




Executive Summary
The announcement made by the World Health Organisation declaring Covid-19 as a global pandemic in the world has prompted the various governments of the world to take the necessary measures by enacting new laws for people’s safety and to reduce the spread of the virus as much as possible.
Following this, the UK government announced comprehensive lockdowns limiting all unnecessary travel and asked all non-employees to work from home where possible.
These lockdowns, consequence of government policy, have led to mass home-working creating fears and panic on people in law income and those who wanted to make new claim of Universal credit. 
Therefore, leaders of the Department of Work and Pension should react as quickly as possible in order to adapt the situation on a good standard giving people the opportunity to stay none only safe but also healthy. 
New measures should take place within different organisations included the Job centre which is the one of the departments of DWP managing Universal credit.
It follows that things should be adapt in various or complex areas as it was their responsibility to continue running their service and serve their customers but also bringing change in work culture capable to be adapted reassuring safety and good health of their employees.
Although new measures had to be taken, the negative impact of fear bring by the announcement of lockdown constituted considerable increase in new claims of universal credit.
This report has examined how the DWP has identified, through the Job centre that manage universal credit, what the key drivers of change in this department and how they used 3C’s model of change emphasised by Lewin model of change to better identify, communicate and implement change in its various aspect.
It has also highlighted the role played by transformational leaders of this organisation in order to respond as quickly possible and bring the adequate solution to their customers on the one hand and to their employees on the other hand. Despite of change responded, analysis have shown that the work culture before, during and after the lockdown lifted will not remain the same as people are still hesitating and have also changed their work culture. The fact of having men in the centre of change, a conclusion has been drawn but recommendations have been made in increasing different areas where gap were remarkable such as digitalisation, work coaches, kickstart and son on in order to have trained employees who can work safely but also complying to the new requirements of the organisation and much more supportive
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1. Introduction
As part of student’ studies at the UWTSD, each module studied is subject of a report in order to demonstrate the knowledge learned and its implementation in the workplace.
The present report is about Leading and Implementing change in the workplace based on information gathering in the professional discussion made on the Department of Work and Pension specifically in its services of Universal credit managed by the Jobcentre.  
The report was requested by Maria and analysed by Theodore Manzambi and has used descriptive methods, evaluation articles, journal, reports and other useful resources and studies.  
From the aftermath of the WHO’s announcement of the coronavirus-19 as a global pandemic, the various governments of the world were forced to take preventive measures to deal with this new situation of sudden change.
Subsequently, The UK Government has also taken new preventive measures to minimise the spread of the virus in the country. 
These measures, essentials elements of change, have created a panic in the head of organisations and leaders pushing them to quickly react in order to adapt and create safety route for their customers and their employees. The UK government announced then comprehensive lockdowns limiting all unnecessary travel and asked all non-essential employees to work from home where possible such as staying at home, closing certain businesses and venues, stopping public gatherings and suspending all face-to-face appointments.
It followed that every person in the UK had to comply with these new measures, which came into effect on Monday, 23 March 2020. Powers had been given by relevant authorities, including the police, to enforce them using both fines and dispersing gatherings method.
These legal requirements on new policies to be implemented in every business had to be adapted in their daily basis. As part of the Jobcentre daily work is to verify on a face-to-face basis identity of people in low incomes claiming Universal credit, it had been challenging for them and brought leaders to adapt and implement change to solve these problems as the workplace became compromising.  
Based on the factors and elements mentioned above, the report will critically scrutinise one of the changes that “Department of Work and Pension” have adapted in one of its services, Universal Credit that is managed by the Jobcentre Plus.
In addition, its implementation and a conclusion will be drawn on its success or failure but also understanding their work culture including the various related leaderships theories.

