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EXECUTIVE SUMMARY

The purpose of this report is to propose a strategic workforce plan for the transformation of the
Department for Work and Pensions (DWP) into an Al organisation consistent with the ambition
set by the UK government to become an Al superpower. This paper discusses the problems and
potential of Al deployment in public organisations by discussing how civil servants, or the
‘administrative state’, can lead an Al agenda that keynotes leadership, workforce, and ethical
aspects. Areas for analysis are as it pertains to containment organization structures or designs, the
redeployment, and training of the workforce, the change management process, as well as the
decision-making process where ethical concerns arise. Organisation change models, including
Transformational Leadership as well as Kotter’'s Change model, are implemented to enhance the

changes through Al in the workforce.

The conclusion of this report will include recommendations with actionable steps to take to adopt
Artificial Intelligence in DWP responsibly across the different areas of operation, while seeking
collaboration between various departments, and most importantly, focusing on capacity building
and cost-effective solutions. An accurate breakdown of the cost that would be incurred in the
actual transformation of the workforce is provided. The recommendations should enable
performance improvement, management, and delivery of services by paving the way for the

sustainable adoption of artificial intelligence by DWP.
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INTRODUCTION

The Department for Work and Pensions (DWP) is a devolved ministry of the Government of the
United Kingdom and is the largest department within the UK government. The UK government
1s now focused on its ambition to turn the country into an Al superpower, and incorporating Al in
public services will improve the administration, fast-paced work, and the utilisation of big data
(Yoon, Han, and Chae, 2024). Out of various topics, new trends identified include the use of Al
in business, changes in the workforce, and the use of Al about ethical issues, including
government approaches to regulation, providing information and training, and ensuring the
appropriate adoption of the technology. The purpose of this report is to identify and recommend
a strategic workforce plan that would enable DWP to transform into an organisation ready for
advanced use of artificial intelligence, leadership, adjusting workforce skills, and ethical issues

(Vogl et al., 2020).

MAIN BODY
Analysis

Al Adoption in Public Services

Cognitive computing and Artificial intelligence have gathered much importance in delivering
and developing public services and making decisions effectively. Al is classified by the UK
government as an enabling technology in the national digital agenda to innovate the execution of
the service sector. The Department for Work and Pensions, or DWP, is the largest governmental
department in the United Kingdom. It can benefit Al by enhancing operations, identifying fraud,
or streamlining and improving customer relations (Singh et al., 2025). However, Al provides

similar challenges as follows:

Firstly, reduction of the human workforce through automation; secondly, ethical issues; and
lastly, data security issues. Al benefits public institutions by allowing for handling large amounts
of data, automating routines, and increasing effectiveness and efficiency in decision-making
processes (Zhang et al., 2024). For DWP, the selection and utilisation of the measurements of

predictive analytics are useful in evaluating tendencies in the distributed welfare and stimulating



general product sales. Another is detecting patterns of fraud in the claims data through the use of

machine learning that would enable early detection of the scam (Campion et al., 2020).

The Al applications, like predictive analytics and fraud detection, promise to enhance DWP’s
operations and services (Campion et al., 2020). However, challenges include risks to personal
data security, ethical concerns over Al fairness in welfare distribution, and workforce
displacement, causing employee resistance (Chen, Gasco-Hernandez, and Esteve, 2023). The UK
GDPR is crucial for mitigating these risks. It mandates data protection principles - lawfulness,
fairness, transparency, and data minimization - ensuring DWP’s Al systems process claimant
data (e.g., income, health) only for legitimate purposes, reducing theft or misuse risks. For
instance, Al tools must use minimal data for tasks like benefit allocation. UK GDPR requires
security measures like encryption and Data Protection Impact Assessments (DPIAs) to identify
risks, such as bias affecting marginalized groups. Claimants can request human review of Al
decisions, addressing fairness concerns. Non-compliance risks fines up to £17.5 million, so DWP
should implement audits, staff training on data ethics, and transparent claimant communication
(e.g., plain-language Al process summaries). Al can automate routine tasks, freeing employees
for complex work, but reskilling is needed to oversee Al and uphold UK GDPR (Rolls, 2024). A
responsible Al strategy balancing automation and workforce development ensures ethical,

compliant adoption.

Strategic Leadership in Al Transformation

For effective implementation of technological advancements such as Al within DWP, leadership
can play a crucial role in driving transformation when implementing the technology, whilst
ensuring that it is ethically adopted. Al transformation is not only a technological phenomenon
but also an organisational and management procedure for which it is important to have a proper
strategic approach. It is critical to identify leadership potential for flexibility among employees to
advocate on their behalf, as well as ensure that the leadership navigates the organisation through
Al application proficiently. In line with this, the following is a discussion on how
transformational leadership is important in encouraging employees to accept change regarding

Al and going digital (Schaltegger et al., 2024). Therefore, leaders need to define what Al means



to an organisation, compel the workforce to embrace change, and encourage learning continually.
It is an ideal way of managing change and ensuring that the workers do not resist change since
they are told that Al is meant to support them and not compete with them (Medaglia and Tangi,
2022).

