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“If we do not change the future, we shall be compelled to endure it”
                                                                                                                  (Alvin Toffler)    

[bookmark: _Toc87896768]Introduction

This report will aim to critically appraise the Department of Work and Pensions (DWP) strategic direction, focusing on  DWP Counter Fraud and Compliance Directorate (CFCD). It will analyse in depth the DWP CFCD macro and micro environment by using a SWOT (Appendix 1) and PESTLE analysis (Appendix 2). 

The stakeholders will be analysed using a Stakeholder Power Grid and the expectations of the stakeholders determined. Following on from this, Lewin’s Change Management model and the Kubler Ross Change curve will be applied to the DWP CFCD whilst using workplace examples to illuminate the theory. The Strategic Direction of the CFCD will be examined to try and determine if their vision and mission and strategic objectives are currently being met and not why. Finally there will be a new clear strategy introduced that fills the gap for something that the CFCD are currently missing or could do better. This will aim to draw on the theory and evidence gathered in the report.


The reason this particular area of the DWP has been chosen is that this is one of the departments that has just recently recruited many staff to help with the amount of Fraud Error and Debt that the department have recently incurred. This is mainly due to the current situation of the Covid-19 pandemic. There has always been fraud and underpayments made within the benefit system, however due to many easements put into place during the pandemic the number of fraudulent claims has dramatically increased. The Department of Work and Pensions covers many areas such as State Pensions and benefits attached to retirement provisions such as Pension Credit (PC) and Attendance Allowance (AA) plus all working age and disability benefits. It is one of the largest Governmental departments with over £212.4 billion paid out between 2020-2021. (DWP, 2021). The total overpayments in just 2021 alone was £8.4 billion pounds which to date is the highest rate to date, and also the total amount of underpayments in the same time frame totalled £2.5 billion which is also the highest rate to date. (National Statistics, 2021). The DWP CFCD has a very large task ahead of investigating the fraud by conducting robust interviews some of these under police caution, but also making sure that the values of the DWP are upheld. The media does not often highlight the good work that the DWP carry out but always focus on the negative, therefore the CFCD need to not only retrieve money that has been claimed either in error due to lack of understanding or money that has been claimed that people know they are not entitled too, but also do this whilst making sure claimants do not end up in hardship whilst paying the money back.   (453)
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[bookmark: _Toc87896770]Depth of critical analysis of your chosen organisation’s internal and external environment





The DWP like all organisations has many internal and external factors that contribute to their successes and failures. These not only impact on the day to day running of the business, but also influence decisions that are being made when creating the strategic direction of the organisation (Oxford College of Marketing, 2021). (52)

When looking at Macro and Micro environment for such a public sector organisation (Appendix 1and 2) it was soon clear to see that the External factors have a great bearing on the DWP (Appendix 2). The way that an organisation interacts with the external environment can also have a great impact on the efficiency of its strategy. This section will aim to analyse the External and Internal Factors that the DWP Counter Fraud and Compliance Directorate have to consider when focusing on their own strategic direction.(86)



[bookmark: _Toc87896771]The Macro Environment – PESTLE


[bookmark: _Toc87896772]Political

There are many Political factors that impact DWP, Fraud, Error and Debt. One of these is  Brexit. The reasons for this could be certain Legal and Regulatory changes that have taken place because of it. Many people will use this as a way to commit fraud by looking for loopholes, this could be done in ways such as spoof emails. Tax is another way in which this fraud could be targeted. The Government will be looking to seek trade from overseas and there will be new Tax and VAT policies, this will give fraudsters new opportunities to carry out new types of Tax evasion fraud. Also the Government funding is another possible area where fraudsters could get involved. There will be opportunities for fraudsters to pose as genuine claimants or request money for their business and transfer this to their own personal accounts (KPMG, 2016).  (145)

[bookmark: _Toc87896773]Economical

Tax increases, unions and the yearly budget has a constant impact on the DWP CFCD. If you look at the recent decision within the Government to remove the £20 per week that was given to help those struggling during the lockdowns this has not only been criticised by MP’s but the amount of negative publicity this has attracted has not been good for the DWP. This will directly impact upon the CFCD as this means that many families could now risk falling into hardship, which could mean people claiming benefits which they are not entitled too. The Charity Turns2Us explained that £20 per week amounts to £1040 per year and this cut could see up to 500,000 pulled into poverty overnight (Winchester, 2021). 