[bookmark: _Hlk98476156]2. Findings
Change occurs in either the external or internal environments of the organisation, external sources include the political, social, technological or economic environment (Jones, 2019). 
It is up to organisation managers to adopt flexible methods of working using their leadership skills in order to anticipate and respond to change in the environment with fluency and consistency. 
As change is always seen as an opportunity to grow by some and as a threat by others both within the organisation context and the people within them, its implementation should be well dealt with; as argued by Stockdale & Steeper that one of the key points about coping with change is being able to step into the shoes of others and have empathy and understanding. (Stockdale & Steeper, 2012, p.4).
[bookmark: _Hlk98476192]2.1 Background of Department of Work and Pension
The Department of Work and Pension (DWP) is one of the largest public service departments in which every citizen in the country is linked with at some point in their lives. 
They develop policy and support Ministers and Parliament in crucial decisions able to affect the whole United Kingdom (with two directories). They also deliver life changing services on work, welfare, pensions and child maintenance to millions of claimants and customers. (Gov. website)
Structure
The department is structured and led by the secretary of state for work and pensions but also the permanent secretary. It contains more or less 85.034 full time people working in the department included the core department and arm’s length bodies.
Vision
· Their vision is improving people’s quality of life now and in the future;
·  Helping people to become resilient; 
· Creating safety for those who cannot work and low income; 
· Protection of environment and supporting people with complex barriers for a better life.
Services
They run different services such as:
· People seeking employment through Universal credit
· People with a disability or health condition through Personal (PIP or DLA)
· People planning for or in retirement (Pension credit)
· Children and families.
The focus of this report will be one of the changes operated on people in Universal credit.
Universal credit is managed by the Jobcentre as previously highlighted and is a new benefit introduced since 2013 to support people in low income and unemployed. It replaced six incomes related benefits namely income-based job seekers allowance, income related employment and support allowance, income support, working tax credit, child tax credit and housing benefit with a single monthly payment.
2.2 Nature of change undertaken by Universal Credit
As the United Kingdom prepared to adapt their exit from the end of the EU transition period, the world was hit by the pandemic of Covid-19 that crippled the economic, social, political and environment and legal sectors of the country. (Deloitte, Oct.2020)
This Covid-19 pandemic will then be declared a global pandemic by the World Health Organisation on March 11,2020, thus drove the governments of the world to take rapid preventive measures in order to face and eradicate the crisis but above all to protect their populations, including those in employment.
The UK government has not remained indifferent to other governments as they later announced changes to be adopted in the behaviour of people as well in the working environment, which changes constituted new mandatory measures to be reviewed each three months and were to lead people living in UK and those willing to join the UK to its relief a short time ago. 
As highlighted in the introduction, to limit the spread of coronavirus and reduce the impact on the NHS but also save lives, those measures constituted key parts measures and were underpinned by law and set out what people had to do and not to do. (The health protection (coronavirus) regulations, 2020).
It followed that the government kept those measures under close review to be relaxed if the evidence showed this possible. 
The following main measures with immediate effects were:
· Staying at home and away from others (social distancing): people should only leave their home for basic necessities, food and medicine for example.
· Closing certain businesses and venues: to reduce social contact, the government required by law that certain business and venues close to the public. Pubs, libraries, communal places, hotels and so on except businesses providing essential goods and services.
· Stopping public gatherings: the government had prohibited by law all public gatherings of more than two people such as universities and lots of other’s venues were closed to public.
· Going to work: It was advised to people to work from home unless they were unable to do so. However, the government had put in place guidance to be followed for safety of those who could not work from home and for essential business.
· Enforcing the law:  the police and local authorities had given the powers to enforce the requirements set out in law if people did not comply with them.
It is important to point out that before the announcement of any measures resulting in a general lockdown, face-to-face appointments were already withdrawn a week earlier as argued by Therese Coffey. 
She argued that temporarily face-to- face assessments were suspended for sickness and disability benefits, including new claims for those under benefits. (DWP and The RT Hon Therese Coffey MP, March 2020).
However, no further action was required to any claimant as the Jobcentre should contact them with advice on the following steps.
Universal credit which used to have a face-to-face appointment after making an online new claim has undergone significant changes on the one hand in the delay of identity verifications of new claimants and on the other hand by the increase of new claims by 90%. 
As none can be paid without being assessed by the Jobcentre and taking into account that a face-to face assessments had been withdrawn since March 17, 2020, leaders had to cope with these changes and rapidly implement and introduce a new method of assessing new claimants in order to cover the gap. 
Therefore, a risk assessment has proven to be essential in order to ensure the safety of workers and their customers, to put in place, after studies, suitable measures to protect each other in an environment already affected by the pandemic.
Despite the various changes made in this department, it is noted that this report will be focusing on one of major changes made on the “Digitalisation of the Universal credit” application process by introducing video appointment services, remote identity verifications where the claimant should take 2 pictures of one of his identities and the other of a selfie of the claimant holding his identity on the front sides of his face. (Commons Library Briefing, 15 January 2021).
[bookmark: _Hlk98476259]
2.3 Involvement of Leaders and leadership in the process of change and complex areas of change
To succeed at complex change, a rigorous approach is needed probably a more rigorous approach than people are used to.
In order to affluence and speed up access to benefits during the crisis, and to ensure more suitable support for households struggling financially, the Government made a number of temporary operational and policy changes to many benefits, and universal credit in particular.
However, from different evidences on how the change was adapted and based on the process they went through, it is clear that these leaders are transformational leaders although they might use additional style in the main style, they have to better implement the change. 
Based on the 3C’s of change leadership, people at all levels of change have been considered and taken into account. 
Communication: It has been clearly communicated that all the customers who had a face-to-face assessment on March 17, 2020 should not attend due to the change occurred and Jobcentre coaches had the duties to transmit these cancellation messages to all their customers through one’s journal. It was not only about what but also about why behind the change.
In addition, the Jobcentre distinctly passed on the message to anyone who had a face-to face assessment appointment from Marc 17, 2020 that it was withdrawn and no further action needed to be done as their payment were not affected. 
However, the next step was also pronounced while the organisation was looking on ways to adapt change that happened demonstrating that the vision was already established but the solution was already on the horizon just long enough to approach it. These communications concerned none only former customers but also new claimants were allowed to make their online claim and submit with the close at the end that “we will contact you” as quick feedback.
Collaboration:  As new claimants increased accordingly from mid-March onwards putting huge operational pressures on the DWP, complaints intensified specifically on problems with verifying identity in order to complete a new claim. This is because many claimants were unable to use the Gov.uk verify service and verifying identity by telephone faced long waits. 
The DWP adapted their services and re-allocated resources to meet new demand by allowing the redeployment of staff to process new claims. They redeployed none only staff within the DWP but also additional staff from other government departments transferred to assist with claims processing. This is in order to respond to the high volume of phone calls as part of the identity verification process and removed later the requirements for claimants’ phone but making arrangements for the department to call them. Therefore, senior leaders worked even more collaboratively to tackle cross-operational challenges together. Also, they introduced the major change programs and managed the risks that were inherent in any such transformation. In brief, employees were brought together to participle in the change process.
Commit: Leaders had to ensure that the implementation of change on employees’ beliefs and behaviours were supported. Giving truly more their own time to the change work and concentrated on the big picture.
Similarly, dealing with complex area of change involves managing priorities first by starting breaking down multiple tasks that you have to work on, then prepare a list of all tasks you have to do and try to break down into key actions that needed to be taken to complete the task.
In addition, there are a number of interacting of variables that can be intellectually and emotionally driven during the complexity of change.
That is to say that complexity of change should be dealt with consistency (stability and predictability), Achievability (realistic sense of purpose), focus (controlling the variables), connection (staying in touch) and measurable (success is specific).
From this study, leaders had to also introduce new working ways although face-to face appointments were withdrawn, the safety of the employees was very important to continuously ensuring the services for their customers. 
Will Quince, Minister for Welfare Delivery, reported that 93% of new UC claimants who applied during the week beginning 16 March 2020 had receive their first payment on time, which was an improvement on the figure of 85% of payment timeliness prior to the coronavirus outbreak.  
However, some customers continued to struggle on the technological side as uploading pictures or reaching their claim to the submit button were still issues and had to use few organisations with similar technological challenges as well but were supported on their commitments.
Despite the operational and policy changes made to UC, there have been further calls for reform in order to better support claimants during the crisis comparing to other organisation such as DVLA where the length of time passed from two weeks to more than five months to get any feedback when one’s has applied for provisional driving licence.
2.4 Identification and discussing of the culture of the organisation and its impact on the change process.
It is important to firstly understand Covid-19 and its multiple consequences have greatly changed the culture of organisations, the Jobcentre plus included. As Meyerson and Martin (1987) argued that the cultures of an organisation are the signs and symbols, shared practices and underlying assumptions of an organisation. In addition, it is well recognised that change in a macro level environment has a significant impact on how organisations function, achieve, make decisions and policies, and cope with the change.
Moreover, new symbols and rituals have been introduced in the Jobcentre for safety and health purpose, workplaces have been replaced by Perspex screens and personal protective equipment. Hybrid working have been introduced, as people started working remotely as in the workplace, representing important challenge for managers.
Howard-Greenville (2020), stated that how managers can build a continuous company culture when everybody is working remotely. On the other hand, it has been a substantial prospect for the organisation to be more innovative and investigate on how those cultures might be adapted to avoid destabilising the culture of the organisation.
As lockdowns were introduced removing face-to-face appointments at the Jobcentre with various change to be adapted by managers and employees on the one hand and by customers on the other hand creating a gap on their assessment.
Managers had to adapt the culture change of the organisation as quickly as possible to ensure safety and adaptability on the new work system of their employees but also by moving to the digitalisation system to solve their customers problems. 
As safety of employees and customers are still a big concern, leaders of the organisation should consequently support their employees to adapt with the new organisational culture introduced and be trained on digitalisation and new systems of work introduced.
That is to say the organisational culture before the pandemic, during and after the pandemic has changed drastically and people have changed their habits but still improving their new skills despite the lifting of lockdowns. Most of those who are still not comfortable are keep working remotely and others in a hybrid system as symbols and rituals have not been lifted yet in most or organisation, including the Jobcentre.



