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PROGRAMME MANAGEMENT AND 

BUSINESS PLANNING 
 
 
 
This paper describes what lessons were learned from the 

programme management and business planning which was 

done to support the operation of the Help Scheme through its 

various phases. 
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Introduction 
 
The Scheme Agreement1 published in May 2007 set out the basis under which the 
BBC would provide assistance to eligible people in accordance with the 
Government’s policy to operate a Help Scheme.  
 
The Scheme was part of the wider switchover programme coordinated by Digital UK. 
This paper will describe how the Help Scheme was planned and run from a 
programme management and business planning perspective.  
 
 
 
 

                                                
1 Scheme Agreement. As subsequently revised: http://www.culture.gov.uk/publications/9126.aspx 

http://www.culture.gov.uk/publications/9126.aspx
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What did we learn? 
 
 
 

1 Strategic vision clear 

Management of the programme was aided by a clear and unambiguous strategic 
vision – “no one left behind” – which helped shape a culture based on risk aversion 
and quality of delivery. These principles filtered down from initial strategic intent into 
all areas of delivery, and aided the programme management function in ensuring 
that the programme outcomes were delivered on time and to the highest quality. 
 
 

2 The critical importance of sponsorship  

The Help Scheme enjoyed strong sponsorship from the outset both from 
Government, and the BBC Trust and Executive. This was sustained throughout by 
very active management of these relationships, and close consultation and 
engagement.  
 
 

3 Clear governance 

Re-enforcing this was the early groundwork done in clarifying governance and 
reporting, which was by no means straightforward in a complex, multi-faceted 
programme involving many partners and contractors. 
 
 

4 Strong detailed design of management reporting, and robust 
communication channels 

The effort involved at the outset in designing and developing robust reporting 
systems was time well spent; these were refined periodically but stood the test of 
time. Based on these reporting systems, and the well-defined governance 
processes, communication channels were clear, which made for effective decision 
making. 
 
 

5 Open and transparent culture 

Last but not least the Help Scheme programme benefited from a management 
culture that encouraged openness of emerging issues, a consultative approach to 
decision making, but at the same time short lines of command. This, together with 
an early warning approach to problems through formal and informal networks, all 
acted to encourage an atmosphere of mutual support and trust. 
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Programme and business management –  

laying down the foundation 
 

From the outset in 2007 a small team of 2-3 people working to the Chief Executive 
was set up to create the programme structure. Its main activities are summarised in 
Chart 1 overleaf. It worked principally with three other groups of stakeholder: 
 

• BBC executive management and the Trust, mainly through the Project Board 
in reporting on progress and issues on a monthly basis 

• Digital switchover partners, DCMS and Digital UK, in the overall switchover 
programme 

• The DSHS operations team and the main contractor, CES, in coordinating 
initiatives and receiving regular progress updates on key projects. 
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Chart 1 

Governance 
reporting 
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The operational phases of the Help Scheme 
 

How then did programme management evolve over the duration of the Help 
Scheme? The best way to see this is in the context of the five phases of the Help 
Scheme (see Chart 2 below).  These phases were: Start up; Scale up; Review; 
Complete; and Close. Each phase reflected the overriding operational priorities at 
that time and involved quite different people, processes, reporting and risk 
management. We will therefore consider the approach taken to programme 
management in each phase. 

 
 

 
 

Chart 2 
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Start up 
 
Context and business priorities 
 
The essential aspects of setting up the Help Scheme programme were tackled in the 
first few weeks from May 2007 onwards, and established a framework which proved 
to be durable and adaptable. Rather than being wedded to strict programme 
management methodologies per se, it was deliberately more fluid and pragmatic in 
design, but aligned to the principles and best practice set out by the OGC2. 
 
At the outset, some of the essential building blocks for a successful programme 
were in place but there was a lot still to be done in a fairly short period of time (with 
the Copeland pilot just months away):  
 

• The purpose, scope and vision: The purpose and scope were quite well 
defined in the Scheme Agreement; the vision was also clear: that no one 
should be left behind 

• Sponsorship: There was active support for this at the highest levels; the 
Scheme Agreement was agreed by the Secretary of State for Culture, Media 
and Sport and the BBC.  Operationally, BBC Executive Board members were 
the Senior Responsible Officers (SROs) for respectively DSO overall and the 
Help Scheme specifically 

• Business case and budget: The business case was based on the overall 
cost benefit analysis of switchover carried out by Government. The overall 
Help Scheme budget was agreed, as was the contract for Digital UK to supply 
services. The process for approving spend would be aligned with BBC 
Finance Committee requirements 

• Benefits management: This was included in the Government cost benefit 
analysis of switchover 

• The leadership: The top management was in place; the leadership team was 
starting to be recruited 

• Other resources: These were still to be defined and would need to be 
supplemented by specialist consultants as required, especially in the short 
term 

• Design and delivery: Only a prototype design existed at the start. This would 
emerge through the competitive dialogue process to select a contractor to run 
the Scheme 

                                                
2For example, Managing Successful Programmes, Office of Government Commerce, 2007 
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• The detailed governance: This was being set up and agreed. The reporting 
content and structure to stakeholders was being developed 

• The timetable: This was known and, crucially, unchangeable (determined by 
the wider switchover programme) 

• The outcomes: The overall vision was broadly clear but the success 
measures were still to be agreed 

• Risk management: The key risks and issues were yet to be captured. 
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Focus of the programme 
 
Therefore, given the above, a small team working to the Chief Executive acted 
essentially as a programme office to meet the programme management and 
reporting needs. The reporting cycle was monthly to the Project Board, chaired by 
the BBC but with observers from the principal stakeholders of DCMS, DWP, Digital 
UK, OGC (when the procurement was running), and the BBC Trust. 
 
