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Figure 1
The age profile of buildings at the Weybridge site as at 31 March 2021

The Weybridge site has seen little investment in new buildings in the 10-year period to March 2021
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Notes
1 The percentages are based on total m? of buildings rather than the number of buildings.

2 The total m? used is 62,391 and excludes buildings located on the farms on the wider Weybridge site and those
used by the Veterinary Medicines Directorate.

3 Since 31 March 2021, there has been some demolition work on the site. No new buildings have been built.

4 Build dates have been assumed as being the mid-point in the year (end of June) as the date of construction did not
include months.

5 Data labels for percentage of building floor area are presented as whole numbers.

Source: National Audit Office analysis of the Department for Environment, Food & Rural Affairs' valuation report 2020-21
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Figure 7
Infrastructure and Projects Authority (IPA) reviews of the Science Capability
in Animal Health programme (the Programme)

The IPA has undertaken four assurance reviews and one critical friend review of the Programme

Date of review Review ty) Delivery Confidence Assessme
December 2018 Critical friend Amber/Red

June 2019 Gate Zero Amber

August 2020 Gate Zero Amber/Red

December 2020 Assurance of Action Plan Amber/Red

September 2021 Programme Assurance Review Amber

Notes

1 TheIPAs Delivery Confidence Assessments changed from a five-point scale to a three-point scale in April 2021.
It moved to a Red/Amber/Green rating removing the Amber/Red and Amber/Green ratings.

2 Amber/Red (before April 2021): Successful delivery of the project/programme is in doubt with major risks or issues
apparent in a number of key areas. Urgent action is needed to ensure these are addressed and establish whether
resolution is feasible.

3 Amber (before April 2021): Successful delivery appears feasible but significant issues already exist requiring
management attention. These appear resolvable at this stage and, if addressed promptly, should not present a cost/
schedule overrun.

4 Amber (after April 2021): Successful delivery of the programme/project to time, cost and quality appears feasible
but significant issues already exist requiring management attention. These appear resolvable at this stage and,
if addressed promptly, should not present a cost/schedule overrun.

5 Gate Zero review: IPA's strategic assessment of the programme which is applied at the start of a programme,
is repeated at appropriate key decision points during the programme, and is applied at the end of the programme.

6 Critical friend review: IPA's snapshot review of a programme or project, reflecting the conclusions of an independent
assurance review team. IPA no longer undertakes critical friend reviews.

7 Assurance of Action Plan review: IPA's re-assessment of a project or programme in the light of actions taken,
following a previous assurance review.

8 Programme Assurance Review: IPAs tailored but strategic analysis of the programme. It provides findings and
recommendations to the programme's senior responsible owner and provides an assurance report to inform
investment board and/or HM Treasury approval point/Major Project Review Group panel meeting discussion.

Source: National Audit Office analysis of Infrastructure and Projects Authority review documents
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Figure 5
Change in cost estimates for the Science Capability in Animal Health programme (the Programme)

Cost estimates for the Programme increased by £1,600 million between the Outline Business Case and the Programme Business Case

21
Outline
Business 121 £1,206m
Case
35

Programme
Business 851 98 366 £2,820m
Case

o %) 3)

\ 2 &)

0 500 1,000 1,500 2,000 2,500 3,000
Cost of the Programme (€m)

B Capital Programme @ Delivery Fees W Transformation Programme ~  Sustainabilty M Management Costs & Risk Alowance M Inflation M VAT

The cost estimate for the Programme has increased by £1.6 billion between the Outline Business Case and the Programme Business Case.
The three main reasons are:

@ Capital programme and delivery fees: More mature design to estimate construction and fees. Total: £1,085 million.

@ Transformation programme, sustainability, management costs: Including previously missing elements, for example, science and digital transformation,
sustainability and management costs. Total: £244 million.

@ Risk, inflation and VAT: A re-assessment of quantified risk, optimism bias and cost sensitivity and increases in VAT and inflation. Total: £1,491 million.