There are also problems within the Tax Credit system which accounts for a lot of the fraud. The Universal Credit was introduced to slowly replace the Tax Credit system as the Universal Credit works from a Real Time information system where the benefit calculations are worked out automatically. Tax Credits assume claimants will notify them as changes take place, however this is not always the case. These factors not only have an impact on the CFCD but also the public purse.(206)






[bookmark: _Toc87896774]Sociological -Covid-19

Firstly if you look at one of the main External Factors which runs through all areas of the PESTLE (Appendix 2) and is still current today is Covid-19, this has not only put a huge strain on most businesses, but society as a whole. Apart from the number of Fraudulent claims being made on many benefits with Universal Credit being targeted the most, this also did not stop many criminals using the pandemic to target public services such as scams sent in the form of emails, texts. This was very prevalent within the DWP where many offers of financial support were sent using the DWP logo, these were sent in the form of texts, emails, and phone calls. This not only caused significant stress to many of the claimants but the Government had to start campaigns to make sure that people were not falling victim to these scams which would lead them to more financial hardship (National Crime Agency, 2021).  (160)
 
Another way in which Covid-19 impacted the Department was through Fraudulent claims on many benefits. When the Pandemic first started many businesses were shut due to the Government trying to contain the spread of the virus and the Government introduced the Furlough scheme. Recent research by the National Audit Office has shown that over £3 billion could have been claimed through Fraud and Misconduct (Pearson, 2021). There was also certain assistance for those who were self-employed and the HMRC believe that there were 1.6 million individuals who did not fulfil the correct criteria but claimed anyway (Pearson, 2021).  (98)


[bookmark: _Toc87896775]Sociological - Unemployment

Unemployment does not only impact the individual but society. There are many unemployment benefits that are being claimed such as Job Seekers Allowance (JSA), Universal Credit (UC) and Employment Support Allowance (ESA). This has a direct impact on Fraud, Error and Debt. Unemployment not only leads to a declined quality of life but increases the likelihood of benefit fraud due to the poor quality of living. (66)

[bookmark: _Toc87896776]Sociological – Disability

Disability Benefit Fraud is when someone claims benefit through lying about being disabled. They could exaggerate existing conditions, or sometimes even be claiming for a relative in the household who has possibly died or moved away. This has a big impact on the CFCD as the payments are being made automatically and something like this would not come to light unless somebody maybe reported it (DDP, 2021).  However, it was highlighted that many of the fraud allegations made against claimants receiving disability benefits turned out to be false. This not only has a direct impact on the claimants as causes undue stress and possibly their money being stopped but wastes valuable resources investigating. In both 2017 and 2018 a staggering 89% of fraud cases turned out to be false and unfounded (Pring, 2019).   (133)


[bookmark: _Toc87896777]Conclusion

Covid-19 did not only impact on the DWP as an organisation, but society as a whole. If you take a look at Appendix 5 this just shows the volume of claims that were made for Universal Credit in the peak of lockdown. The DWP introduced on many of the benefits something called “Trust and Protect” this allowed many new claimants to apply for benefits without having to visit a local jobcentre. The proof of identity relating to such things as housing costs, identity and household circumstances were eased, which made it much easier for fraud to be committed. To tackle this now CFCD will be contacting those who made claims in the early stages to conduct a benefit check (Citizens Advice, 2021). (122)


