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Main assignment 


This report has been written for the purposes of tackling the inefficiency of the new Universal Credit (UC) benefit system that should have improved for customers but in-fact the actual findings told a complete different story. Here I will demonstrate to you the implications of how far the UC claim journey actually looks on paper as opposed to the practical impact on the wider community who have been forced onto this new welfare benefit.

Organisation: Department for Work and Pensions (DWP)

      
Customers that were previously on Employment and Support Allowance (ESA) benefit, were seriously affected by this UC, if they were to be transferred to it after attending and after failing the medical test, which formed part of the procedure for the ESA claim journey. ESA  is a benefit for people who are unable to work due to ill health, whether short-term or long-term illness.  

The short term solution was that the customers be transferred to the Job Seeker Allowance (JSA) benefit, which was only an 11 day waiting period. However, this was only possible pending the decision of the  1ST Mandatory Reconsideration (MR1) whereby customers were allowed to challenge the decision for failing the medical test. The JSA benefit allowed customers up to 13 weeks of sickness period. But that was only the tip of the iceberg solution. 

The processes, transfers and terminations of claims for customers who were failing a medical test on ESA benefit must be dealt with thoughtfully and diligently in order to support the disadvantaged people in society and not to place them in further hardship.  

In spite of the guidelines terms and conditions, what was clearly disturbing was that the transfer to the Universal Credit (UC) benefit was taking far longer to process than to be transferred to the Job Seekers (JS) benefit. In fact the guide lines stated 6 weeks for UC and 11 days for JSA waiting time for processing. For example, an employee would not have to wait 6 weeks for a first wage as no landlord or utility bill company sets a period of 6 weeks for payment. Therefore the initial root cause lies in this misguided waiting period. 

The customers affected by the long waiting period that were scrutinised had complied with DWP rules and returned all relevant documents DWP requested within set time frames to the correct department and were still suffering stress and anxiety due to these huge set- backs.
    
As a result of the UC claim waiting period the DWP UC complaints department have been and still are overwhelmed at a staggering rate, so much so that it was causing customers financial hardship, threats of eviction from landlords and the implications were also reaching out to levels where customers felt so anxious and stressed that they were threatening suicide due to the waiting period for payment.

The departments plan to amalgamate all benefits into one system and call it UC was clearly a technological disaster.  From statistical data that has been analysed and scrutinised thoroughly before producing this report it is by far the most concerning as it has failed even on the trial geographical areas before even being rolled out nationally. 

Immediate action is definitely required as this UC claim journey is potentially going to cause more problems for the wider community. The recommendations are as follows:

· To contact the customers that suffered from this UC processing journey.
· To offer immediate advance payments to get customers back on their feet.
· To transfer them onto a benefit that suits the condition and circumstance. 
· To put a suspension on the UC benefit and tackle the IT issues and test run properly.
· To understand the reason why this happened, deal with the issues first and make clear assurances that it will not happen again. 

“500,000 people will gradually have the new welfare benefit Universal Credit (UC) introduced to them by April 2017. The existing six benefits will be rolled into one benefit called UC. However, ministers have been struggling to meet the roll out date due to the complex IT system and several times were forced to push back the date”. 
Syal, R. Inman, P. 03/02/2016, The Guardian.

Achieving the best:

To meet the plans brought forward after critical analysis the team also produced evidence and forecasts of the old statistics and samples of the new way forward with its results. This was displayed to the senior teams together with the multiple positive impact outcomes for each of the individual areas in the wider community. The political areas that were affected came in the form of implementation for change in policy and procedure with due regard to ideas that would be sensible and simple in order that it would not cause a strain and hardship to customers as well as the public service staff especially when discussing and engaging with customers experiencing hardship due to the period of waiting. 

The economic and social impact it was having was at times extreme in some cases. We find that customer were previously in vulnerable situations that may have spent time in prison were aggressive when engaging with public service workers due to the issues created by the UC waiting period. Occasionally this would cause customers to threaten to commit crime as they had no other option.  



Letter to my line manager 

From: Samsul Alom
UC processing officer
UC processing Department 
Date: 11.12.17

To The Manager of the UC section
UC processing Department 


Dear Manager

Re: Universal Credit (Key Issues and Resolution factors)

I have noticed that processing sections have been inundated with email referrals from the telephone contact centre staff with queries that have escalated to high levels. 

It has come to my attention that this has caused immense pressure not only on our processing colleagues but also on the telephone staff from where these customer query referral emails have been delivered from.

My immediate reaction is that the main issues and the root of the problem lies in the technical and long waiting periods that this new UC has had on the public and community.

Customers from the areas in which we had tried to pilot the new UC project, have had profound impacts on their lives where they have been unable to receive payments at for over 5-6 weeks and some had waited more. Others in some cases did not receive any notification at all or call backs after they had contacted the contacted centre many times over.

Letters of complaints were also arriving from solicitors and citizen advice bureau’s. There was letters from councillors and MP’s. The tension even reached as far as the media and main news studios and journalists.

Clearly this is in  no way helping the business and the project of UC benefit and customers and immediate action is required in order that the situation is controlled swiftly and that customers are called back as soon as possible and priorities are observed with each individual taken very seriously to help customers recover from the experience of hardship.

Impact on office colleagues and the telephone section staff has been at an all time high and more support is required to alleviate the pressure off all our staff and colleagues by committing to retain additional staff on processing and on the telephone contact centres.

I hope this letter can be discussed in senior management meetings immediately.

Yours sincerely

Samsul Alom   
 
END OF LETTER TO MANAGER

Other types of hardships

Not only did the customers face huge delays and hardship on waiting for payments, there were sanctions applied to customers no matter what their circumstances were as long as UC was following its procedure and the customers were failing to meet the terms and conditions. These are written in a policy and guidance for the decision maker to apply and enforce it when deciding the actions of a customer’s failure.
Universal Credit Sanction Guidance

Employee and management behaviour

The key influencing techniques of the management of managing the behaviour of employees come not in just one form, idea or process rather it comes from a high level position to the very bottom of an organisation.

The influencing factors to behaviour and culture in an organisation depend on the way in which leadership is viewed by staff members. This leadership behaviour is the key role and thinking behind an organisations success or failure. This can in turn result in companies losing and risking their reputation, respect and eventually, the business.  

The outliers in companies and organisations

There are 2 types outliers. There are the positive and the negative. There may be leaders that tolerate negative behaviour in order to support the profitability of the company. If the companies behaviour and culture accepts this then this is a recipe for disaster in the long run but for the short term it can go unnoticed for the immediate hungry for quick success leadership behaviour management. 

The type of success the negative outliers achieve depends on what is supported, encouraged or tolerated by the company management level. Although the negative outlier may deliver results, they are still a risk and can be a liability that can have serious challenges for management in the long run. The company values and morals are there for real purpose and to embody its ethics and the type of culture it wants all and every staff member to conform to. These types of behaviours often appear when one exhibits interest in themselves and not the company or others can also disrupt communication, collaboration and the processes with no concern for company standards of behaviour.  

The frequent behaviour of the positive outlier is recognised for their contribution to the organisation and this type of work is valued. They are appreciated also by their colleagues for their approach, manners and behaviour for which they used to deliver achievement.
 
When management allows this type of behaviour to proliferate, the damages can be far reaching. In fact, research from Singapore Management University explains that “deviant behaviours” initiated by employees can cost organizations billions of dollars per year. Many companies struggle with balancing values and profits–they seek higher profits, but at what cost?
Fast Company website
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