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This assignment examines the micro and macro environments influencing the frequent changes within the Department for Work & Pensions, analysing the subsequent impact upon workplace culture, customers and organisational competency.
Consideration is given to the effective leading of organisational stakeholders through complex change - the recent implementation of Universal Credit.
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Change is a regular occurrence within the Department for Work & Pensions, to the dismay of staff. Further to the unfreezing of previous procedures and practices, and subsequent chaos of change, as the effects begin to refreeze (Lewin, 1951), further change ensues.
[bookmark: _GoBack]Analysis of the DWP’s Micro Environment, of which a direct element of scrutiny and control exists, is achieved by COSMIC analysis.
Competitors		DWP have no competition for the majority of welfare services. Dominating the delivery of working-age and retirement benefits, there is no alternative organisation customers may approach. This monopolistic market (Chamberlain, 1933) sees no need for market segmentation or product differentiation (Smith, 1956) as such - products are modified in accordance with the needs of the economy and society. Recently re-acquiring the provision of Housing Benefit from Local Authorities for recipients of Universal Credit, failure to perform efficiently could present the risk of rent allowances being lost again to LAs, causing staff losses. Despite the non-existence of competitor advantage, customer satisfaction is imperative to ensure complaints and recurring contact are minimised, improving and maintaining accuracy, enabling resource efficiency and customers’ interests conserved as the priority (Frost, 2017).     
Organisation		Analysis of operations and creating a culture fostering new innovations, ways to develop products, improve practises and evolve are continually sought. During times of adversity and significant change, monitoring proceedings to steer in the required direction is imperative. Policies and procedures must be correctly implemented, with staff empowered with sufficient knowledge and backing to deliver. With the implementation of welfare reform, along with product redevelopment, staff development is crucial – recently investing in extensive recruitment of competent staff, training and developing existing employees – enhancing their capability, reinforcing their sense of value and instilling loyalty. Often, an influx of newcomers increases pressure for the existing workforce, with peer-support demands in addition to one’s duties. During the reform however, as experienced staff face a vast learning curve, all workers find themselves in the same position. Encouraging active communication, participation and collaboration, assists staff members during the trying transition, creating a formidable environment to thrive. This sense of camaraderie, together with recognition and praise of achievements, increases morale, inspires the initiation of further enterprises and enhancements, equipping for future change and nurturing a more prosperous future.  
Suppliers 		Funded by the government, and overseen by Secretary of State for Work & Pensions, Esther McVey, DWP is committed to making efficient use of tax-payers’ money, whilst providing those in need with the financial support required. Experiencing funding reductions, yet pressured to deliver an enhanced service is challenging. Travis (2017) reports the Institute for Fiscal Studies’ claim of a £12bn reduction in welfare spending by 2020/ 21, “facing a real-terms cut of 40% over the decade”. Streamlining operations, closure of benefit delivery departments - centralising processes and reducing overheads, pursuing areas for savings and seeking the most cost-effective options are persistently employed. Regrettably, mismanagement and planning of UC and system failures saw significant losses and delays in implementation, with continuing enhancement still required. 
Maintaining effective working relationships with providers (offering training, support and work experience) and employers is imperative. Contributing to recruitment processes, offering suitably experienced/ qualified candidates and assisting with sifting & interview exercises reduces employers’ costs – mutually benefitting all parties concerned.
Market		Companies must continuously analyse internal and external environments to ensure survival. Complacency leads to stagnation, loss of motivation, staff and consequently productivity, as well as competitor advantage if other firms’ offerings surpass their own. Including consideration for future markets, valuable lessons are learned from reflection upon past events. Shaw (2012) reiterates “the history of marketing thought can provide a useful guide for current marketing practice”.
Working with the most vulnerable individuals in society is a demanding task, with a vast responsibility for clients’ health and mental wellbeing, as well as providing financial support. Forster (2017) claims that welfare cuts have caused a 50% upsurge in mental health issues, seriously distressing the unemployed.
Information is not always readily offered, and in many cases, referral to associated parties, intuition and perceptive questioning techniques are required to establish a full picture of customer circumstances. Staff are often reminded that they are not counsellors - the relationships developed when rapport is built (as difficulties and barriers to employment are disclosed) easily exceed their remit. Mental health training is delivered to recognise and understand cognitive conditions’ symptoms, ensuring customers are supported to pursue and receive the medical assistance necessitated. Relationships with affiliate organisations and employers are also nurtured to ensure successful partnership working – building networks and enhancing the process of gaining and maintaining the tailored support and suitable jobs for candidates. 
