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steps to support better decision-making through good understanding 

of the risks inherent in a proposal and their likely impact.” 247 

The IRM guidance requires identification of project risks separate from 

strategic risks and requires their incorporation at the “conceptual stage of 

projects as well as throughout the life of a specific project.”248 

The Australian/New Zealand risk management standard is now an 

International Standard.249 It requires risk management to be an integral 

part of all organizational processes and “not a stand-alone activity (and 

should be) part of the responsibilities of management … including all 

project and change management”.250 

The UK Department for Work and Pensions (DWP) does not state a 

strategic policy for integration of change management risk into the moni-

toring of strategic operational risk with as much clarity as UK Revenue 

and Customs (see Table 5). DWP’s 2011 annual report did not identify any 

risks centering about its major IT projects. However, some of these are 

very large, and have huge uncertainties.251 For example, the Automated 

Service Delivery (ASD) project was suspended in February 2012 after be-

ing used in pilot sites as a proof-of-concept. The ASD was a new system 

intended to prove the idea of self-service by citizens over the Internet. The 

project was based on research that concluded that the new online service 

could expect over 40% uptake from benefit claimants on Jobseeker’s Al-

lowance.252 The project had been set up to develop the system using some 

agile approaches. Initially progress seemed good. An internal confidential 

Gateway report optimistically stated that: 

In terms of the use of Agile within Government, DWP also have the 

best current experience via their Automated Service Delivery (ASD) 

Programme.253 

The team, though, were using a “slightly less lean” version of an agile 

method based on an “interpretation” advised by consultancy firm Accen-

ture. The system that was delivered was suspended because it was not 

adequate, and a complete overhaul of the system, which had cost over 

£15.4m to develop, was announced.254 

The DWP Universal Credit project is one of the largest IT-enabled 

projects ever undertaken by the UK government. It aims to change 
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benefits and tax credits for those who are out of work with one universal 

system. This is in order to ensure that once a claimant gets into work, 

they will always be better off. At its peak, it had over 750 technical, devel-

opment, and project staff developing the new systems and operations 

using a highly tailored version of the Scrum method. It is using a variant 

of the processes that the ASD project had claimed to be ‘agile’. DWP plan 

to run the first Universal Credit pilot in spring 2013, when the success or 

not of the ‘tailored’ version of Scrum that has been adopted can be 

assessed.255  

I have focused here on leadership by harnessing the power of risk 

management processes – this is one very important aspect of how top 

management should get involved with and keep involved with change pro-

jects. Similarly, issue management and decision-making should be led 

from the front, and not managed purely on spreadsheets. One sure way to 

motivate people is to trust them. The effective and generous delegation of 

decision-making and the ability to respond to risks and issues to the 

lowest level possible will achieve much of this. 

One such method is a top-down method called ‘Failure Mode 

Evaluation Analysis’ (FMEA). Essentially this is a practical activity, best 

carried out initially in a workshop of multi-disciplinary experts. The objec-

tive is to identify major possible catastrophic outcomes and then work 

backwards to see how they might come about.  

For example, one potential risk could be that a project might be 

delayed due to problems in data conversion. The participants in the work-

shop then brainstorm various sequences of events (or sub-risks) that 

could, if they occur together, cause the ultimate failure mode – in this 

case that Benefit ‘X’ would not occur and thus undermine the case for the 

project investment. 
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