[bookmark: _Toc87896778]Technological

With the myriad of computer scams, such as emails, texts and websites set up to mimic the Government websites, it can often be difficult to keep up with the technological changes. NHS virus ‘WannaCry’ that was able to encrypt data on infected comp was one of the largest virus’s that the NHS had ever seen back in 2017 (National Audit Office, 2017). The DWP work hard to make sure that their technology is not only fit for purpose but protected. There are dedicated departments set up in each area to make sure that the systems are constantly being monitored. Mckinnon (2019) explains that many of the services that the DWP use are now shared between other departments so making sure that the information is kept secured is one of the main priorities. The Digital Strategy of 2021 has mentioned that one of the recommendations for Disability benefits is that the DWP are going to be able to medical  records enabling speed and efficiency to the claimant, and also to assess how much welfare benefits they are entitled too.  Bulman (2019) looks at the possible implications surrounded by this as there are fears that many people knowing this will not access essential medical services. This is something that the DWP need to think about carefully as the cost spent on this to try and prevent fraud and error within the Department could end up costing the NHS millions of pound instead.  (240)


[bookmark: _Toc87896779]Legal

The DWP have recently the removed the word “Safeguarding” from all training material after complaints of DWP not safeguarding their claimants. Many of the people who the DWP support are vulnerable adults but the DWP believe that they have no legal obligation to safeguard the claimants. The Secretary of State Therese Coffey has said that this is something that should fall to the local councils, social services, doctors and others (Coffey, 2020). These problems that arise not only give the DWP a poor name, but lay blame on them for not supporting claimants.  Ken Wright (2020) who is the UK Welfare and Policy Advisor believes the Secretary of State and the Government should have a moral obligation to protect the vulnerable people who they financially support. There are many other Legal problems that the DWP have to adhere too, many of the benefits that they provide have legal obligations that have to be fulfilled, therefore making sure that the frontline staff are trained to a high level with an understanding of these laws is paramount. (175)

[bookmark: _Toc87896780]Environmental

Environmental factors such as the recent rise in Energy prices is not only directly impacting families but the CFCD. Many families due to the Universal Credit uplift being removed and also fuel prices rising have to apply for hardship loans and grants. The loans are paid off monthly, however many families are now struggling to pay off those loans which increases the Debt in which the Department is facing. There was recently communication sent out to millions of pensioners regarding the Winter Fuel Payment and the letter advised customers to review their energy tariff and switch as it could save up to £290 per year. Shaw (2021) explains that this could be very damaging as people are being told not to change their energy supplier due to the energy price cap which in turn will have to make suppliers bring their prices down. The DWP explained that these letters were sent out before the hike in the energy prices, and it was only a suggestion, however they have now ceased sending any further letters with this message on. (178)







[bookmark: _Toc87896781]The Micro Environment – SWOT

[bookmark: _Toc87896782]Strengths

The strengths of the DWP CFCD is that they are committed to helping those vulnerable people in society. The staff who work within the department not only have a wealth of knowledge but aim to make sure that claimants are getting what they are owed. The DWP work relentlessly making sure that claimants do not go into hardship. The DWP is the only department that deal in benefits so there is not any competition in this sector which means that there can never be any comparison to another benefit department.  The DWP strive to uphold the values of the department and all staff are given a voice through forums, feedback channels and opportunities to speak to senior leaders about their particular job role. There are many training opportunities which you are encouraged to partake in. (135)




[bookmark: _Toc87896783]Weaknesses

The Strengths mentioned above can also be turned into weaknesses. The DWP being the only department that deals in benefits can also be negative. Any bad decision or error is going to be held under a microscope for people to scrutinize. This can not only cause the Department to suffer but the well-being of the staff. There has also been an incident where DWP staff have been posting their discontent for the way that their family members were treated whilst applying for Universal Credit. This was written on an internal board on the Intranet but these conversations were leaked (Pring, 2019). The employees were said to be ashamed to work for the DWP and do not share the view that the DWP “provides a safeguard for those most vulnerable in society. This type of press can damage the reputation of the DWP and often take years to fully recover.  (149)



[bookmark: _Toc87896784]Opportunities

The opportunities within a Department such as DWP CFCD is very limited. The department is not there for financial gain but to recover Fraud, Error and Debt. The opportunities they do have is to make sure that if they have underpaid somebody that they are able to repay the money owed to the claimants and apologise for the error. Also there is often stigma attached to people claiming benefits. People claim benefits as sometimes they have no other option. In the case of claimants who cheating the system the department has an opportunity to retrieve the monies and put back into the public purse. (104)