Intermediaries	Mediators support front-line staff, simplifying processes and enhancing working practises. Employer Advisers seek training, work experience and employment opportunities, cascading information and simplifying employers’ recruitment processes. Offering quality candidates to companies avoids attrition, the disruption of re-employing and re-training in the short-term and presents simplified, lower-cost recruitment, ensuring continued mutually-valuable relationships. During the reform, outsourcing work to Atos and Capita became necessary, responsible for work capability and disability assessments, their conclusions often controversial. DWP’s staff were forced with the repercussions of separate entities’ decision-making, often having to explain, rectify and assist customers with limited information available – negatively affecting consumer confidence and staff morale.
Customers		DWP values have advanced to reflect customer interest and wellbeing, along with a regard for the economy. Times of mental and financial austerity, with many in danger of losing their homes, find individuals in extreme stress. Staff are actively encouraged to promote all available sources of support. Training is accessible and solution-focused interview techniques allow customers a positive focus to enable informed decision-making. Mental health training demonstrates a commitment towards clients’ safety and welfare. The financial incentives and many gains and opportunities of working are promoted, including the psychological advantages – the sense of making a contribution, positive example set to children and social interaction rather than isolation. Many claimants lack budgeting and banking skills, unaccustomed to paying rent or bills (often deducted from benefits at source). UC aims to promote independence and personal responsibility, providing digital upskilling and the tools to live self-reliantly with a monthly income, in readiness for the transition to employment. In many cases, intervention is required in cases of extreme vulnerability &/ or substance misuse. Staff are responsible for actively identifying cases which pose a risk of financial misuse if the claimant receives full payment, ultimately causing hardship and detriment.      
Examination of the DWPs less-controllable Macro Environmental may be carried out via PESTLE analysis. 
Political 		An extraordinarily unpredictable environment, democratic politics continually affect the working environment. Continuous change and product rebranding, eligibility criteria, policies and procedures consequently affect staff morale & performance. Manipulated by the media, pressure groups and the opposition, together with political party changes - habitual elections initiating popularity-contest manifestos - trigger consequent policy and legislation amendments. The relentless necessity for change is daunting and expensive, since accepted as the norm within the department. Political influences often result in the introduction of modifications, without adequate training and guidance received in advance, triggering a perception of incompetence and uncertainty in the department’s capability – through no fault of its staff, who nevertheless encounter the backlash.        
Both local and international politics affect DWP and government operations – currently the issues surrounding the uncertainty and unease of Brexit. This landmark change affecting trade between countries, potentially increasing expense; influences the benefit and work eligibility of EU migrants in the UK and expatriates residing in Europe – with uncertainty regarding their rights and entitlements. Gilbert (2016) reports upon the SNP’s accusation of the DWP’s failure to assess the implications and effects on pensions and welfare, ahead of the UK’s Brexit referendum. With no clear plan or guidance received since, the only certainty is whatever exit negotiations are reached, change and the need for additional resources will undoubtedly ensue. 
Economic	The media’s exposure of work-shy benefit claimants, contributed to the abhorrence of disgruntled hard-working tax-payers. Often perceived with the latest technology, vehicles and luxuries that many workers cannot afford during times of adversity, the public are eager for fairness, making employment pay and for those capable of work to gain employment. Ministers are pressured to cut back and make better use of public funding (Kikert, Randma-Liiv & Savi, 2013), (exacerbated by the adverse publicity of politicians’ expenses), without the necessity of raising taxes - causing further public unrest and hardship. 
With interest rates remaining consistently low for some time, and consequently a lower return on savings, a vast amount of investment has been made in property. For borrowers, a base rate increase subsequently inflating mortgage rates and payments, will result in landlords increasing their rents – intensifying the pressure on tenants, particularly those receiving benefits to meet their housing costs, adding to the strain on DWP and LAs to provide additional financial assistance and budgeting services to the most vulnerable. 
