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To: 	Jonathan Athow, Senior Responsible Owner for the Making Tax Digital programme 
From: 	John-Paul Marks, First Permanent Secretary and Chief Executive, HMRC
Alison Baptiste, Government Head of Profession for Project Delivery and Director of Function, Insight, Profession and Assurance, NISTA

	28 September 2026
	Government Major Projects Portfolio (GMPP)



Dear Jonathan, 
Appointment as senior responsible owner for the Making Tax Digital programme
We are writing to update the details of your appointment as Senior Responsible Owner (SRO) of the Making Tax Digital programme with effect from 19 December 2025. This letter sets out your responsibilities from 31 July 2026 and the support you can expect from your department, Government Project Delivery and the National Infrastructure and Service Transformation Authority (NISTA).
You will be accountable to me as HMRC Permanent Secretary and Accounting Officer for the department, and to Suzanne Newton as HMRC’s Chief Project Delivery Officer. Ownership of the HMRC Portfolio sits collectively with HMRC’s Executive Committee, under Ministerial oversight by the Financial Secretary to the Treasury and Paymaster General.
Your programme forms part of the HMRC Portfolio and is included in the Government Major Projects Portfolio (GMPP). The programme contributes towards the delivery of HMRC’s Transformation Roadmap, Spending Review commitments and departmental five-year plan.
As SRO, you are accountable for leading your programme in the context of the HMRC enterprise. This requires you to operate beyond programme boundaries, ensuring delivery contributes to departmental outcomes and optimises value across the HMRC Portfolio.
You are expected to manage interdependencies actively, make decisions in the best interests of the enterprise and take responsibility for benefits that extend beyond your programme’s direct scope. This includes working collaboratively with other SROs and senior leaders to ensure coherent, integrated and sustainable delivery across HMRC, while raising awareness of the programme, actively securing departmental support, and championing the case for change and the expected benefits.
As SRO, you have personal responsibility for the delivery of the Making Tax Digital programme and will be held accountable for the delivery of its objectives, policy intent and outcomes. This encompasses securing and protecting its vision, ensuring it is governed responsibly, reported on honestly, escalated appropriately and for influencing its context, culture and operating environment. You are also responsible for ensuring the ongoing viability of the programme and recommending its pause or termination if appropriate. Where issues arise that you are unable to resolve, you will be expected to escalate these to ExCom. 
You remain accountable to Ministers, as set out in the Civil Service Code, and should deliver the programme in accordance with the policy intent as set by Ministers. It is important to be clear that your accountability relates only to implementation within the agreed terms of this letter; it will remain for Ministers to account for the relevant policy decisions and development.
In addition to your internal accountabilities, SROs for GMPP projects and programmes are personally accountable to Parliamentary Select Committees. This means that, from the date of this letter, you will be held personally accountable to and could be called by Select Committees to account for and explain the decisions and actions you have taken to deliver the Making Tax Digital programme.
More information on this is set out in Giving Evidence to Select Committees - Guidance for Civil Servants, sometimes known as the Osmotherly Rules. Information on the roles and responsibilities of the SRO are detailed in Government Project Delivery’s guidance on the role of the senior responsible owner.
You are expected to run your programme in accordance with the Government Functional Standard for Project Delivery, and the requirements of other functional standards as required, which are mandated for government departments and arm’s length bodies. You should also make yourself familiar with The Teal Book, Government Project Delivery’s code of practice for project delivery, and any internal guidance and requirements as set by the Chief Project Delivery Officer.
Time commitment and tenure
You will carry out this role alongside your other responsibilities and must ensure that you allocate sufficient time to enable the effective delivery of the role and responsibilities. This will be periodically reviewed to ensure that an appropriate balance is maintained across your portfolio of activities. As the programme is now in live delivery and has strong foundations in place to be rolled out to the remaining cohorts, you should allocate approximately 20% of your time to the Making Tax Digital programme but this may need to increase in the event of issues emerging.
