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EFFECTIVE TRANSITION FROM
POLICY TO PROGRAMME

This is the third in OGC’s series of “Lessons Learned” papers which summarise key points
drawn from a range of major government projects and programmes over recent years. There
are web-links to practical guidance and tools on the last page.

The early stages

Headline reports about failing government projects and programmes are most often in terms of
factors which have arisen since the programme began - huge budget increases, schedule over-
runs, re-scoping of requirements. Closer examination, however, can reveal fault lines which
were present before the programme got underway.

The following cases are illustrative:

e Weak planning and design of the Benefits Payments Card programme (DWP) and of
management of risk, eventually resulted in the cancellation of the programme and aborted
cost of up to £1bn’".

¢ A rushed introduction by the Rural Payments Agency (RPA) of a new payments system for
farmers - the project started before the specification was complete — actually compounded
delay later on, as 23 substantial changes to the computer system had to be made to meet
policy and regulatory changes?.

e An over-optimistic timetable for development and implementation led to the Criminal
Records Bureau going “live” without having tested assumptions about the preferences of
customers, which led to costly re-working of process and service delays®.

In each of the cases above, the government acknowledged that early-
stage factors had contributed to catastrophic failure much later on, and
more generally, has recognised the value of planning carefully and
involving delivery partners prior to implementation.

The importance of
careful and thorough
planning [...] is
sound advice which

Where the link between good policy-making and operational delivery the government .

has been tackled effectively and early, the chances of successful takes seriously [...]
. . Government response to

programme delivery are enhanced. For example, DWP found it “Achieving vim in the

possible in their child support reforms, to simplify the payments system | delivery of public
without detriment to the beneficiaries, enabling a reduction in the services”, January 2006.
complexity, and hence the costs and risks, of IT development and

support®.

' “Government IT projects” — Parliamentary Office of Science and Technology, July 2003

2 “The delays in administering the 2005 Single Payment System in England” Public Accounts Committee report, September 2007,
and government response November 2007

* “Criminal Records Bureau: delivering safer recruitment?” Public Accounts Committee report October 2004 and government
response January 2005

* Third Report, Works and Pensions Select Committee July 2004 “Management of information technology projects: making IT
delivery for DWP customers”
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The other early-stage determinant of eventual
programme success is the quality of initial set-
up. There is a mass of evidence, including
that above, which links the likelihood of
benefits realisation to the strength of the
governance, resources and processes which
were put in place at the outset. Positive
examples include the introduction of the
Businesslink.gov portal introduced by the
Small Business Service (the DTI, now BERR)
and DWP’s new Pension Credit scheme®.

Lesson 1 - Poorly designed policy and/or
bad initial programme set-up are root
causes of programme failure.

Applied learning

Although major government programmes are
intrinsically difficult to deliver, failure is not
inevitable, and departments can learn from
experience — good and bad.

DWP effectively applied learning from the
aborted Benefits Payments Card to achieve
success in the Payments Modernisation
Programme, for example, by ensuring a
rigorous risk management process was in
place. This programme successfully
introduced a system for paying benefits and
entitlements directly into bank accounts. It
was to budget and well within the timescale,
enabling cost savings of over £1bn over the
business case period.

The Identity and Passport Service (IPS)
applied learning from a number of less
successful projects
where poor planning
had hampered
delivery, including the
Passport Agency (its
predecessor body)
and the set-up of the
Criminal Records
Bureau. Careful
planning from the
outset enabled the
IPS to deliver an
electronic passport to
time, cost and quality
standards, and was commended by the public
accounts committee®.

“Learning from
experience is not
just a case of
appreciating what
went wrong, but
also encompasses
understanding of
what went right.”

NAO, “Managing
Successful IT-enabled
business change”,
November 2006

* “Delivering Successful IT-enabled business change”, National
Audit Office report, November 2006

® Committee of Public Accounts, “Identity and Passport
Service: the introduction of e-passports”, published July 2007

Building on lessons learned, a new Policy
Directorate, jointly staffed by Defra and the
Rural Payments Agency under a Defra deputy
director, was established to improve the
integration of policy formulation for the Single
Payment Scheme with the implementation
capability of the agency. There are new ways
of working, with policy assumptions logged as
a record for joint management and sign-off
with Defra, with subsequent changes subject
to review and assessment of business impact.

There are a number of guides to good
practice and stores of “lessons learned” — but
lead officials need know where to look, and to
seek them out. Departmental PPM Centres
of Excellence are one likely source, for
example the Home Office publishes a range
of “lessons learnt” on its intranet. The NAO
and Public Accounts Committee have both
published learning from a range of failed, and
successful, projects and programmes’.