[bookmark: _Hlk98476368]2.5 Change agents
From the government policy driven by the pandemic which leaded to the lockdowns for all non-essential businesses, leaders of organisations had to adapt by bringing change within their organisation. 
To cope to this change and due to the increase of new claimants, as the face-to face appointment was withdrawn, the Jobcentre employed change agents in order to better implementing the decision of change taken but also introduced the Kickstart scheme.
Malik P. (2021) asserts that change agents, also known as an advocate of change, are people who acts as a catalyst for the change management process. 
Their role is to promote, champion, enable, and support the organisation’s change implementation.
Although the DWP has requested support of change agents from other departments in order to play the key role in the implementation of changes, analysis from IFS has shown that the lockdown had hit young workers the hardest. 
Doing so, Robert Joyce, the Chancellor of the Exchequer announced the Plan for jobs, which set out measures aimed at supporting people back into employment, helping people remain in work and creating new jobs”.
To better implement these changes, quick respond on increasing number of people to deal with the increase of demands but also money was spent to tarin and develop the change agents to keep them with high performance during this hard time.
This conducted the department to be successful as revealed by the latest DWP statistics that 93% of new universal credit claims in July 2020 received their full first payment on time, with 96% of households receiving some or all of their first payment on time reported the department.
[bookmark: _Hlk98476436]2.6 Change models
Sharma stated that change management models are concepts, theories, and methodologies that provide an in-depth approach to organisational change. (Sharma K., 2019). They aim to provide a guide to making changes, navigating the transformation process, and enduring those changes are accepted and put into practice.  
This study has used the Kurt Lewin model built around 3 step procedure (Unfreeze-Change-Freeze) that delivers a high-level approach to change. It gives leaders or other change agent a basis to implement a change determination, which is always very complex and must be made as continuous as possible.
· Unfreeze- “ready to change”: Getting people to gain perspectives on their daily basis activities, unlearn their bad behaviours, and open up to new ways of reaching their objectives. Taking into account this study, the face-to-face appointment and new claims had to be reassessed in order for the controls of change to be set in indication. The fact of being aware that change is needed requires actions to be taken and motivation to make the change.