You are required to undertake this role until achievement of managed closure of the programme which is planned for March 2029. Progress towards this will be reflected in your personal objectives. Any changes to the agreed time commitment or tenure of the role, as set out above, will require agreement from the Chief Project Delivery Officer on behalf of the Accounting Officer and consent from NISTA.
Objectives and performance criteria
The policy intent supported by this programme are:
· To move the UK to a more modern and digital tax system for businesses, and by doing so to support business productivity and reduce errors made by businesses and landlords in self-assessing their tax liabilities.  
· Deliver a full income tax service to support mandated customers on the new enterprise architecture from April 2026 (to support the first >£50k mandated cohort, subsequent >£30k cohort in 27/28 and >£20k cohort in 28/29).  
· Deliver a new ‘HMRC Assist’ service to support improved risking and customer specific nudges and prompts in HMRC and third-party software from April 2026.  
· Migrate all >£50k mandated customer records from CESA to ETMP to support mandation and the application of penalty reform from April 2026.  
Penalty Reform for Income Tax Self Assessment (ITSA)(mandated and non-mandated) – building functionality to:  
· Apply new penalty regime to mandated ITSA customers from April 2026 including a one-year soft landing.  
· Apply new penalty regime to non-mandated customers from April 2026.  
These objectives will be underpinned by the following outcomes that the programme is focussed on delivering and which are aligned to the programme’s delivery plans: 
· MTD delivers the new ‘HMRC Assist’ capability to give income tax customers targeted nudges and prompts to support them to get their tax right first time.
· MTD implements a new penalty regime for late filing and late payment, providing fairness and consistency across both VAT and Income Tax as we introduce Making Tax Digital. 
· MTD modernises the VAT and Income Tax Self Assessment services, strengthening security and resilience and improving the customer and colleague experience.
· MTD tackles the VAT and Income Tax tax gap from avoidable errors by moving customers to more regular digital record keeping, underpinned by quarterly updates to HMRC through compatible third party software.
Any proposed changes or reset to programme scope which impact on the delivery of the programme’s objectives or the realisation of benefits must be authorised by HMRC’s Change Investment and Design Committee (CIDC) on behalf of ExCom. Additionally, the programme may be subject to further assurance and/ or approval by HM Treasury. 
Extent and limit of accountability
Finance and Controls
HM Treasury spending controls will apply on the basis set out within the department’s delegated authority letter. As your programme exceeds the delegated authority set by HM Treasury, the Treasury Approval Point (TAP) process will apply, and the details of each approval process must be agreed with your HM Treasury spending team. You should consult the Strategic Investment Delivery (SID) team on how to go about this. 
You should note that where expenditure is considered novel, contentious, repercussive, or likely to result in costs to other parts of the public sector, HM Treasury approval will be required, regardless of whether the programme expenditure exceeds the delegated authority set by HM Treasury. If in doubt about whether approval is required you should, in the first instance, consult the Strategic Investment Delivery (SID) team before raising with the relevant HM Treasury spending team. 
The overall estimated budget, resourcing requirements and tolerances for your programme will be agreed as part of the approval process. You will be expected to deliver within these tolerances and report quarterly on these as part of GMPP reporting.
You should operate at all times within the rules set out in Managing Public Money. In addition, you must be mindful of, and act in accordance with, the department’s specific HM Treasury delegated limits and with the wider approach to functional controls set out in the department’s Memorandum of Understanding with HM Treasury, in relation to a multi-disciplinary, single approval point within the Treasury Approvals Process.
Delegated authority
You are authorised to:
· approve expenditure in line with the funding agreed by HMRC’s Change Investment and Design Committee.
· agree project rescheduling within the current financial year of agreed milestones, however rescheduling beyond that must be agreed with your Programme Board and, where required, HMRC’s Change Investment and Design Committee.
· recommend to the Accounting Officer and ExCom on the need to either pause or terminate the programme where necessary and in a timely manner.
These authority limits may be subject to change and will be set as part of the approval of your latest Business Case and/or approval by HM Treasury.
Where issues arise which take you outside of these authority limits which you are unable to resolve, you are responsible for escalating these to the HMRC’s Change Investment and Design Committee and to HM Treasury as appropriate.
Appointments 
You should appoint a full time Programme Director to support you in the management of this programme and make other appointments as required for the control and delivery of your programme within your delegated authority.  