Kotter’s 8-Step Change Model provides a structured framework for managing Al-driven change
at DWP. Steps like creating urgency for Al adoption, forming a leadership coalition, and defining
a clear vision help employees understand Al’s value in enhancing services like fraud detection
(Braganza et al., 2020). First, these steps remove some of the barriers, such as digital skills gaps
and employees’ concerns, by discussing the program and providing an open forum for dialogue
between employees. One such example of doing that is using workshops to train staff in Al
literacy, thereby reducing resistance. For example, DWP can work on small-scale Al pilot
projects like deploying predictive analytics for the welfare claims, to build up initial capabilities
and to show real benefits before full scale. These pilots are described as striving to yield
achievable results and establishing confidence and momentum (Braganza et al., 2020). Becoming
a learning organization in which DWP develops an Al system in small parts, perfects it over
time, and addresses any technical problems they encounter, while maintaining ethical guidelines
in alignment, is a more acceptable way to transition. This is how Kotter’s step of generating
short-term wins is supported by reinforcing the vision and sustaining change. The methodology
of Servant Leadership is key for DWP Al transformation, as the goal is to reinforce employees
through support and development (McCartney and Fu, 2024). It encourages developing a culture
of trust by being members of the Al adoption, training staff, collaborating, and ethically using
Al For instance, leaders can organize workshops around Al literacy and get employees to send a
watch on such systems as fraud detection tools to alleviate fears of job displacement. Servant
Leaders make it imperative for them to listen to the workforce's concerns and run tailor-made
short reskilling courses, such as data ethics courses, to help them prepare for the Al-driven jobs.
This is consistent with Kotter’s Change Model in that it adds centrality to the empowerment of
Al vision. In addition, Servant Leader sharpens ethical Al, as a first rule, keeping technologies’
offerings safe from bias or harm (Neumann, Guirguis, and Steiner, 2022). The UK GDPR offers

leaders an opportunity by establishing an Al ethics committee to oversee compliance and the



development of transparency in such decision making. Servant Leadership enables progressive
change by prioritizing employee growth and ethical governance, preparing DWP to provide

efficient, fair services through the use of Al.

Workforce Planning and People Development

Digital workplace transformation, in turn, involves a strategic plan of workforce management
that equips employees to deal with change in their roles and competencies. The matter is that,
while planning the workforce, there should be more attention paid to reskilling and upskilling
employees to be prepared for the usage of new technologies (Chen, Ahn, and Wang, 2023). The
traditional notion of job loss to Al does not hold from the perspective that it deletes various
occupations but rather transforms them, and new skills in digital skills, data science, and Al
monitoring are now expected (Hagberg, 2024). There is a need to enhance reskilling for
employees to enable them to effectively work hand in hand with Al To start with, incorporating
Al literacy in human capital development should involve the exposure of the employees to the
basics of Al, data analysis, and problem-solving in the context of Al-integrated operations (Pan
et al., 2021). Involved parties must understand that on-the-job training offers practical experience
in using such applications to adapt to new positions. The strategy in handling the job should
change the employees from clerical work to actual work that monitors Al systems and makes

decisions.

Workforce planning involves the application of ethical means to Al technology. For that reason,
Al should assist or complement human decision-making rather than making decisions on its own
(Chen, Gasco-Hernandez, and Esteve, 2023). By employing algorithmic bias mitigation, welfare
distribution should be made fairly. The decisions made by Artificial Intelligence systems need to
be understandable by the people, and hence, humans need to be part of the governing process. To
avoid failure this way, the employees need to be trained to review the recommendations that are
provided by the Al. This means that there must be a combination of an IT plan, together with the
human resource department and the specific service teams in an organisation, for an organisation
to embark on an Al agenda. This is because implementing team formation enhances the exchange

of knowledge about Al and its implementation of the existing technological features, as well as



towards the direction of enhancing the capabilities of the personnel (Yang, Ji, and Tan, 2020).
When humans and artificial intelligence work together, the level of intelligence is doubled

because each party has expertise in different fields.

Change Management and Organisational Culture Shifts

To integrate Al at DWP, there must be a cultural change that fosters the digital change process.
Al is not equal to merely implementing new models in a business, but also, it is also about how
those involved in a business relate to Al systems (Chang and Ke, 2024). Since the adoption of Al
is likely to be resisted, proper change management processes have to be applied to promote the
change. Stakeholder involvement is also a principal element of change for Al solutions.
Employers have to engage the workforce in a conversation that will help them understand how
this innovation will be adopted in the workplace as a way of silencing criticism (Yu, Xu, and
Ashton, 2022). When the leadership opens communication with employees, the element of
question and answer is added, and now it comes with ease. Professional development provides
effective tools for enhancing employees’ knowledge and skills in Al, so they are not hesitant to
apply Al technologies at their place of work. There is a need to have an open and clear dialogue
when using Al. There are two more points where employees should have the necessary
information on what the use of Al entails for them and the actions being taken to avoid job loss

(Cubric, 2020).

