period. ancj .• current.fcxec:a9t 
sf"lown if1 ttiei ()u!H11e •• f3.usi11ess Casei•(QBC),da.teid 21.0ptobeir.2011, is an.et. funding 
recjuirem!')nt of £1.9bn. · · · · · 

3.~.~ fl.FinS.nie .• ~u~in~s;•··· p~rtneif/h~s··••recer)uy bei~nappo\ritedtq wor~ .• with the .. •.uc 
... Pro9,ramine, bµt .he .ha.s.011Iy beeinJ11.pla9e fqr. Ci te\f\l\'leeks.)11 p[odµcing)he ()BF, thei 
Pr9.grarn.rneha.s been.al:llE! to.refi1Je.the.pl~l)n.i11g a:;;i;;.u1nptioni; and.sensiU."ity a.n~Iysisto 
pr9yidE!. morE)•T()l:lL!st .Cll1d ... refj!)ecj foreca9t!l. Th!:! c9nficjE)i1cE) ... ieivei1s. in. the QBC .. an:iuncl .• pR1 o 
ha.ye. a.Is(). qee11•inprea.9E)fl .• l:>Y ·the jriclu.siprJ•.()f gwater SE)f1Sitivity a11alyse9 ar9und .the range(lf 
likely.outc9rJ1es. Forexainple,Jhe.()BC. takeisa £i0% .. ''micJclle-range'' assumption .fqr pha1111e1 
Shittra.therthciri Jh.e 80% .9v.eralltar~et.(wtii.ch.•is ·deern.edto .. be.ac:hiev.able byJ!)af1Y of.the 
conimentators 9nd supported fr9m thei Markeit Research data) .• 1tcilso compares. a wqrst cas.e 
of,20% on~line take. UP .. an.d a.ut.9mis.ation.risi11g.to 50°/o, to ab.Elst caseof60% on-line take up 
and autor11isation risingto.80%. The impactis to add £78m to SR1 o c:osts in the worst case 
and to reduce costs by £26m in the .best case. · · 
_::<"-_:_>_- ",·_,':\._:: __ ;::-::•/ .-, ,--_"_::·>_,~-_-;-,;-,'-,": __ -__ ',",<,,-:.·;:'-:-·;_•; '_---:-:u·:·,'_-_--·_-_-_---:·:, __ "< ,," ____ ,: ,",· < 

3 .. s:2 Th.e AME: costs hav.e been re.r11odeHed t9 retlec(tll~ )ate~t policy positioh .• and 
settlement. and this has resulted. in a revised .fqn:icast ()f. g187m in ::JR1p .(£774m in the 
S()BC). Reforms.tothe Council Tax Benefit have been agreed a.s .out ofsc:ope for Universal 
Credit a.nd so £300m costs .of administration .have. been removed from the .baseline and 
operating cost. 

.·.3.9.3 Jhe changesto investment ·costs have been. setoutin.the OBC.Thk·c()st.of estates 
· has reduced by one-third - . £1 OOm; whereas IT costs have increase by £104m from the 
pre\fious position. Overall DEL cqsts have also decreased from £1,997m in the SOBC to 
£1,497m in the OBC. · · · · · · · · 

3.9.<JTheProgr~mrl1e·sHutlin~Benefit!=l~aljsati()n ~la11 sits alqngside the OBC. Jhisplan 
provides the ,be11efitspositio11 of the l1C·Prowar11rne as .at Octob.er 201.1 , Benefits over the 
life qtt~e programrrie of ~1,3~1min re.dupeq f\drnif1istra.tion posts/!lav.ings (DEL) a.nd .Af\AE 

· .. · .••. savings of .£lf;,4§ 1 m are •· ba9ed on .a!lsuinpti911s and mocleilfing bE1SE!d on ·the . ·fate st 
information. In the time available, the PAR Team was not able to review this. 

--_-_----- --:_:-_-'-':::-_--_: ----- --_--;_-- --,_ --::---__ ----------:· _ _- __ - - -- __ ----------- : :-- - -- :· __ -(: ___ ;:----::_- _ _-

3.~,5 The F'.'\Fitearn acknoW1edgeand support the Jncreasedc()nfiderice in the financial 
position for §.R1 O detailed i.nthE! o.s.c .. ·.· .. vye ~pde~stand . C()!lts .Projegte.d. to.r SR14 •. are 
planning assumptiqris, .• t-JOWE)\fE)tthere a.resorne)mP.r9v.E!fT1e11.t9 .!QElt theteam consider can be 

· made in th.e. detail and presentation of the .OBO and these are.as follows: 

