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Universal Credit

Whole service transformation



Universal Credit 2010 - 2020

Benefits Delivered by

Job Seekers Allowance
Income support
Employment Support Allowance

Working Tax Credit
Child Tax Credit

Housing Benefit
435 Local 
Authorities





❏ First attempt at UC
❏ Reset
❏ Scaling the team
❏ Decision making in the room 
❏ A new approach for Operations and DWP
❏ Lessons to consider



To transform the UK benefits 
system we needed to transform 
the whole - not just the website 

and tech



First attempt at Universal Credit



April 2013: 3 years. 5 SROs. £425m. 0 users. 
“Black” rating from Major Projects Authority



Same old ways of delivering benefits



Not one service - Complexity

CAM-Lite JSAPS

Work Services Platform District Provision Tool

DRS

CIS

DMS

CPS



Reset 2013



Proof of concept (July 2013)



Create 
account Apply

Talk to a 
work 

coach

Change 
of circs

Verify 
evidence

Calculate 
and pay

1 2 3 4 5 6







Start small



Scaling the team



The team only scaled when it made 
sense to the team



At the start (Proof of concept) 

Product 
Owner

Developers
x4

Content
x1

Interaction 
designer 

x2

Dev ops
x2

Business 
analysts x4

QA’s
x2

User research 
x1

In the room 
everyday:
Operations x2
Policy x1
Security x2
Fraud and error x1
HMRC x1
Legal x1

Delivery 
Manager







Manchester London

Scaling across multiple sites (approx 1m claimants)

Team 
1

Team 
3

Team 
2

Team 
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Team 
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UC 
Programme

Team 
7

Team 
8

Team 
1

Team 
3

Team 
2

Guidance/ 
L&D  

Product 
Strategy

Incident 
management 
(Newcastle & 
London)

Leeds

A theme team

Core
Developers (Java and front end)
QAs
Business Analyst
Product Manager
Delivery Manager
Interaction Designer/Service 
designer
User researcher
Content designer
Operations SME
Policy

Aligned
Secure design (fraud and error/Info sec)
Legal
Risk
Learning & Development
Dependent systems
HMRC
Incident management

Team 
1

Team 
3

Team 
2

Dev ops

Release 
management



Roadmapping
Creating more team autonomy over 

time





Decisions are made in the room

The solution sits with the team:

● Aligned team members with delegated authority

● Assurance rhythm for new features (Intelligent Challenge & Design 

Assurance)

● Roadmap based on outcomes not features/epics - i.e. the solution sat with 

the team



Can this policy/service work at all?
100 claimants, 1 team, 1 location

How might we operate it?
1,000+ claimants, 3-6 teams, 3 locations

How might we scale it?
10,000+ claimants, multiple archetypes

How might we transition to it?
500k+ claimants, turning old stuff off



A new approach for operations



● One service
● Colleagues can see everything a 

claimant can
● Part of the multidisciplinary team
● Digital, manual and physical delivery 

of the service are considered together





Learning and development 

10,000’s staff who were used to big six monthly releases and lots of time to 
adjust - now moving to a weekly/bi-weekly release cycle: 

● Intuitive design
● Training demo environment
● The FUN! Newsletter setting out major changes in the next release, and 

trailing upcoming releases
● Policy wiki



Running a live service 

● Sutton JobCentre
● First 100 claimants
● Multidisciplinary team based in 

the Jobcentre
○ User researcher
○ Designer
○ Product Manager
○ Policy experts
○ Operations experts
○ Security experts
○ Developers
○ Testers

● Watching, learning and fixing 
things on the spot (process not 
just code)



Running a live service
As the service scaled our approach had to scale too

● User research - with claimants, staff, third parties 
● Continuous iteration of the service
● A prioritisation process that was flexible enough to meet urgent 

as well as long term needs
● Agent feedback - form at the bottom of every page where staff 

could provide feedback
● Product Improvement tickets - using Jira (agile project 

management tool) to collect feedback and gaps in our minimum 
viable products



Lessons to consider



❏ Digital, manual and physical delivery of the service 
should all be in scope

❏ Operations, policy and others need to be embedded in 
the team

❏ Delegated authority is essential to maintain pace
❏ Scale the team when the team is ready to scale



Questions?