Government-driven, welfare policies are strongly influenced by economic activity and available funds. Public spending cuts saw the introduction of the benefit cap – ensuring that non-disabled families receive no more income than their earning counterparts – now limited to £20,000 annually outside Greater London (DWP, 2018), and limiting Child Tax Credit & UC to no more than two children from 06/04/17 (exceptions exist), to inhibit reproduction at the taxpayer’s expense.                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                     
The implementation of ‘bedroom tax’ was another controversial policy. Although designed with the logical strategy to bring social housing in line with private rentals, paying tenants Housing Benefit in accordance with their household need (not property size), councils and housing associations did not have sufficient property stock to fulfil the need for lesser-bedroomed houses. The result was the reduction in rent allowance, and alternative payment of rental shortfalls by Discretionary Housing Payments to avoid rent arrears and subsequent eviction - or ‘robbing Peter to pay Paul’. In theory this rational tactic, emerged as an ill-conceived, badly planned concept - inadequately thought through by the hierarchy, highlighting the failure to consider the ‘Bottom-Up Approach’, consulting the experts involved in these roles on a daily basis before taking action.    
The Welfare Reform also became necessary with the elderly living far longer, due to improved living conditions and medical advances over the years. Consequently, pensions pots were insufficient to economically sustain the financial resources required to maintain the state pension in its previous form. Retirement age for women at sixty and sixty-five for men, therefore gradually increased for both until both equalise at sixty-six, rising to sixty-seven – currently. Although perceived as an unpopular introduction, when statistics prove that women live longer than men and the economy cannot sustain the required output, increasing and equalising pension age seems a reasonable, unbiased approach.     
Previously, Incapacity Benefits recipients were more likely to die or retire after two years than resume employment (Hutton, 2006), the benefit culture had to change, with many left to fester “on the sick” with most capable of doing some type of work – acknowledging any health conditions.  
Once in part-time employment (sometimes low or ‘unpaid’ self-employment), receiving benefit top-ups, claimants were left to idle on this basis. The introduction of UC is new territory for job centres, ensuring that rewards are reaped by working more, and requiring that the employed attend interviews to review their situation and advance - ultimately reducing their reliance on benefits with the ABC concept: 		
A job, a Better job, a Career.
As well as benefitting an individual’s personal development and wellbeing (Maslow, 1943) with the psychological benefits of work, their contribution to the economy, their family and community is also enhanced – setting a valuable example for others’ emulation. 
Social, Cultural & Demographical 	Hutton’s (2006) proposals for the Welfare Reform, stipulated the commitment to improve the economy and destroy the benefit culture – breaking the cycle of welfare claimants avoiding their responsibility to work, imitating previous generations. The provision of community-based support exists in Wales’ deprived areas, employed to change perceptions and encourage work – promoting the financial and psychological benefits. Constraints now exist on benefits for over two children, in an attempt to prevent pregnancy when the youngest child reaches five-years-old - avoiding the obligation of employment for another five years, as was often seen previously. Families recently unsuccessfully challenged this policy (Press Association, 2018), James Edie QC referring to “the Government's aims for the legislation as being to ensure that welfare spending was sustainable, fair to the taxpayer whilst protecting the most vulnerable”. Adding that the policy would “ensure that people in receipt of benefits should face the same choices as those who supported themselves solely through work and to ensure that the system created incentives to work and to make progress and work as the best route out of poverty”. This case did highlight failings for ‘cared for’ children joining households, financially penalising those accommodating children who would otherwise enter Social Services’ care – at a greater cost to the public. The Child Poverty Action Group’s solicitor stating: “The irrationality of limiting the exception for children cared for in kinship arrangements to third or subsequent children has been raised on numerous occasions by various bodies, yet rather than accepting such legitimate criticisms and removing the restriction, it has required taking the DWP to court for the unlawfulness to be properly recognised”. A further example of exceptional circumstances being inadequately considered in advance of policy implementation. 
Formerly industrious areas which endured mass unemployment, saw many encouraged to “go on the sick” – worsening their mental wellbeing and general health without a sense of purpose. Re-training and upskilling is now actively encouraged, transferrable skills identified, motivating and encouraging confidence regardless of age and previous occupations. 