[bookmark: _Toc87896785]Threats

The CFCD main threat is not knowing that claimants are claiming money that does not belong to them. As discussed earlier, many of the referrals they receive turn out to be unfounded. Also many of the claimants who have taken money from the system would be in hardship if the money was to be repaid back. This can make it very difficult with the legal ramifications in place to retrieve this money. The DWP also aim to stop homelessness, however the figures showed that in Wales alone between 2019 and 2020 a staggering 12,399 households were assessed as homeless that was a rise of 6% from 2018-2019. This does not then give good press to the department as a whole, which then has an effect on how the staff are treated within the Fraud, Error and Debt department. The CFCD also aims to repay any clerical errors promptly, however it has been reported that with over 636 million payments per year (DWP Digital, 2021) there can often be problems with the systems this not only then causes a lack of trust in the Department but with at least 65% of failed payments this can cause catastrophic results to the claimants who rely on this money. (206)


[bookmark: _Toc87896786]Conclusion

Looking at the Macro and Micro environment it is clear to see that there are so many tangibles that impact the running of the Department. The department is not only responsible for paying benefits, but also responsible to make sure that families can afford to live when the unthinkable happens. When the Pandemic hit, the plan that was already in place had to be pushed aside and new rules came into fruition. This meant putting in new measures and making sure that the front line staff were all trained to deal with such a change. The world is constantly changing and the DWP need to make sure that they can adapt and be ready for any eventuality. (117)





[bookmark: _Toc87896787]Part 2

[bookmark: _Toc87896788]Conduct a stakeholder analysis and an evaluation of stakeholder expectations

You must perform a comprehensive and detailed stakeholder analysis.  Map stakeholders and analyse them by their Power and Interest and provide an appropriate stakeholder map and analysis.  This is not optional as, along with the micro and macro environmental analysis, this will form the basis of your strategic direction.



Following on from looking at the Macro and Micro Environment and the impact on the DWP CFCD it is important to remember that these factors also impact the Stakeholder. In this section a detailed Stakeholder Map will be discussed looking at how each one is important and what are the expectations of each stakeholder.

Many businesses train their students and managers in Professor Milton Friedman’s view which is to maximise company profits. However some businesses such as The Body Shop, Ben and Jerry’s ignored this thinking and replaced “Shareholder Thinking” with “Stakeholder Thinking”. This focuses more on the “well-being” of its customers, employees’ suppliers, distributors and the community (Kotler, 2019). (110)








[bookmark: _Toc87896789]Part 3

[bookmark: _Toc87896790]Application of a range of relevant academic theories/models

Now select at least two models or theories, which are the most appropriate for your selected organisation, ensuring that their selection over the other models or theories is briefly explained.  Apply these models and/or theories to your chosen organisation using, wherever possible, research and experiences to illuminate your application of theory.

[bookmark: _Toc87896791]Lewin’s Change Management Model


The first model that has been chosen is Lewin’s Change Management Model this is a relatively simple model; however it can made as complex as you like. This was chosen over Mckinsey 7S model as the 7S model seemed to pay more attention to internal factors whilst neglecting external factors that will need to be looked at within the CFCD. The model was also quite difficult to interpret  that will This model fitted well with what the DWP CFCD is trying to achieve with their own strategic direction, which will be looked at in more depth in the next section. Lewin’s Change Management model was first introduced in the 1940’s but is still a seminal change model that is still used today. Figure 1 shows the model which will now be looked at in more detail. 

Figure 1 

[image: lewins change management model]




[bookmark: _Toc87896792]Unfreeze

This stage takes a look at what needs changing. Levasseur (2001) explains that this is the point at which the person or organisation who wants the change realised that something needs to change or something is not working. It is about Leaders explaining to the followers that they need to let go of the past. This could be likened to CFCD there is often a culture within the DWP that each department is responsible for their own work, however this is not true. The Fraud, Error and Debt spreads over all of the benefits within the DWP, this can often be due to claimants being unsure when to tell us their changes down to a clerical error in a certain department. If all departments worked together this would not only ease the load of the CFCD but hopefully prevent some of the errors from actually occurring. Getting other people to buy-in to the change can often be the hardest. The followers will often need to be persuaded and influenced and this is where good Leadership will come into play. A good leader will sell the benefits of the change and explain and visualise the positives if this change will happen. However this is just a small part of the change and the next two areas are also vital.