· Change- “Implementation”: Minds have been opened with a clear view on how change will be implemented, new tasks and responsibilities have been taken and resources have been allocated. However, change process should be viewed as an investment in term of time and ready to be adjusted if there is chaos.

· Freeze- (refreeze sometimes): “Making it stick” this stage is about to establish stability once the change has been made and accepted but also became new norm. Digitalisation has been introduced and instructions have been done with the new system on verifying their identity.
However, the model is too rigid and does not reflect modern times but also the model can be seen combative. 
Similarly, thinking about change as a trip might make people thinking that a trip has a commencement, intermediate and a termination. While this is useful when thinking about the process of change the reality is that this trip does not have an end as lots of stops may be seen. Some opportunities for settling down, but no end.
Change made at the Jobcentre has been significant and has modified internal policies and adapt with the needs of their customers on the one hand but the development and growth in new technologies and safety for their employees. 








3. Conclusion
In summary, change brought to the Jobcentre in its service of universal credit has helped the organisation to better understand the daily life of people in law income and unemployment. It has also helped leaders to be prepared on such circumstances and deeply analyse gap found in early stage of change as detailed above.
It has also demonstrated how importance it is for them to encourage innovation, develop skills, develop staff and leads to better opportunities and improves staff morale. 
The corporate culture organisation which has also undergone change will no longer be the same as it was. Although the government has lifted lockdowns, many people are still hesitating and hence prefer to continue working remotely for their safety but also for the new culture system.
Most of them think that working from home have been more productive and has increased their level of knowledge as they learnt new skills and have been to adapt to the change.
However, concerns continue for people with language barriers and lack of adaptability to new technological systems and people with disabilities. Other aspects of studies will be subject of future study such as a decrease in productivity of the actual working hours of mothers as a negative impact brought by change by the fact of working remotely.
4. Recommendations
People being in centre of change, understanding the behaviours and attitudes have brought studies to focus on people staff and managers and prevent the gap previously found for a better growth. Understanding different types of change and identifying what is important to the organisation will facilitate managers to analyse accurately the impact of change. 
To cover the gap, different plans of jobs have already been announced for young people as well for people who have lost their jobs in order to better support people with disability, language barriers and people among Black Asian and Minority Ethnic as huge gap in employment still exist in the country.
· The Kickstart scheme created for people aged between sixteen and twenty-four years old with six months placement to reduce poverty.
· Restart scheme getting people in long term employment progressing gradually to bring additional support to people with disability.
· Changing skills demands: as the labour market changes, new jobs emerge, some skills are likely to see an increase.
· Work coaches: Front line employees very important but should be trained on their behaviours as they deal with different back ground of people.
· Digital skills shortage: the pandemic has shown a big gap on digital skills in the UK and might be covered as the level is very low.
· DWP’s skills offer: collaborative working with other government departments such as the department for education, the department of health and social care and so on to bring their support in any emergency situation but should be trained. 