With an ageing population, ageist perceptions and stereotypes require challenging. Older job-seekers have gained invaluable experience and knowledge that younger candidates lack and should not be discarded. Regularly disheartened if lacking interview opportunities, it’s important to consider that a sixty-year-old may work for six years or more for an employer, avoiding the need to re-recruit and re-train, whereas a twenty-year-old may work for a lesser period before leaving. 
The former DWP capability required reform, abolishing the previous stance of encouraging candidates to apply for any job – whether they wanted it or not. Whilst remedying in the short-term, this attitude did not inspire long-term, sustainable employment, instead delaying the inevitable unemployment due to job dissatisfaction. Under the leadership of John-Mark Frost, DWP radically changed this perspective – focussing instead upon the customer’s interest. Removing job-entry targets ensures staff consider the most appropriate action for clients, rather than figures – engaging in re-training and upskilling &/ or confidence building, to achieve a lasting employment solution.
Technological 	DWP previously purchased software packages from travel agencies and banks. Consequentially, these systems were never fit for purpose, causing numerous faults, work-arounds required, subsequent delays (in assessment and payment) and double-handling – reducing workplace efficiency. UC’s introduction has seen the development of a system built and continually upgraded by DWP (in line with staff feedback and continual regulatory adaptations) – revolutionary within the organisation, already having copious updates in comparison to legacy systems.   
UC has radically changed the claims process, eliminating application forms, the process is predominantly executed online. Claimants apply at their convenience, using the easily navigated system and effectively communicating with Job Centre staff via an on-line journal.  
The revised system aims to increase customer responsibility and accountability – for reporting changes in circumstances, receiving and handling monthly finances, gaining the skills to deal with their own affairs, eventually becoming self-sufficient. An excellent concept in theory, in reality, many require digital upskilling assistance, with some having no access to technology – the provision of affordable, refurbished equipment being promoted. Vulnerabilities &/or addictions mean that receiving and handling a monthly income brings an ensuing temptation to spend. The requirement to budget, prioritise expenditure and pay bills prove unfamiliar. Provision of assistance in all these fields and partnership working with landlords and other organisations is a requirement, in addition to the upheaval of the new benefit’s introduction.  
Legal			Legislation has to undergo the time-consuming process of reading and debate through the Houses of Commons and Lords, before being considered for amendments and if successful, eventually gaining royal assent (UK Parliament, 2018). 
Bills are passed and regulations determined, often without consultation of those on the front-line with first-hand experience of the problems and issues faced by the vulnerable, overlooked by politicians lacking in knowledge of the lower echelons of society. Upon UC’s implementation, it was decided that benefit claimants should receive payment – one member of a couple, often a significant monthly sum (with both housing and living costs included) – alien to those accustomed to weekly/ fortnightly income. With inconsideration for those with addictions – heightening the risk of elaborate spending, evading essential living expenses (threatening homelessness) or those in situations of domestic abuse with funds potentially withheld, to the detriment of partners and children. Instead, these issues are highlighted once procedures are in practise, necessitating further delays, expenditure and procedural changes - averted if initially planned accordingly. 
Many articles depict the adverse traits of UC, with positive examples rarely publicised. Negative press is always more profound than lesser-reported good-news stories, and DWP now endeavour to actively cascade positive examples internally (via e-mail, intranet and staff conferences), demonstrating the many accomplishments and progress made.
Environmental	A digital approach is easier for many customers, with those being upskilled better equipped for online job-seeking and computer-based working environments. Despite the initial outlay to purchase equipment proving problematic, cost-effective resources are promoted, with smartphones and WiFi easily accessible. The on-line application and change-reporting system is more economical, considering the savings in stationery and pre-paid envelopes. This digital shift was necessary to ensure the evolution of services, conveniently accessible to the new (in-work) customer base approached, and enhancing existing clients’ experience whilst developing an aptitude to change and advancement. 
Ackerman (1997) identified three types of organisational change, the complex changes and procedures simultaneously executed by DWP applying to all three categories:
Developmental – planning for organisational development to increase performance and enhance service; Transitional – implementation of radical change to realise a condition unlike the present; and Transformational – necessitating shifts in approaches and attitudes to vary processes and innovations, enabling continual learning and advancement.
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Change is inevitable - personally and professionally - whether a consequence of desire to develop and enhance, or the result of unexpected events - initiating the requirement of alternative practises, habits and mind-sets.