[bookmark: _Toc87896793]Change

This is where the movement starts to take place. The change has been sold, but unless everybody works together the change will not work. There will often be external forces that change the direction in which you are aiming.  that get in the way of change. This can mean that the change would need to be put on hold or you would need to re-visit the change. Take for example the recent audit that was carried out, which found that over 135,000 women had collectively been underpaid over £1 billion pounds State Pension (BBC News, 2021). The payments are meant to be paid by the end of 2023, for this to happen there will need to be staff re-trained in these type of underpayments, and there will be staff moving from each department to support the Pension Service. The system is unable to work out the payments and these will need to be looked at clerically with some cases taking 5-6 weeks to work out (DWP, 2021). This not only impacts on any changes that the CFCD had but also impacts across the DWP. If there were no such barriers in the way then this is the part that will need the most work, this will rely on collaboration, teamwork and a shared vision. It is important to make sure you keep your focus on the end goal to make the change a success.


[bookmark: _Toc87896794]Refreeze

This stage involves testing out the change, figuring out any problems and enhancing the new system. The reason this is done to make sure that the change is going to work and you are not going to implement something that is going to fail. A recent example of this is when the DWP introduced a new way for claimants to identify themselves online rather than having to physically go into the jobcentre, which was the way it is was always done pre Covid-19. It allowed the DWP to access your Government Gateway Credentials. This enabled claimants to receive their money in a timely manner whilst hoping to combat identify fraud. In such cases there will always be exceptions for example for people who have no digital relationship, or those in a vulnerable position who need that extra support, or for those who do not have access to any computer, phone or tablet. 

[bookmark: _Toc87896795]Conclusion

This model can be as easy or as complex as you need it to be. The main steps are there for you to follow but a factor to consider is that it does not give instruction for the change agent, but it does give you the stages that you need to lead a successful change (Levasseur, 2001). With many journeys there is a beginning, middle and end. If you think of change as a journey you might be mistaken. This can sometimes be mistaken with Lewin’s change management. Implementing change often has no end, but possibly rest stops. Lewin’s Change Management model can sometimes look like it is freezing in the change,  but something to keep in mind is that change is always changing and never stands still. 



[bookmark: _Toc87896796]Part 4



[bookmark: _Toc87896797]Provide a critical appraisal of your chosen organisation’s current strategic direction



Critically appraise to what degree is, or is not, your chosen organisation's current strategic direction followed or achieved, and why?  Is the strategic direction logical, and is it implemented effectively?  Strategic direction is about Vision (the why), Mission (the how) and satisfying stakeholders expectations and goals.

The DWP have recently received their budget for the next three years. This has not as yet been publicised as it is a very recent development. What this means for the DWP is they are able to plan ahead. 
[bookmark: _Toc456901517]


[bookmark: _Toc87896798]Fraud, Error and Debt in the DWP - Strategic Direction


The vision of the DWP CFCD is “Protecting Public Funds, Delivering Service Excellence to Safeguard our Customers” this is then followed by the DWP Mission which is People, Prevent, Identify, Detect, Correct and Collect. All of the above is then underpinned with the Departmental Values which are We Care, We Deliver, We Work Together, We Adapt, We Value Everybody (DWP 2021)

To take a look the strategic direction of the DWP CFCD firstly you have to understand the values of the department as a whole. The Values run through all of the DWP and as CFCD is part of the DWP these are at the forefront of everything they do. 


The CFDC FED department strategy was first published in 2018 and is the one which will be followed until 2022.  One of the main shifts in this strategy that is different from the one that was published in 2010, was putting more of an emphasis on ‘prevention’ rather than correction. The main aim of the new strategy was to prevent fraud and error where it was possible by designing better services. There are going to be times where this is not possible so when this cannot happen to be able to identify the risks and try to stop it by putting certain measures into place.