Organisational members are reassured that Al is to assist and enhance their work, experience
decreased levels of fear, and increase workplace adaptiveness. The human resources department
should ensure that it enhances support structures by offering the needed structures, like mentors
and feedback mechanisms, for the change (Westover, 2024). Therefore, the fourth characteristic
of building an effective Al-supported working culture within an organisation is to encourage
constant learning and innovation. Leaders should encourage the team members to try new
applications of Al, suggest new ideas for the Al applications, and continuously experiment
(Dutta and Mishra, 2024). Bearing this in mind, two approaches to the utilization of Al
concerning public service must be put into practice: The first approach is to specify objectives

for Al that do not conflict with the guidelines of public service ethics; The second is to ensure



that the objectives of Al are employed fairly, transparently and without harm. The end-to-end
implementation of Al across departments helps organizations to enhance relevant knowledge
and, therefore, the organization’s strength in Al. Therefore, incorporating structured change
management procedures can help establish an innovative organisational culture at DWP that is
appropriate for the use of Al. The management must help employees adapt to change when
applied and guarantee that the advancements or technology can improve instead of deteriorating

the services (Popo-Olaniyan et al., 2022).

Recommendations

1. Strategic Workforce Transformation Plan for DWP

Specifically, the Department for Work and Pensions (DWP) should have a proper strategy
established for the adoption of Al in the organisation, as well as programs to assist the workforce
in familiarising themselves with new technologies. It should contain Al literacy programs, Al-
aware role redesign, and general Al reskilling of the workforce programs (Abidovna, 2024).
Persons in administrative positions should change to being supervisors of Al and data processors,
analysts, and customer contacts. Al deployment should be done gradually: it is necessary to start
with the pilot projects and then expand to other divisions of the organisation. Al should improve
services and reduce the workload of human beings, but be beneath to make human decisions,

only allowing it to guide the services to the right track (Braganza et al., 2020).
2. Estimated Costs of Implementation

There are several implications and considerations to be taken into account when it comes to
using Al in DWP, which primarily include technology expenditure, people expenses, and change
costs. Artificial intelligence applications with the use of predictive analysis and automation
technologies will cost about £20,000 to £30,000 to install (DDI Development, 2024). Education
and training of the workforce must be an annual cost of £10-15 million to assist employees in
developing Al literacy. Extra expenses will include cybersecurity measures, which are £20
million, and the measures taken about ethical Al and possible human intervention (Huang and

Rust, 2020). It is necessary to allocate £80-100m to support the organisation’s shift to Al over



five years, and the funding should be gradual to avoid the financial burden (Natarajan et al.,

2024).
3. Addressing Ethical Concerns & Training Programs

To address ethical concerns in AI, DWP must ensure decision-making processes are transparent,
avoiding "black box" systems where algorithms’ operations are opaque, hindering accountability
(Chen, Gasco-Hernandez, and Esteve, 2023). This connects to the main body’s discussion on
ethical challenges in Al adoption, particularly fairness in welfare distribution. Routine welfare
checks and algorithmic bias audits should minimize discrimination, ensuring equitable benefit
access (Manimala and Kurian, 2024). Expanding Al training programs will enhance employees’
skills in data ethics, bias detection, and governance, enabling them to oversee Al systems and
ensure human intervention in critical decisions, such as benefit approvals (Shahzadi et al., 2024).
Establishing an Al ethics committee within DWP will monitor Al integration, ensuring
compliance with UK GDPR and other regulations, as emphasized in the main body’s focus on
data security (Lokesh et al., 2024). These measures align with the main body’s call for

responsible Al adoption, fostering trust and improving service delivery through ethical oversight.
4. Change Management & Employee Support

To encourage the use of Al, reliance on a rigorous change management plan of action is
necessary to apply. The use of Al in organisations should involve the employees in decision-
making, hence eliminating some of the resistance and enhancing its acceptance. Management
cases should always make sure to acknowledge the role of Al in improving the employees’
performance instead of replacing them by engaging in transparent communication (Jatoba et al.,
2023). New policies such as mentorship, counseling services, and career enhancement programs
should be implemented to assist employees in handling the challenges posed by AI (Velyako and
Musa, 2024). The Al governance system should be set to have closed-loop feedback mechanisms
to allow tracking of employees’ concerns regarding integration and take action where necessary

(Ferreira et al., 2021).



CONCLUSION

In conclusion, Al actively offers a range of benefits for DWP to increase the effectiveness and
accuracy of decisions, as well as fight fraud. However, the prospects of the artificial intelligence
deployment rest on factors, effective leadership and ethical governance of the technology,
besides providing training or skills upgrading to the workforce. This paper highlights the
importance of strategic workforce planning, especially when the workforce is required to work
with artificial intelligence. Thus, there are some roles of Leadership Models, such as the
Transformational Leadership Model and Kotter Centre Model, that help in proposing structural
frameworks on how to adopt Al while equally considering the corresponding change and change
management. DWP can achieve the fourth route through an effective focus on the future of the
workforce and proper Al dilemma by integrating Al as a way of improving public service and

implementing ethical Al practices in an organisation.
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