Lesson 2 - Project teams which explicitly
set out to learn from past mistakes are
more likely to achieve success in major
new initiatives.

Collaboration

Departmental Capability Reviews have
exposed the scale and complexity of the
delivery challenges. The next phase will
place more emphasis on achieving consistent
and dynamic collaboration both within and
across organisational boundaries, and on
translating improved departmental
performance into improved services to the
general public.

The challenge of achieving the intended
outcomes of government projects is
accentuated by long and complex policy-to-
delivery chains. Not only are policy and
delivery teams rarely in the same
management unit, they may well be
geographically separate and in different
organisations, whether this is an Agency or
NDPB (Non-Departmental Public Body), or
through local authorities, other public sector
bodies or outsourced supplier.

7 See for example, “Delivering Successful IT-enabled business
change” NAO, November 2006; “Achieving Value for money in
the delivery of public services”, PAC December 2005 and the
government response, January 2006; “Helping Government
Learn” NAO, February 2009
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PPM (Programme and Project Management)
Centres of Excellence in departments were
established in 2003 as a key means of
supporting senior management in
implementing a project management
approach to delivery to realise benefits®. The
PPM community today continues to have an
important role in identifying, as well as
supervising, high-risk programmes including
those which are linked to cross-cutting Public
Service Agreement (PSA) targets.

The potential benefits of collaborative working

are well recognised
although the
barriers can appear
formidable.
Governance
arrangements
should include
delivery partners as
early as practicable.
That way, critical
issues requiring

“Involving those who
have to implement and
evaluate a policy in its
design is key to
assessing how
practical a policy is
likely to be.”

NAO report, “Modern policy-
making: ensuring policies
deliver value-for-money”,
November 2001.

business change
and stakeholder engagement and support,
can be built into delivery plans early on.

The development of a cross-government
framework to prepare all sectors for handling
a ‘flu pandemic has been cited as a strong
example of good practice, with an inclusive
approach to policy development and
determined project management being key
components of success’.

The Cabinet Office achieved this by bringing
together all the major stakeholders to achieve
a shared understanding of what was required.

Lesson 3 - Collaborative working is hard,
but it is essential to achieve outcomes in
complex programmes which involve
multiple delivery partners.

The PPM community has an important role
in strengthening collaborative working
with those leading on policy development
and strategy in their departments, in order
to achieve the desired benefits from high-
risk delivery programmes.

Standing back

It is generally accepted that, although
assurance cannot guarantee successful

programme delivery, its
proportionate and
systematic use will
identify flaws which can
be addressed before
they become fatal. Itis
complementary to other
tools designed to turn
policy into deliverable
benefits (such the

The effort put in at
the beginning
pays dividends.”
Sir Alan Cockshaw,
Chair, Major Projects’

Association Seminar,
November 2008

“A stitch in time,

saves nine.”
Proverb

“Delivering Policy
Workshop” jointly developed by OGC and the
National School for Government, and the
Home Office’s P2D workshop).

Assurance should start during the policy
development stage, and ideally well before
the implementation programme is underway.
For example, the Home Office is developing
an Early Engagement Framework, with its
P2D workshop among the suite of tools
available.

External assurance can add important new
insights to internal control, as well as an
independent perspective. It may in some
cases act as a catalyst for lead departments
to bring together the different elements of the
policy-to-delivery chain.

OGC is contributing to the enhancement of
assurance available to departments by
building in a “delivery confidence” assessment
into its well-established Gateway review
process and developing a new assurance
tool, OGC Starting Gate, tailored for the
earlier, pre-Gateway stages of the policy-to-
delivery life-cycle.

In the most high risk, contentious cases, both
internal and external assurance may be
proportionate and necessary. An integrated
approach to assurance which selects the right
tool at the right time will enhance the
prospects of the implementation programme
achieving the intended policy outcomes.

8 Improving Project and Programme Delivery” Office of Public
Services Delivery Reform (Cabinet Office) 2003

? Collaborative working across government”, COI Strategic
Consultancy, published by the Cabinet Office, May 2008

Lesson 4 - Assurance is beneficial from
the early stages of the policy-to-delivery
lifecycle.

The PPM community has a key role in
encouraging the take-up of internal and
external assurance.
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Want to know more?

The web-links listed below lead to established
reference materials which have advice and
“how to” guidance relevant to these lessons.