The DWP strategy currently has 6 different Strategic Objectives. These are not so much ‘deliverables’ but more ‘principles’ that if followed correctly through all of the stages from design to delivery should help reduce or stop Fraud and Error all together.  























[bookmark: _Toc87896799]Part 5

[bookmark: _Toc87896800]Depth and clarity of the proposed new strategy

Propose a clear new strategy based on your detailed research findings and analysis undertaken in assessment 1-4.  Make your own voice clear, and present your proposal/s clearly, logically and in such a way that they would convince a board of directors to consider changing/amending the organisations strategic direction.






The new strategic direction which will be focused on will be how the DWP CFCD will aim to make the training for all operation staff more clear, concise and fit for purpose.

The operational roles include such roles as the Work Coaches, Pension advisors, Benefit Advisors and these are the people who deal with the public each day. As mentioned above many of the Fraud and Error starts with the customers not reporting changes in a timely manner and not being aware of what changes they need to report. 

One of the main Objectives states that the department aims to make stopping Fraud, Error and Debt everyone in the DWP’s business. They have already talked about how they will make data systems more up to date for example real time information. However what is lacking is the training for the operational staff who deal with the claimants directly.



The DWP have a dedicated department who design and deliver all training. The majority of the staff have never been in an operational role so do not really understand what the role entails. Therefore a lot of the information is incorrect or not delivered in the way it is intended. 

[bookmark: _Toc87896801]Proposal

The proposal being is that the material being designed for delivery is done by or has the input of individuals who have worked in the CFCD department at both operational and leadership levels. Also to accommodate this proposal further the delivery has subject matter experts in the classroom either virtually or face to face to explain processes and what is expected of each person in relation to Fraud, Error and D
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[bookmark: _Toc87896804]SWOT – DEPARTMENT OF WORK AND PENSIONS

	STRENGTH

· No competition 
· Dedicated staff with exceptional knowledge on benefits
· Low turnaround of staff
· Excellent internal communication
· Feedback channels
· Diversity and Inclusion
· Work/life balance
· Competitive rates of pay
· Pension





OPPORTUNITIES

· No competition
· Reduces Poverty










	WEAKNESSES

· Shortages of Work Coaches
· Shortages of Team Leaders
· Struggling to meet deadlines
· Recruitment policy
· Internal errors made on payments
· Technological Errors
· Higher percentage of Senior leaders from middle class background and above
· Some departments over worked
· Pay rises very minimal
· Fraud, Error and Debt
· Staff Losing Faith in Department


THREATS
· Unemployment
· Homelessness
· Digital Service/ Virus
· Theft of classified information
· Negative Media
· Unemployment still high
· Fraud, Error and Debt
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Department of Work and Pensions

	POLITICAL
Covid-19
Foreign Trade
Fraud and Error
Tax policies
Political Stability



	ECONOMICAL
Economic Growth
Exchange Rates
Interest Rates
Tax increases
Unemployment
Benefits 
Budget
Covid-19
Brexit




	SOCIOLGICAL
Age
Race
Gender
Health 
Safety Issues
Cultural Barriers
Careers
Unemployment
Covid-19




	TECHNOLOGICAL
Digital 
Teams
Virtual Delivery
Technological changes
Outsourcing
Innovation
Research and Development
Covid-19


	LEGAL
Employment Law
Trade Unions
Safeguarding
Consumer Laws
Patents
Pollution
Covid-19


	ENVIRONMENTAL
Carbon footprint
Sustainability
Recycling
Weather
Climate Change
Covid-19
Rising Energy Prices
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https://www.civilservicejobs.service.gov.uk/csr/jobs.cgi
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[bookmark: _Toc87896812]Universal Credit Claims
Claims made (weekly), Universal Credit, Great Britain, 7 July 2016 to 8 July 2021
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Number of people on Universal Credit peaked at 6.0 million in March 2021
People on Universal Credit, Great Britain, July 2016 to July 2021
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