	
Area of Development to improve Change Planning and Implementation
	Actions to be undertaken i.e training
	Priority
Low/Medium/High
Why-Explain your decision
	Support and Development.
Internal/External
From People,Financial,Physical
Resources.
	Review Dates
Set review date and explain your decision
	Other comments
Will you set ‘interim’ review dates-why might they be necessary?

	 Kickstart Scheme
	 placement
	 Medium (six months job placements 16-24)
	 Development of People/Financial
Internal & external
	 6 months
	 To extend or not

	 Restart Scheme
	 long term employment
	 High-Long (12 months)
	 Support to disable people Internal & External
	 12 months
	 Performance period required

	 Changing skill demands
	 training
	 high
	 external-People
	 12 months
	 to be reviewed 

	 Work coaches
	 training
	 High(frontline workers)
	 Internal & External-People
	 12 months
	 to be reviewed

	 Digital skills shortage
	 training
	 Low
	 internal-People
	 12 months
	 to be reviewed

	 DWP’s skills offer
	training
	 Low
	External-People
	12 months
	 to be reviewed



5. Appendices
Swot Analysis 
Strengths
· introducing a range of easements to deal expediently with the surge in new claims and face-to-face capacity restraints resulting from national restrictions;
· re-deploying significant numbers of staff from across the Department and other government departments to process and pay universal credit claims;
· creating a new Virtual Service Centre;
· introducing a range of easements, including pausing debts recovery, to deal expediently with the surge in new claims;
· quick training to staff but also providing them necessary materials to work remotely;
· Quick response to the change;
· establishing phase 2 operating models and so on.
Weaknesses
· delay on payments before implementations of new measures;
· lost grip on fraud and mistakes in benefit system
· unable to properly assess or improve the impact of its own policies and spending;
· Shocking inequality
· Unsuccessful claimants
Opportunities
· creation of new posts to tackle the delay on assessing new claims
· contracting and increasing estates capacity
· contracting external temporary staff
· developing and finalising plans for introducing new labour market support provision in phase (Kickstart, work and health programme job recovery scheme, job finding support and restart)
· planning and commencing expansion of external labour programme support (sector-based academies, youth offer)

Threats
· increase in state spending;
· decrease of entries in various taxes;
· increase in new claimants;
· unsuitability of people to the new system especially those with language barriers;
· lack of control over overstaffed hastily recruited staff.
Pestle Analysis
· Political
In the aftermath of political measures taken by the government on lockdown, a general panic gripped most of the population which affected several businesses, including those who are self-employed, pushing them to join universal credit, thus increasing the number of applicants by 90%.
· Economical
Direct impacts have been caused by the pandemic and have reduced significantly productivity bringing larger economic problems none only in the DWP but also globally. In addition, evidences and studies have shown that consumers typically changed their spending behaviour, mainly due to decreased income and households’ finances, as well as the fear and panic that accompany the epidemic. Lots of service industries such as tourism, hospitality, and transportation have suffered significant losses due to reduction in travel, international air transport included and various other businesses.
· Social
As stated by Fran Bennett, the coronavirus crisis is changing the world in many different ways and will continue to do so for the foreseeable future. In the UK, social security provision has been one of the critical responses both to the health effects of the virus itself and to the need to shut down parts of the economic and social life in order to control it. For example, Rita Griffiths in a recent blog argued that one of the first steps in the government’s strategy was to increase the standard allowances in universal credit (and working tax credit) by some £20 per week in addition to the first uprating.
· Technological
The Secretary of State for Health and Social Care supported that copying with the pandemic would have been much harder without the technological advances made in recent years. The technology helped universal credit to introduce virtual processing teams in response to the high volume of phone calls by also providing workers with digital equipment which made them capable of working remotely in order to meet the growing demand that they have continued to receive.


· Legal and Environmental
New rules and measures have been introduced on the environmental level, a social distancing was introduced, new rules established on travelling and quarantine in order to reduce the spread of the pandemic. Face to face appointments was also abolished and different rules for a safe environment and safety of people and the workplace.
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