• The .co~t~·· in re1<ltiof1/t()Sthe L(Jcef 1~Jthoriti~~shbuld be ass~ssed. in ..• a manner that 
takes into account their.large numbers, fragmented and diven;e nature; 

·· .•• ·· .. · ..• ·······. ·.·.·•.·· .•.. ·· .... ••·••••••• ... ·· .... · .• · .. ·.· ....• · .• •·.·.· .•• ••••• .. · ...•. ·•··•· ... •• .. ··.·•·.·.· .. ·· .. · .. ·· .. · •. · •• •• .. · ... ·.· .. · .. ·.·.---- .··.·.·.•·.·· •• ·· .. ·.· .•• ·.· .. ·•• •• · .. ···.· · .. ·.· .'--.. · .. · ··.-----.. ·.·· .. -- ---

• ¢ommenta.ry on th€) policy impacts for DCLG ~nd theirirllpact oil Local Aµthority 
costs; · 

• Comii:entary 011 contil1gel1cy issµ9s need8 to beincluded to cover all risks (such as 
thenonca\(ailability of the RTI Programme). · · · 
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• Commentary on the.amount of .rework from a mo\le to anon-line service.(which we 
understand has been fully impacted) and the 'volumetrics .to ·underpin key 
assumptions; · · 

' ,._-__ -- -_ - - ----- ' ' 

• Fullerallalysis .. and corqmemary 9nthe (sepcircite) fyriding rE)quiredfor thefrfjl1P 
andE;rrorStrategy of £275m .cind. itliJ ·interc~p~ 'JVith .ci.nd impact. 9n Universal Credit 
(l'Jhich,has to be dealt with as a matterofurgericy); and · · 

-:_':-----_-"_, __ -,-, __ -_,,_ ',- ---_-)_- __ -_: -__ :-,-_,-_.,-_ - ., -<-: - ---·-,,;, -- __ ; _-----_: '< -_;-, 

• . SE)ttillg 1)~t how the use ofrnainly e;.<istipg Sl!PfJliE)rs WJll)ehkble UC Pr9gramme to 
'fully utilise sayings that could be achieved through innovationjn technology, 

3.9.6. Recommendation .13:. ~ 

1) Th~ !Jrf!liJelltati?n . of Jhe fin:;ipci.al positipn bt? !iJtrengtften.ed by. clear 
<::C>ll11)1E!lltary .. on significant.·, changes fro111 ~he SOBC .t() the. OBC .. Ttie 
f>r()grarnrnE! .als() nee~t;JP Sf;!tputwhy. thf;! profile of.•e.>11ersP.f;!J1dS .in the first 
· tlnf o'YE!Elrs .• ·with.·.signifjcaryt.•lil·EIYings · in,•.!he··last two Yf!Elri;.• o~. ttie .sR .• pf;!riod is 
<;:redjble (not the profile normally associated with Programmes/Projects); 

2) To ~~~i~tin •• 'builcfing u~)ev~I~ .of ynd~r~~anding •• an~ confidencefr~n1.th()se 
olltsi~f;! of.Jtlf;! Progr<lmrne, irytf;!rE1Ction•with key financial. players, between 
formal meetings, shguld be put in place; · · 

'-',:: --- _-:_-----,-- :_·:;-__ -__ , __ "·-;'>' :----->--:-,_-,,_,:_-_.->-- ':-"-:,-< ',':':::/ --

3) A str~tegy forh~t;idling th~ C()Sts einal'l~til'IQ fl'o111•L()Cal p.uth()ritiei;be ... put 
in placeand ownership for.this is clearly defined with the Programme, and 

" - - - - . 
4) SepEt:rateJyndit;ig for Fraud Elt;id ErrorJs· put Jn .PIElce as a .111att~r{of urgency to 

ensur,~the}lppropriate intercept \/lfherf;! nf;!cessary in the design and .build in 
the Programnie. · 
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4}Anlle:X:A,.,.13ackgroundoftheProgra111111e 
·_--_---,'),,, -- - -- ----~-': -,, ·::< 

-- _: ____ ' ___ '_><;_;_-:-:: --<:: ·;:_- :--_-____ :>',-'._:-_::·: 