Governance and assurance
You should pay attention to ensuring effective governance for your programme, including the establishment of a Programme Board with appropriate membership and clear terms of reference. 
You must ensure that the programme secures Business Case approval from HMRC’s Change Investment and Design Committee and the Treasury Approval Point. You should also ensure that the programme remains aligned to the strategic outcomes, costs, timescales, and benefits in line with the approved Business Case as well as monitoring the context within which the programme is being delivered to ensure it remains valid.
Where a change impacts the scope, costs, benefits, or planned delivery milestones agreed as part of an approved Business Case, you are responsible for following the agreed change request approval process and setting a new, approved, Business Case baseline.
You should ensure that appropriate and proportionate assurance is in place and agree on the level and frequency of assurance reviews through the maintenance of an Integrated Assurance and Approvals Plan. You should develop this plan and its maintenance in collaboration with the Departmental Assurance Coordinator and NISTA.
Programme status, reporting and transparency requirements
You are responsible for ensuring the honest and timely reporting on the position of the programme to NISTA via the Government Reporting Integration Platform (GRIP) while it remains on the GMPP, and for providing reports and information to the HMRC Portfolio Management Team within the Permanent Secretaries’ Group.   
As part of the government’s commitment to transparency on major projects, you are responsible for publishing on GOV.UK:
· A summary of the Accounting Officer Assessment completed in line with the approval of the Outline Business Case and summaries of any subsequent assessments should they be required.
Guidance on the completion of accounting officer assessments is available from HM Treasury.
Evaluation
Evaluation is an important part of delivering major projects. Given the scale and complexity of these projects, it is essential they are evaluated properly to learn lessons and support accountability. As the SRO of a GMPP project, you are responsible for ensuring your programme is evaluated in a proportionate and timely way. Evaluation planning should begin at the start of policy development and continue through initiation and delivery. 
Development and support 
As you have now transitioned from joint Senior Responsible Owner arrangements to sole accountability for leading the Making Tax Digital programme as Senior Responsible Owner, you will be expected to undertake professional training and development to support you in the role.
You have signed up to the SRO fundamentals cohort which starts in January next year and exploring options to undertake Orchestrating Major Projects (OMP) from next year. You will continue to be supported by HMRC’s Chief Project Delivery Officer and you have appointed a highly experienced Programme Director who will continue to assist you in your role as Senior Responsible Owner for Making Tax Digital. Following your completion of the SRO fundamentals training, you will be expected to champion the professional development of the project delivery community.
The department will assist you in securing the necessary resources to support the programme and will set clear guidance, requirements and standards, which align to the Government Functional Standard on Project Delivery, to enable good governance and effective delivery. You will be part of the department’s cohort of major project leaders who will be expected to support each other, share good practice and lessons learned and to collectively develop solutions. You should liaise with the department’s Head of Profession for project delivery to discuss the maintenance and development of your delivery and leadership skills.
NISTA and Government Project Delivery will be available to you for support, advice, and assurance throughout the programme’s time on the GMPP. Government Project Delivery’s suite of standards, guidance, tools, templates and services can be accessed from projectdelivery.gov.uk and we encourage you and your team to register for accounts.
We would like to take this opportunity to wish you every success in your role as SRO.
Yours sincerely
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	John-Paul Marks
	
	Alison Baptiste

	
	
	

	First Permanent Secretary and Chief Executive

HM Revenue and Customs
	
	Government Head of Profession for Project Delivery and Director of Function, Insight, Portfolio and Assurance

National Infrastructure and Service Transformation Authority




	

	CONFIRMATION OF ACCEPTANCE OF APPOINTMENT

	

	I confirm that I accept the appointment of Senior Responsible Owner for the Making Tax Digital programme, including my personal accountability for implementation, as set out in the letter above.
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	Jonathan Athow

	

	30 September 2026
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