If you have suggestions for future subjects
you would like us to report on, then please
contact the OGC Service Desk as shown at
the end of this bulletin.

e Better policy-making

http://www.nationalschool.gov.uk/policyhub/better policy making/joined up.asp

e Stakeholder mapping

www.ogc.gov.uk/documentation _and templates stakeholder issues stakeholder map.asp

¢ Early Risk management (including guidance and tools)
http://www.hm-treasury.gov.uk/early management of risks.htm

e Economic assessment www.hm-treasury.gov.uk/data greenbook index.htm

e Setting up projects and programmes http://www.ogc.gov.uk/ppm_resource_toolkit.asp

OGC 1 Horse Guards Road,
London SW1A 2HQ

Service Desk: 0845 000 4999
ServiceDesk@ogc.gsi.gov.uk
www.ogc.gov.uk

About OGC
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OGC Service Desk

OGC customers can contact
the central OGC Service Desk
about all aspects of

OGC business.

The Service Desk will also
channel queries to the
appropriate second-line
support. We look forward
to hearing from you.

You can contact the Service
Desk 8am — 6pm Monday
to Friday:
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WWW.0gc.gov.uk

Press enquiries
T: 020 7271 1318
F: 020 7271 1345

This document is printed
on material comprising
75 per cent recycled fibre.
© Crown copyright 2009

6002 [udy




<<
  /ASCII85EncodePages false
  /AllowTransparency false
  /AutoPositionEPSFiles true
  /AutoRotatePages /All
  /Binding /Left
  /CalGrayProfile (Dot Gain 20%)
  /CalRGBProfile (sRGB IEC61966-2.1)
  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)
  /sRGBProfile (sRGB IEC61966-2.1)
  /CannotEmbedFontPolicy /Warning
  /CompatibilityLevel 1.4
  /CompressObjects /Tags
  /CompressPages true
  /ConvertImagesToIndexed true
  /PassThroughJPEGImages true
  /CreateJDFFile false
  /CreateJobTicket false
  /DefaultRenderingIntent /Default
  /DetectBlends true
  /DetectCurves 0.0000
  /ColorConversionStrategy /LeaveColorUnchanged
  /DoThumbnails false
  /EmbedAllFonts true
  /EmbedOpenType false
  /ParseICCProfilesInComments true
  /EmbedJobOptions true
  /DSCReportingLevel 0
  /EmitDSCWarnings false
  /EndPage -1
  /ImageMemory 1048576
  /LockDistillerParams false
  /MaxSubsetPct 100
  /Optimize true
  /OPM 1
  /ParseDSCComments true
  /ParseDSCCommentsForDocInfo true
  /PreserveCopyPage true
  /PreserveDICMYKValues true
  /PreserveEPSInfo true
  /PreserveFlatness true
  /PreserveHalftoneInfo false
  /PreserveOPIComments false
  /PreserveOverprintSettings true
  /StartPage 1
  /SubsetFonts true
  /TransferFunctionInfo /Apply
  /UCRandBGInfo /Preserve
  /UsePrologue false
  /ColorSettingsFile ()
  /AlwaysEmbed [ true
  ]
  /NeverEmbed [ true
  ]
  /AntiAliasColorImages false
  /CropColorImages true
  /ColorImageMinResolution 300
  /ColorImageMinResolutionPolicy /OK
  /DownsampleColorImages true
  /ColorImageDownsampleType /Bicubic
  /ColorImageResolution 2400
  /ColorImageDepth -1
  /ColorImageMinDownsampleDepth 1
  /ColorImageDownsampleThreshold 10.00000
  /EncodeColorImages true
  /ColorImageFilter /DCTEncode
  /AutoFilterColorImages true
  /ColorImageAutoFilterStrategy /JPEG
  /ColorACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /ColorImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000ColorACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000ColorImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasGrayImages false
  /CropGrayImages true
  /GrayImageMinResolution 300
  /GrayImageMinResolutionPolicy /OK
  /DownsampleGrayImages true
  /GrayImageDownsampleType /Bicubic
  /GrayImageResolution 300
  /GrayImageDepth -1
  /GrayImageMinDownsampleDepth 2
  /GrayImageDownsampleThreshold 1.50000
  /EncodeGrayImages true
  /GrayImageFilter /DCTEncode
  /AutoFilterGrayImages true
  /GrayImageAutoFilterStrategy /JPEG
  /GrayACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /GrayImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000GrayACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000GrayImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasMonoImages false
  /CropMonoImages true
  /MonoImageMinResolution 1200
  /MonoImageMinResolutionPolicy /OK
  /DownsampleMonoImages true
  /MonoImageDownsampleType /Bicubic
  /MonoImageResolution 1200
  /MonoImageDepth -1
  /MonoImageDownsampleThreshold 1.50000
  /EncodeMonoImages true
  /MonoImageFilter /CCITTFaxEncode
  /MonoImageDict <<
    /K -1
  >>
  /AllowPSXObjects false
  /CheckCompliance [
    /None
  ]
  /PDFX1aCheck false
  /PDFX3Check false
  /PDFXCompliantPDFOnly false
  /PDFXNoTrimBoxError true
  /PDFXTrimBoxToMediaBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXSetBleedBoxToMediaBox true
  /PDFXBleedBoxToTrimBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXOutputIntentProfile ()
  /PDFXOutputConditionIdentifier ()
  /PDFXOutputCondition ()
  /PDFXRegistryName ()
  /PDFXTrapped /False