4.1 Sllll}IJlary Cltf:>rC>gr~mllle . . ........ ·· > ....• ···•··· ... ·· ...•••.•. ) > > ·•·•· .•. ·. ··.· .. • ............... •·.·. ·. . •. ·.·. . . · .. · 
4;1.1 Univeir~al preditwillrepla,c:ei:i. number of working (i9E! benefits and ta,x «::rE)dits wi.th 
E)n •• ilJtE)grated ·w()rking. a!Je .. c:redittrat. wm.proyide a·· basic:aHowance with additionp.I 
eleiments forchil.drep.·.disability, hpusing and caring, .. · 1t.wm be available fprpeople both 
in .a.n.d ou(J:Jf\,\/ork.ar1d i..viH (€)Place '!\'CJrking .. Ji3.?<Predit, .Child Tax.Credit,··. Housipg 
B.enefit, •· lp9orne SupP()rt• iq9ome-bas13d Jobseeker's Allowance and income-relp.ted 
Employment and Support Allowances. · · · · 

· 4.1.2TbepepartmentforWork alldPellsion hcis been given the •lead on organisingthe 
deiivE)rY and asiministratiori of Universal preditJheipentification of the c:~pab.ilities .that 
a Uniyersa!Creclit organisa~i()n would ne.ed tp be ablE! to dE)liyer, and me assessment of 
delivery· model options, •.. orgapisational ... structureis.• and .. potential ···optimal tr(insition .from 
the predE)cessor organi~ations (DWP, .. ·HMRC and· Local •.. Authorities).·· is ·beip!J 
pr()wessed .. Tre PniVE)T~al grE)dit sy~te111 will ... t>Ei buHt.• .. ·upon .. technol()gical enablers 
al~E!(idY• beipg ctelivE)rE!cj by ~hE)Deipartment of \JI/or!'( ancl f'ep~.ions, .anc:f Hpk to the Real 
Til1le Information system being deiiyE!fE)d by HM Revenue• and customs. Programme 
delivery is being d\iven using Agile developl1lent technique~, 

4.1.3 Unive.r~aICredit will .. be Jrnpl13~ented >trom.iioctObE)r 2013 with .transition in 
managed stages between October 2013 and October.2017. · · 

•l.2 Progri3.mme Aims ·. .· .• ... 
The objectives of Universal Credit are totaGkle the problems of poorwOrk incentives and 
complexity within the current system of benefits and tax erect.its. It a.ims to: 

• 

• 

• 

• 

Encourage more. people into work and to make even small amounts of work pay 
.and be seen to pay; 

sinoot11the yansition Jinto work by offeiring a, single c;ash tran~fer payment that 
adjust automatic;ally as people's earning change and they move .in and out of work;· 

()ffer a simpler. support, . with one 9ystem replacing multiple ·systems, .therefore 
reducing administration costs andthe properisity for error; and 

Ta9kle povert;.bothJhroughincreased tak~-up .since the system .will be simpler .and from 
increased reward from employment for the customer, 

4.3 Major Benefits . ·. . •·. • .. 
The overa,IL(NPV) Benefit~ over JO years are forecast as:· -

• £5,00Qm. El1lp10yrnent Gains · 
• £15,481 rT1 jl.ME$avings.(f'!et reduction in Fr(lud, Error ;:i.nd Overpayments) 
• £2Q,297m Societal Benefits (BE)tter off Families and Penpioners) · 

Totalling: £40,77Sm 
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4.4 Overall Co~ts . •.·.. . .· . . •.. ·. 
The latest over.fil.ll Costs estimates (as at 13.0ctober) fotal £1,897mfor SR10 and £9,~35m 

for SR14 ..•. • ••... · .. •·. •· · .. · .··.· ·.. . ... ·· ··. .. . ·.· .. •. > > .. ·. • • .. ··· · .... ·.· .•..... < < · 
The estimates provided to. MPRG on 6 July were£3,049m for SR1 O.and £11,946rnfor SR14.· 

4.5 Keffu1i1.e~t<>11e~ . < << < ··. < .· ..•.. ·•·· .·.· .. · .. ·· .•. • .•..... ·. / .·.· .. · .•. · •. ·· · •· 
• The main UQ.ITbuild is .diyided.int9 5 Leaps up to April .2013, (Of which thg first 2 

have be~n cpmpletec:f, and Leap 3 .~hould be complete by end~March • 2012). ·. R9yaI 
Assent is now (lnticipated forFeti~M<lrph, .•.. ·.·.· .. · .. · .·. ..• .· .. · .·. ·. •. . .· ..... ·· · 

• praft .~ec()ndary. legisl(ltion is due for consultation .(e.g .. with SSAC) . from Ju1y<2012, 
andto be.c:onipl.E)tec:I byDece111.ber~o12. > .· . .•· ........ · .. ··. 