As creatures of habit, we instinctively dislike change – fearing the unknown, a break from normality - despite often recognising that transformation is necessitated, the unwelcome thought of consequent unease and disruption often delays and inhibits the inevitable. Some have a tendency to bury their heads in the sand, complaining and publicising their discontent, but failing to attempt to remedy the situation, hoping the problem will dissipate.   
Hutton’s (2006) Welfare Reform proposals saw the commencement of a period of radical change for the DWP. Not gradually-introduced episodic change, the continuous changes seen (Weick & Quinn, 1999) have been “ongoing, evolving and cumulative”, a relentless task for staff, management and customers to endure.
Whilst leaders may appreciate the need for, and be agreeable to change, the challenge is futile without a visionary approach. The ability to gain the trust of your followers is essential, accompanied with the storytelling skill, corroborating the reason for change, to gain the acceptance and support required for success. Kouzes & Posner (2012) echo this stance, stating “Credibility is the foundation of leadership”, their First Rule of Leadership, “If you don’t believe in the messenger, you won’t believe the message”.
DWP (2018) have adopted the FED approach in relation to change management:
Future		Engage		Deliver
When considering the future, many aspects require deliberation to foresee ‘what good looks like’. Initially, the ultimate team goal must be discussed, ensuring all members comprehend the aim, purpose and personal responsibilities. Individual goals should also be discussed. Current experience, strengths and weaknesses explored, drawing upon past successes and achievements to build confidence, motivation and inspiration for future success. Ground rules are set, behaviours determined and processes to highlight issues, concerns and new innovations discussed. Ultimately, the mutual vision of an enhanced future promotes a motivation to work towards the improved scenario, evolving through the chaos of change, supported by their subordinates.   
Staff engagement is invaluable – not only within the working environment, but also with management and team members on a personal level. The valuable relationships built within the workplace not only create improved efficiency and communication, but instil employee value and loyalty to managers and firms, promoting a need to perform outside the required remit. This sense of importance, inclusion and purpose creates a positive mental attitude, increasing staff morale and reducing attrition. A favourable work environment also fosters consideration for others; a more supportive climate to effectively tolerate difficulties and change; personality clashes and differences of opinion are more easily recognised and accepted, with respect for opposing views and compromises being met. Having experienced former workplaces where management do not socialise with team members, creates sentiments of resentment, with staff made to feel inferior and demoralised. This negative attitude does not inspire a productive environment for staff to thrive. Open and honest communication, in an approachable atmosphere allows the suggestion of new ideas/ working practises, with people not being afraid to raise issues – preventing problems exacerbating. Successes and achievements should be widely recognised, all too often, staff are only approached when a problem ensues. Kouzes and Posner (2012, p. 304) reiterate the importance of social interaction and recognition, “How the accomplishments are celebrated is just as important as what is celebrated. If executed publicly, and with thoughtfulness and intentionality, celebration make clear what activities, behaviors, and outcomes the organization values, and therefore what it takes for employees to be successful in the organization, in a very powerful way”.
Armed with visionary leadership to lead through change into an enhanced future and an engaging workforce – engaged with colleagues and in the task at hand, staff will be equipped to deliver an improved service to customers.
The changes to the benefit system mean that a comprehensive product knowledge is currently a rarity, therefore an alternative approach of effective guidance navigation with Single Points of Contact appointed – specialists in certain areas, for ease of reference and contact provide support. Embracing diversity and building on strengths, allows for sharing best practises and seeking new opportunities to enhance services. 
Building a network of contacts to improve service and access to provision, working together – providing support and adaptability to ensure tasks are executed in a timely manner and effective communication all enhance working relationships.
Continuous learning is incited, with encouragement to support each other’s development and successes – a ‘one team’ approach, reflecting upon past experiences for continued development. Continued appreciation for efforts and achievements fosters a sense of significance and purpose, promotes staff wellbeing and creates positive representatives of DWP, with resilience to change. 
Although more ambiguous, DWP’s approach to change may be likened to Kotter’s (1995) more itemised Eight Steps to Change. 
Establish a sense of urgency	
In the first instance, the reasons for change are clearly established and promoted, ensuring understanding and appreciation for the importance of timely completion. 
Create a coalition		
Form a formidable team, with the knowledge and acumen to execute the change and promote the benefits to others – acting as advocates and discouraging the opposition.