A sample of the reporting which illustrates the scope of the programme activities is 
included below in Table 1. This is the Chief Executive’s monthly Board report 
finalised a few months after the Scheme Agreement had been signed. The emphasis 
from the outset was to: 
 

• Have a comprehensive plan in place which defined all key milestones, 
deliverables and inter-dependencies (see Item 4 in Table 1). This was 
monitored on a daily basis and formally updated monthly for the Board 
reporting cycle 

• Capture overall delivery performance over time against plan. (Item 2). There 
were three clear priorities in this stage which were the focus of management 
effort: 

o Running a small scale pilot operation (Copeland) 

o Procuring a contractor for the Main Scheme 

o Designing and recruiting the Intelligent Client team 

• Define the programme risks, assess their impact and develop and monitor 
appropriate mitigating actions (Item 3). It was very important to be completely 
realistic about risks. In the early stages of a programme with a large of 
number of uncertainties and limited prior experience a preponderance of 
amber and some red risks may look disconcerting but are completely to be 
expected 

• Document the key decisions made by the Design Authority (whose role it was 
to put more flesh on the bones of the Scheme Agreement, when operating the 
Help Scheme on a day-to-day basis) (Item 5); and most importantly 

• Summarise the key messages for all major stakeholders (Item 1). This acted 
as an early warning system for issues emerging and a means of alerting top 
management where support may be required such as in helping resolve 
issues, freeing up resources. 
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Table 1 Chief Executive’s monthly Project Board Report (extracts)3  

 
 
Item 1 Stakeholder messages 

 
 
 
Item 2 Overall delivery performance 

 

                                                
3September 17 2007 
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Item 3 Key programme risks 

 
 
 
Item 4 Milestone performance 

 
 
 
Item 5 Design Authority Key Decisions 

 



 
12 

Scale up 
 
The period from 2008 to 2009 was characterised by a steady increase in activity as 
the Scheme became fully operational and began to service customers across a 
number of different regions simultaneously as switchover rolled out across the UK, 
in the build up to the very large single switchover in Granada (North West England) 
in Autumn 2009. 

 
In this period there was a steady refinement of the monthly reporting processes and 
information, and management of ad hoc projects and papers as required. 
Specifically, programme and business management was responsible for 
coordinating on behalf of the CEO initiatives such as: 

 
• Rollout plans for each new region. Operationally, a plan had to be prepared 

and agreed with CES for each new region. The programme team reported on 
progress on this in the normal way (See Table 1 Item 2) 

• Lessons learned as regions closed. Lessons learned were captured and 
presented as a Project Board paper, and key learnings consolidated into a 
Scheme-wide learning log 

• Readiness for a multi-regional and high volume operation. This was an 
example of a specific project to assess the level of preparedness for the 
volumes of activity anticipated in late 2009, which was coordinated and 
reported on through programme management 

• The first iteration of a Help Scheme business plan. 

The business plan was a major initiative and was tackled once CES had settled in 
as contractor and the ambition of the Scheme was taking shape. The senior 
management team took stock of the current state and future vision through a 
structured business planning process.  
 
In the light of the operating environment, and the purpose and scope of activities 
determined by the Scheme Agreement, the full ambition of the Scheme, the nature 
of the offer (where this could be influenced), KPIs, and critical success factors were 
all determined. The team then turned to look at how it should be delivering against 
this ambition, the role of partners and third parties, and people and financial 
resource implications. (See Table 2 below for Business Plan contents). 
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Table 2 Switchover Help Scheme business plan: 
constituent elements April 2009 

 
Business Context – what is the operating environment? 
Business rationale for the Help Scheme 
Political, economic, social and technological analysis 
Key business constraints 
Principal assumptions 
 
Business Drivers - what are our ambitions? 
Ambition of the Scheme 
Business products and services, and our key strategic initiatives 
Key performance indicators – targets & measures 
Critical success factors 
 
Business implications – how do we deliver against our ambition? 
Engage with people especially the hard to reach 
Building our reputation among all stakeholders 
Service eligible people with a simplicity agenda 
Key timescales 
Resources and capabilities 
Key partners and third parties 
Other initiatives 
Financial resources 
 
Risk management 
 
Governance 
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Review 
 
The comparatively lower levels of activity in 2010 (see Chart 2) afforded the 
opportunity to review all aspects of operations ahead of the very high levels 
anticipated in 2011. 