• T~ere is a key .f11Hestone for Site selection at end March 2012, and by then, work on 
the Business Prndycts s~oyl8 tie WE)ll advancec:t < . •.. •····· .•. ····. · · ..... · .. .· · 

• HMRC's supporting R.e(ll Timelnformationproject wiH move to its pilot stage in the 
first half of 2012, take.on "EWlyAdopters" in the. second half, and moveto full take-on 
from April 2013 with the target .of .all employers by October 2013. . ... · ·. . .. 

• The UC oper(l.ting mo8el, customer experience andlT will (l.11 be tested in a Pathfinder 
between Apr.ii 20J3 and October2013. ..•.. . ............ ·•. ·.· ·•· .. .·. •. 

• The current migration i;trategy is initially on changes of circumstances (tomi11imise the 
take .011 risks), moves to t(lrgeting maximising qualitatiye/societal benefits in 2014-15, 
and then the bulk of recipients (by 2017). 

4.6 Details of Delivery Partner Organisations 

HMRC (RTI, ~it~ selection, fraud and error, potential delivery/claimant support and 
communications} .. · . .. . 
Cabinet ()ffice(fraud. IT(1) innovation.and (2) potential SME capacity) 
Lo.cal Authorities (Housing BenE!fit claiinants .and some potential delivery/claimant 
support and communic1;1tions, fraud imd error) 
Third . Sector (budgeting <idvice, claimant support and communications) 
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5) A.nnex 13 .,,, Previou~ BecC>l'lll11~nd~tions 

Recol1lmel1dation 
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6) Annex C - Conduct of the Review 

This Review was carried Outfrom 07 -11 Nove111~.er 2011. atpVIJP's office inCaxt911f-louse, 
The Te11m members are listed on. the front .cover. The ·people· interviewee! are listed in 
AppendixD. 

- ,, ____ -, ..•. • .•. ·· .. ··.•·· ......•. ·.··.. ·· ... ---- .. · ..•. · . ·.··.. ••·• . . .· . . . . .. · .. · .... · .. 

We are grcitefuito the SROanq the (jniversal. CrE)dit Team;an<:lto all those. intel'l/iE)wed for 
thE)ir '5upp()rt C!lld openness .• throyghout the. process. The review •. prOCE)l>S. benefite.d 
significeil1JIY from the ".Yilfingness ofthE). UC S.RO 11nd Team to engagethrough9ut the R,eview 
in an iterativE) fE)19dback proce<;s and to enable the Review Team to access additional written 
and interview evidE!nce as required. 
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7) Annex D - List of Interviewees 
. · ·. .· . · . . ·. . . : ..... . ' ,, , ,' , .. • . .· 

Lord Freud · .. . ·. . .. · .. 
Minister for Welfare Reform (Lords) . .. 

Jeremv Groornbridae . UC Implementation and Delivery Director 
Richard West 

. . . 
UC Claimant Miaration · •• . . 

Esther Stewart 
. 

UCPMO. · .·. · 
. . 

. . · . . · . 

Mark Lyons . . . . . 
Accenture . 

. . ·· . . 
· .. . . .. . . · · .. .· 

Malcolm Whitehouse UC Proaramme Director 
. 

. . . . · . . 

TerrvMoran ' •• , UC SRO and Chief Operating Officer . 
. 

Tim Brown· . Universal Credit Finance .·. ·.· . .. . 

Steve Dover UC Development and Technology 
Director . . 

lain Duncan Smith Secretarv of State for Work and Pensions 
Paul Martin SOLACE (CEO Wandsworth Council) 
Ruth Owen Jobcentre Plus and COO 
Fiona Gouah Dep Director for Welfare Reform, DCLG 
Stephen Banyard . Director General Personal Tax, HMRC 
Neil Coullno Director, Benefit Strateav Directorate 
Steve Lamey . Director General, Benefits & Credits 

. HMRC 
lanWatmore Cabinet Office 
Indra Morris Director Personal tax, Welfare and 

. Pensions Group, HMTreasurv · 
Steve Riley (Deol Chief Information Officer, DWP 
Bob Lovett UC - Cvber Fraud 
Robert Devereux Permanent Secretary, DWP 
Stefanc Czerniawski UC Service Desian Director 
Paul Raynes Local Government Association 
Mike Bracken Cabinet Office 
Howard Huohes Hewlett Packard 
Lvn McDonald Fraud and Error (IRIS) DWP 
Lesley Hume Cabinet Office 
Stephen Brien Expert Adviser, DWP . 

Ann Harris Ann Harris (Portfolio Manaaementl DWP 
AndvBarnes BT 
Chris Last DWP HR . ·. 

Lucv Lawton DWP (UC Customer Experience) 
TA Representative l Citizens' Advice Bureaux 
. . . . . . . 
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