Develop a clear vision		
Establish a full picture of events, and advantages following completion of the change, giving consideration for obstacles and issues which may be encountered.  
Share the vision		
When trust is established and support gained, demonstrate a detailed account of the future following the change and rewards gained, providing realistic expectations.  
Empower people to clear obstacles
Employ competent staff with a diverse skillset, providing training and education as required to gain knowledge and staff coaching, enabling their informed decision-making to actively contemplate risk and overcome difficulties.
Secure short-term wins
Monitoring progress permits hindrances to be deviated or avoided, also allowing for the celebration of achievements along the way – boosting morale and confidence to continue.
Consolidate and keep moving
Reflection and learning from the experience is essential, drawing conclusions on successes and areas for development for continued progress.

Anchor the change			
Similarly to Lewin’s (1951) reference to ‘refreezing’, after the transition of change is completed, the new situation becomes embedded, ensuring old habits do not revert and the new future is realised.
In an environment of constant change, developing change policies and toolkits better equip management with the arduous tasks of continuing to motivate their teams during trying times, and to revive self-motivation.
Resistance is an obstacle often endured, with staff and customers understandably disturbed at the continual disturbances associated with change. Chaos developed with the implementation of UC, unassisted by top-down decision making and planning, the effects of which are felt by front-line staff.
Experienced employees with a thorough knowledge of legacy benefits, were moved out of their comfort zone with the introduction of the new collective benefit – replacing the majority of former benefits, but with exceptions. The complexity of the benefit system, which is one aim of UC’s introduction – to simplify the structure, has not achieved this aim at present, as currently numerous benefits exist simultaneously – with differing regulations and procedures.
This new benefit, along with its new software (although easier to navigate) continues to adapt in accordance with staff feedback – guidance can change daily, as does the system – to staff’s disquiet. Swansea Jobcentre’s UC model was (logically) based upon the similar-sized, similar-sized-caseload Hammersmith office. Unpredictably, Hammersmith received sixty new claims for UC during the first month of implementation, whereas Swansea received six hundred. Ill-timed, with many staff absent for their UC training, the minority of trained staff, still feeling inadequately prepared were faced with an influx of work and customers they felt deficient to assist. Additional staff were employed, and other staff drafted in from other offices, but the inexperience accompanied with the volume, proved a daunting and stressful task. 
As illustrated in the Change Cycle, moving from stability and comfort into the transition of change, fear and doubt ensue, many looking back with fond memories of the way things were. Feelings of resentment creep in as anxiety builds - the stress experienced can overshadow the reasons for change being implemented. Under these circumstances, visualisation of the end goal must be reiterated; previous successes reflected upon – as a motivator and confidence-builder; reminding that this is a short-term situation and all in this together. Demonstration of Evidence Stream is also important – echoing the reality of the change, with no opportunity for regression and reminding that some journeys rarely transpire as anticipated, nevertheless, the destination is reached eventually. Demonstrated by the change curve, after the sense of despair, gradual improvement is seen with light at the end of the tunnel.
Change is imperative for survival and evolution, and although around half of innovations may fail, Clegg, Kornberger & Pitsis (2016, p.371) declare “If innovation is risky, not innovating is even riskier”. The need to continually survey the business environment is required, seeking new opportunities and approaches, perceiving issues and problems before they arise.  
The memorable metaphors stipulated by Johnson (1998), highlight the importance and significance in envisaging the end goal, more willingly discarding our former perceptions and adopt new ones. New ways of thinking lead to new results, slight adaptations promote bigger changes, and essentially, once ambition is established and fear subsides, freedom transpires. Once stability exists, the cycle continues, to keep moving.
As well as leading its staff through the significant change journey to 2020, DWP must also lead its customers – providing the support, upskilling and empowerment.
Partnership working with Local Authorities has seen the provision of free computer courses, budgeting support, debt and money advice – seeking less expensive options for utilities and affordable repayment plans for arrears. All of which assist customers in becoming more self-aware and financially responsible. 
Customer transition through change can be compared with Hiatt’s (2006) ADKAR® Model. 
Awareness for the need for change
DWP (2018) have set an objective to paint a clear picture of proceedings and an understanding of the reasoning (for the economy and the public) these changes are necessary. 