 
Specifically: 

 
• Work was completed on a further iteration of the business plan 

• A transformation project was launched to improve the customer journey 

• The Making it Happen initiative got under way, designed to ensure that all 
aspects of the Scheme were fit for purpose to deal with the scope of 
activities in 2011 

• The Scheme’s risk, issue, dependency and crisis management processes 
were all reviewed. 

The ‘Making it Happen in 2011’ programme provided project management support to 
prepare the Help Scheme for expected increased activity from Autumn 2010 and 
across 2011. It was a very important initiative run within the overall programme 
management framework, and designed to ensure that, as the Help Scheme entered 
2011, it was operationally ‘fit for purpose’ and ready to manage the increased 
activity whilst continuing to deliver its quality commitments to our customers. 

 
‘Making it Happen in 2011’ was constructed from a number of integrated plans, 
developed across seven core workstreams, each with a designated Help Scheme 
lead: Direct Marketing, Contact Centre, Field Operations, Aftercare, Care Homes, 
Outreach, and Complaints. Progress on each of these workstreams and overall was 
reported monthly through the usual Project Board channel. This programme was 
instrumental both in ensuring that the Help Scheme was best placed for the 
challenges of 2011, but also by providing the timely information flows to reassure 
top management that this was so. 
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Complete 
 

With the Scheme operation in fully mature mode, the task of programme 
management was to assist management in maintaining focus and momentum. There 
were operational initiatives introduced in the period designed to do this which 
required programme coordination.  One such was priority customer management. 
The aim of this was to improve the way the Scheme manages those people with 
whom it had difficulty communicating, by enabling front-line staff to flag someone as 
a “priority customer” through their customer journey. This highlights to everyone who 
deals with that person that they may need to give more time, attention, and offer 
other services that are available to assist them. 
 
A further customer management initiative, the multiple failure flag, was also 
introduced, designed to identify those, thankfully rare, instances where the Help 
Scheme failed repeatedly to provide a good experience for a customer. The visibility 
of the flag meant that extra attention was paid to resolving that person’s issue. 
 
In addition to these new initiatives, the programme management function continued 
to oversee the completion of milestones and deliverables in each region, ensuring 
the continued timely implementation of what were by this point “business as usual” 
activities. 
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Close 
 
Whilst the final regional switchovers took place in 2012, for the Help Scheme in 
2013 there remained service obligations such as aftercare to be carried out by the 
Scheme’s principal contractor, Carillion, which would still need to be overseen by 
the BBC, meet the BBC Trust’s success measures, and comply with the Code of 
Service Standards for customers.  

 
A much smaller team would clearly be required to manage Scheme duties in 2013. 
By the end of 2012 virtually all the DSHS management and staff would have left, 
together with many of the Carillion management team previously operating the Help 
Scheme service. Responsibilities were being transferred to elsewhere in the BBC, to 
ensure that the final aspects of service delivery were properly carried out.  

 
The closure plan was run as a separate programme comprising nine projects: 
 

I. DSHS people - retain and motivate people until their planned departure 
dates 

II. Finance and legal  - ensure there are sufficient funds, effective financial 
management  

III. Operational continuity - customer service quality of “business as usual” 

IV. Communications - consumer PR, stakeholder communications, issue 
management 

V. Governance - appropriate decision-making processes in place in all 
phases 

VI. The “tin box” handover - key elements of Scheme for handover after 
switchover completed                                                                                                         

VII. Information security - decommission all data and systems 

VIII. Carillion contract - handle end of contract smoothly 

IX. Scheme legacy – capture and communicate Scheme learning. 

The leader of each project - a member of DSHS management – was charged with 
developing detailed terms of reference for their project, a set of deliverables, and 
project risks. This was reviewed and signed off by DSHS management and forms 
the backbone of closure planning. All the project plans were consolidated into a 
detailed programme plan, with responsibilities and milestones identified. 

 
The closure plan was independently reviewed by external consultants and judged to 
be comprehensive and fit for purpose. 
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Figure 3 below, the closure timeline, shows the 2012 regions to switch, the four 
phases as described, and the proposed stages in the TV Licensing handover. Whilst 
TV Licensing would not take over formal responsibility until the final switchover in 
Northern Ireland in October 2012, a gradual process of familiarisation and 
assimilation was planned. The current DSHS Chief Executive, who planned to 
relinquish formal Scheme responsibility in October 2012, would remain on the DSHS 
Board until he left the Scheme in December 2012. 
 
Figure 3 Help Scheme closure timeline 

DSHS Closedown Timeline
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Conclusion 
 
Running the Switchover Help Scheme was new territory for the BBC. Operationally 
complex, with a multiplicity of stakeholders and a customer base difficult to access, 
the approach to programme management from the outset was to take what may 
appear to be an unlikely mix of rigour and pragmatism.  

 
Rigour certainly in: governance decision making and reporting; risk management; 
and demonstrating value for money. It was more pragmatic in its use of tools and 
techniques, not through scepticism or distrust - indeed in the course of such a long 
programme it is likely that every single tool and technique was considered if not 
used - but as a result of not wishing to be constrained by methodologies which may 
not be universally applicable.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 