Notes

1 Figures may not sum due to rounding.

2 Outline Business Case - December 2019. Programme Business Case - November 2021.

3 The Programme Business Case figure of £450 million for VAT includes £1 million of recoverable VAT.

Source: National Audit Office analysis of the Department for Environment, Food & Rural Affairs' Programme Business Case (November 2021)
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Figure 3

Timeline for the development of the Science Capability in Animal Health programme

(the Programme)

It has taken the Department for Environment, Food & Rural Affairs (Defra) several years to set up the Programme

Jul 2016

Defra’s Annual Report and
Accounts highlights the need
for investment at Weybridge

2015 Feb 2018

Defra identifies the need
for urgent investment at
Weybridge as part of the
2015 Spending Review

Defra develops strategic
options for Weybridge

F_

m—

Mar 2020

HM Treasury confirms
programme funding
of £1.2 billon

m—

Early 2017 Jun 2018

Strategic Outline Case for
the Programme finalised

Development of ‘User
Requirements Brief’ for
Weybridge site

Dec 2019

Outline Business
Case submitted to
HM Treasury

Nov 2021

HM Treasury agrees the
Programme Business
Case, with conditions

Notes
| The figure shows major milestones i the development of the Programme.
2 Weybridge - refers to the Animal and Plant Health Agency's site at Weybridge.

Source: National Audit Office analysis of the Department for Environment, Food & Rural Affairs’ internal documents
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Figure 8
The Science Capability in Animal Health programme’s (the Programme’s) risk hierarchy

Risks across the Programme are managed at a number of levels

Risk hierarchy Primary level Typical characteristics of risk

of oversight

Nature of risk Risk horizon Risk scope

Programme Strategic Long-term Programme-wide

Tactical Medium-term Programme-wide
Capital and Delivery Medium-term Capital- and
Capital and transformation Transformation transformation-
programme risks boards wide
Operational Short-term Project-/

workstream-wide

Note
1 Capital and transformation programme risks include sub-programme risks which are managed at a sub-programme board level.

Source: National Audit Office analysis of the Department for Environment, Food & Rural Affairs' internal documents
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Figure 4
Benefit-cost ratio for the Science Capability in Animal Health programme
(the Programme) as at November 2021

The Department for Environment, Food & Rural Affairs has used the lower bound of benefits estimates
in its benefit-cost analysis

Incremental benefits estimates
compared with the ‘status quo’

Ben descri

Lower bound  Upper bound

(em) (em)

Attracting and retaining commercial and research income 33 49

Improved staff productivity 27 67

Social returns to public science investment 575 3,400
Total 635
Total Programme cost 2,820
Incremental cost of the Programme compared with the ‘status quo’ 1,275
Benefit-cost ratio (£635 million/£1,275 million) 0.5

Notes

1 Benefits are assessed and discounted over a 40-year period.

2 The ‘status quo’ baseline reflects the costs of continuing to manage the Weybridge site using the current ‘patch
and repair’ approach. This includes building replacements but no site consolidation or upgrade of facilities to meet
new requirements.

3 Attracting and retaining commercial and research income: additional research and commercial income through
additional capacity and increased science throughput.

4 Improved staff productivity: time saved as a result of the investment enabling more efficient working and facilities
better suited to the scientists' requirements.

5 Social retuns to public science investment: social returns unlocked by science-enabling public capital investment;
research indicates a range in the average annual return of between 14% and 82%.

Source: National Audit Office analysis of the Department for Environment, Food & Rural Affairs’
Programme Business Case (November 2021)
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Figure 10
The wider governance structure for works at the Weybridge site (Weybridge) as at March 2022

The Science Facilities Joint Management Board (SFJMB) has responsibility for coordinating the work programmes at Weybridge
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Notes

1 Thisis a simplified illustration of the governance structures covering the works across Weybridge. For example, it does not include the sub-committees of the SFUMB: Safety, Health,

Biorisk and Wellbeing Sub-Committee; Critical Works Portfolio; and Campus Management Sub-Committee.

The SFIMB's purpose is to provide leadership and a partnership approach to the operation of Weybridge. It assures alignment and a shared strategic direction for key investment
programmes at Weybridge.

3 Defra - Department for Environment, Food & Rural Affairs.

Source: National Audit Office analysis of the Department for Environment, Food & Rural Affairs' internal documents
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Figure 9
Main phases of the Science Capability in Animal Health programme (the Programme)

The Programme is composed of different phases between 2021 and 2036

2021 2022 2023 2024 2025 2026 2027 2028 2029 2030 2031 2032 2033 2034 2035 2036

Tranche 1(2021 to 2024)

The objective of Tranche 1 is to confirm
the overall delivery strategy, increase
the confidence in the overall costs

and schedule durations, and to set

this out in the second version of the
Programme Business Case currently
scheduled for June 2024,

Enabling work; pre-construction; transition
phase (2023 to 2027)

Key activities will include: science hub
pre-construction activities; science transformation
early deliveries; transition and interim Target
Operating Model implementation.