Desire to support and participate in the change
The use of democratic leadership, encouraging participation and collaboration allows a ‘hand-on-the-wheel’, coaching to allow their own informed decision-making - determining their employment choices, allowing for more effective engagement. With a visible presence (as well as online), displaying openness, honesty and approachability, customers will feel supported in their progression. 
Knowledge of how to change
Solution-focussed interviewing allows customers to focus upon their strengths and abilities, recognising their transferrable skills and achievements to inspire motivation.
Ability to implement the change
Equipping customers with the necessary education, training and upskilling to enter the labour market and gaining responsibility at their own pace. Providing the relevant support and resources at the appropriate time.


Reinforcement to sustain the change
Once the change in attitude and acceptance for the need for employment is instilled, this revised stance is instilled, discounting old habits and behaviours. 
Each of the stages requiring completion before progression to the next, allows for a gradual transition, particularly for the vulnerable.
As the effects of change begin to stabilise, staff can look to the future, acquiring the need for analysis, experimentation and new opportunities. Learning experiences are gained, acceptance develops with a commitment to new procedures, along with a sense of confidence and relief.
DWP, despite its mechanistic structure due to the restrictions applicable, and levels of hierarchy for decision-making, display an encouragement for contributing new ideas and working practises (with consideration for legislation). This indicates the welcoming of an innovative environment with better engaged and motivated staff, despite its inability to become an innovative organisation in the true sense.  
Civil Service is reminiscent of Handy (1996) and Harrison’s (1972) depiction of Role Culture, ruled by policies and procedures. The consequent limitations in management’s margin of activity, result in slow reactions to change due to the hierarchial decision-making process, and frustration of many. Appreciating these restrictions and subsequent exasperation, DWP has been gradually adopting the stance of Harrison’s Achievement Culture. Encouraging an environment where contributions and collaboration is rewarded, motivates employees and instils loyalty – feeling that their input makes a valuable difference - despite the procedural constraints in being. The introduction of a Support Culture has also seen a shift with the interest and investment in staff wellbeing – with significant emphasis and investment in mental-health (free prompt support accessible for staff); physical health and general wellbeing. Wellbeing groups inspire health awareness; employee equality is promoted, diversity celebrated and employed for the benefit of the organisation and service to its customers. With employees also encouraged to help and support each other, valued working relationships and trust ensues, creating responsibility and accountability towards colleagues and the department as a whole.
DWP are changing perceptions, actively encouraging females to progress to managerial grades. This may also be linked to heightened emotional intelligence - an invaluable commodity in leadership (Goleman et al, 2013), especially during times of change, when the need for empathy and understanding is paramount.
Ryan & Haslam (2005) make reference to the ‘glass ceiling’ often faced by females in their attempt to ascend the corporate ladder, contrary to the ‘glass escalator’ encountered by males.
Gipson et al, (2017) claim numerous studies demonstrate that women are more likely to be appointed leader of failing organisations, at times of chaos, or when a greater risk of failure exists – the ‘glass cliff’ phenomenon (Ryan & Haslam, 2005). Finding that “in times of crisis, interpersonal attributes were deemed more important”. This may be due to females’ increased emotional capacity to deal with staff issues, in comparison to their male counterparts. The competence to self-motivate, persevere, manage personal emotions, with the ability to empathise and understand the emotions of others is described by Goleman (2005). Hutchinson (2015), stipulates that this strength “requires emotional sensitivity”, which may explain women’s advantage in this attribute, and in many cases, can demonstrate more emotional intelligence and informed decision-making in relation to others, rather than themselves. 
An association to “think leader think male” has developed for thriving organisations, whilst a “think crisis think female” bias has developed. Ryan et al (2011) deduce this stance may be the result of a capacity to rectify failures, using a positive perspective. Females may also be deemed superior to envision renewed approaches and enhanced tactics (compared to males) to effectively manoeuvre during periods of adversity. 
Does this phenomenon explain how ambiguous Brexit negotiations are currently headed by a female Prime Minister, whilst a female secretary steers the DWP through the tempestuous implementation of UC? If failure ensues, the men can blame the women for their questionable leadership techniques, and if successful, their stereotypical emotive nature and multi-tasking skills may be commended. 
This being the case or not, the change in stance for women leadership is definitely a step in the right direction.
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