  /Description <<
    /CHS <FEFF4f7f75288fd94e9b8bbe5b9a521b5efa7684002000500044004600206587686353ef901a8fc7684c976262535370673a548c002000700072006f006f00660065007200208fdb884c9ad88d2891cf62535370300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c676562535f00521b5efa768400200050004400460020658768633002>
    /CHT <FEFF4f7f752890194e9b8a2d7f6e5efa7acb7684002000410064006f006200650020005000440046002065874ef653ef5728684c9762537088686a5f548c002000700072006f006f00660065007200204e0a73725f979ad854c18cea7684521753706548679c300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c4f86958b555f5df25efa7acb76840020005000440046002065874ef63002>
    /DAN <>
    /DEU <>
    /ESP <>
    /FRA <>
    /ITA <>
    /JPN <>
    /KOR <FEFFc7740020c124c815c7440020c0acc6a9d558c5ec0020b370c2a4d06cd0d10020d504b9b0d1300020bc0f0020ad50c815ae30c5d0c11c0020ace0d488c9c8b85c0020c778c1c4d560002000410064006f0062006500200050004400460020bb38c11cb97c0020c791c131d569b2c8b2e4002e0020c774b807ac8c0020c791c131b41c00200050004400460020bb38c11cb2940020004100630072006f0062006100740020bc0f002000410064006f00620065002000520065006100640065007200200035002e00300020c774c0c1c5d0c11c0020c5f40020c2180020c788c2b5b2c8b2e4002e>
    /NLD (Gebruik deze instellingen om Adobe PDF-documenten te maken voor kwaliteitsafdrukken op desktopprinters en proofers. De gemaakte PDF-documenten kunnen worden geopend met Acrobat en Adobe Reader 5.0 en hoger.)
    /NOR <>
    /PTB <>
    /SUO <>
    /SVE <>
    /ENU (Use these settings to create Adobe PDF documents for quality printing on desktop printers and proofers.  Created PDF documents can be opened with Acrobat and Adobe Reader 5.0 and later.)
  >>
  /Namespace [
    (Adobe)
    (Common)
    (1.0)
  ]
  /OtherNamespaces [
    <<
      /AsReaderSpreads false
      /CropImagesToFrames true
      /ErrorControl /WarnAndContinue
      /FlattenerIgnoreSpreadOverrides false
      /IncludeGuidesGrids false
      /IncludeNonPrinting false
      /IncludeSlug false
      /Namespace [
        (Adobe)
        (InDesign)
        (4.0)
      ]
      /OmitPlacedBitmaps false
      /OmitPlacedEPS false
      /OmitPlacedPDF false
      /SimulateOverprint /Legacy
    >>
    <<
      /AddBleedMarks false
      /AddColorBars false
      /AddCropMarks false
      /AddPageInfo false
      /AddRegMarks false
      /ConvertColors /NoConversion
      /DestinationProfileName ()
      /DestinationProfileSelector /NA
      /Downsample16BitImages true
      /FlattenerPreset <<
        /PresetSelector /MediumResolution
      >>
      /FormElements false
      /GenerateStructure true
      /IncludeBookmarks false
      /IncludeHyperlinks false
      /IncludeInteractive false
      /IncludeLayers false
      /IncludeProfiles true
      /MultimediaHandling /UseObjectSettings
      /Namespace [
        (Adobe)
        (CreativeSuite)
        (2.0)
      ]
      /PDFXOutputIntentProfileSelector /NA
      /PreserveEditing true
      /UntaggedCMYKHandling /LeaveUntagged
      /UntaggedRGBHandling /LeaveUntagged
      /UseDocumentBleed false
    >>
  ]
>> setdistillerparams
<<
  /HWResolution [2400 2400]
  /PageSize [612.000 792.000]
>> setpagedevice