Construction and transformation phase (2027 to 2032)

Key activities will include: science hub construction; digital
transformation; science transformation; energy centre fit-out

Validation, licensing and
commissioning of the

site and Target Operating
Model implementation
(2032 to 2034)

Estate-wide transition
Early works commencement, design and rationalisation
and construction (2021 to 2024) (2034 to 2036)

[Refurbishmen( commencement, design and construction (2023 to 2032) ]

Note
1 The dates shown are approximate and are being reviewed by the Department for Environment, Food & Rural Affairs (Defra) during Tranche 1.

Source: National Audit Office analysis of the Department for Environment, Food & Rural Affairs' Programme Business Case (November 2021)
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Figure 2
Annual cost of the Department for Environment, Food & Rural Affairs’ (Defra’s)

facilities management contract including the Weybridge site (Weybridge)
2015-16 to 2020-21

Weybridge makes up approximately one-third of the cost of the contract
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Notes
1 Figures are shown in nominal terms and not adjusted for inflation.

2 The 15-year contract commenced in 2009-10, with the above representing years seven to 12 of the contract.

3 Figures are based on summary information provided by Defra.

Source: National Audit Office analysis of the Department for Environment, Food & Rural Affairs' internal information
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Figure 11

Our audit approach

The objective
of government

How this will
be achieved

our study

Our evaluative
criteria

Our evidence

(see Appendix
Two for details)

Our conclusions

To protect the UK against animal diseases and, in doing so, avoid disruption to UK trade and exports.

In 2020, the government committed to transform the animal science facility at Weybridge, the Animal and
Plant Health Agency’s (APHA's) primary science capability for managing threats from animal diseases.
To do this it has established the Science Capability in Animal Health programme (the Programme)

The study examines: the Department for Environment, Food & Rural Affairs' (Defra's) management of and
investment in the Weybridge site (Weybridge); how the Programme is being set up and developed; and how
Defra is managing potential risks to the Programme.

Has Defra had an Has Defra developed Has Defra established Is Defra managing
effective asset the Programme in line appropriate structures potential risks to
management strategy with good practice? and processes to the Programme?
at Weybridge? manage risk?

We have examined Defra’'s management of the Weybridge site and its management of the Programme.
As part of our fieldwork, we:

e interviewed Defra and APHA staff;

o interviewed officials at other government bodies and wider stakeholders;
o reviewed published and internal documents from Defra;

o reviewed data provided by Defra; and

® reviewed our previous reports on major programmes.

Defra has allowed its Weybridge site to deteriorate to a state where some of the facilities are no longer fit for
purpose. The level of under-investment and poor strategic management of the site has greatly increased the
risk and complexity of the redevelopment programme. Any delays or difficulty completing the Programme may
expose APHA's operations to greater risk, potentially limiting its ability to respond effectively to a major disease
outbreak. Recognising and managing these risks from the start will be important to delivering value for money.

In this context, it has taken a long time for Defra to set up the Programme and to understand its scope,
which is now reflected in the increased estimated costs of the Programme. Defra has recently put in place
many of the right elements for successful delivery of the Programme. Given the current uncertainty, Defra is
rightly investing time upfront to reduce this uncertainty and is trying to learn lessons from other programmes
Defra needs to use this time to further develop its cost, schedule and benefit estimates, to present a robust
case which can secure funding and demonstrate value for money.
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Figure 6
The Science Capability in Animal Health programme (the Programme) board structure as at March 2022

The Department for Environment, Food & Rural Affairs (Defra) has established a clear board structure for the Programme

Defra Executive Committee

A sub-committee of Defra's Board and
the senior decision-making body for the
core department

Programme Board

Provides leadership and governance for Risk Board
the Programme including: approving the
Programme scope; supporting strategy
development; and providing challenge
and support

A subgroup of the
Programme Board and

provides additional
challenge and scrutiny
through reviewing the
Programme’s risks,

Integration Board

Provides direction and prioritisation for
the Programme.

[

Design Authority Transformation Capital Programme Board Finance and
Acts as the receiver Programme Board Provides oversight and Commercial Authority
and approver of designs Provides oversight and governance for the Provides governance
from the Programme, governance for the capital works projects and oversight of the
as well as critical works transformation elements with overall accountability financial and contracting
and operations. of the Programme with for the capital works decisions associated with
overall accountability the Programme.
for delivery.

—> Reporting line

Source: National Audit Office analysis of the Department for Environment, Food & Rural Affairs' internal documents






