NTKINS

Member of the SNC-Lavalin Group

Department for Work and
Pensions

Department
for Work &
| Pensions



Atkins Independent Review of Move to UC February 2021

Contents

Section 1 - EXECULIVE SUMIMIAIY .....ciiviiiiiiee e ee e e et e e e e e e et e s e e e e e e e e aaba e e eeees 3
I = T Tl (o [ o 11 ] o PP URRPPPPPPPN 3
N2 1 T [ o PP PP PPPPPPPPPP 3
1.3 RECOMMENUALIONS ...ttt e e e e e e et e e e e e e e eaett e e e e e eeaeeenennn s aeeaaeeennnes 6
ST=Totu[o] o BP2A [ 0] e Yo L1 o 1o o NPT 10
A R 7= Tod (o | {01 1o Lo RSP PRRUPT 10
A Tt o o PRSP PPPPPTR 11
2.3 MEENOM .. 12
Section 3 — Findings for Question 1 - Faster Mobilisation.................ccccovvviiiiii e, 18
Section 4 — Findings for Question 2 - Removing Capacity Constraints..............cccoeeeeeeeeeennn. 20
Section 5 — Findings for Question 3 - Alternative Approaches.............ccccoeveeiiiieieeeeee, 22
Section 6 — Findings for Question 4 - Overall Approach...........cccceeeeiiiiiiiiiiiiiie e, 25
Section 7 — RECOMMENUALIONS .....ccoiiiiiiiiieis et e e ettt e e e e e e et e e e e e e eeeeneannnnnes 27
Annex A — Documentation REVIEWET ...........uuuuiiiiie e e e e e e eaeian e e e e e e e eeenees 31
Annex B — QUESHIONNAINE RESPONSES.........cuuiiiiiiieeee i e e et ee s e e e e e e et e e e e e aaeaannee 34
Annex C — INterviews CONAUCTEA ..........covviiiiiiiiiiiiiiiiieieeeeeeeeeeee ettt 38
ANNEX D — WOTKSNOPS ...ccoiiiiiiiiiiiieeeeeeeee e 39
Ways of WOrking WOTKSNOP.......cooiiiiie e 39
Harrogate pilot WOIrKSNOP ........ooeiiiiiii e e e e e e aeaans 39
Annex E — Roadmap in FED 2020 .......coovviiiiiiiiiiiiiiiiieeeeeee e 40

This report and its contents have been prepared and are intended solely for
the Department for Work and Pensions (DWP) and its Ministers. Atkins
Limited/SNC-Lavalin assumes no responsibility to any other party in respect of

or arising out of or in connection with this document and/or its contents.

This report is based on information and inputs provided by DWP and provides
recommendations, which are intended to be guidance only and against which

DWP should make its own conclusions.
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Section 1 - Executive Summary

1.1 Background

1. The rollout of the Universal Credit system and processes across Job Centres completed
in December 2018. This covered new claimants and the transfer of existing claimants
with specific changes of circumstance but not the claimants who at the time claimed
benefits on legacy systems. From December 2018 as well as managing changes and
improvements to the Universal Credit core systems and process there was still a need to
address the existing benefits claimants on legacy systems and move them on to
Universal Credit.

2. The Move to UC programme commenced a pilot in Harrogate Job Centre in July 2019 as
the first stage to developing a solution which could be rolled out to the circa 2.9M
claimants who continue to receive legacy benefits. The pilot ran until March 2020 when
the DWP-wide response to Covid-19 required the redeployment of those working on
Move to UC to higher priority activities.

3. The DWP Secretary of State and Permanent Secretary commissioned an external
review of the Move to UC plan, as agreed by the UC Programme Board, to explore the
scope for:

e (1) A faster mobilisation into the phase than 2022 by understanding prioritisation and
capacity constraints?

e (2) Whether there are viable alternatives which might allow any capacity constraints
to be removed to facilitate the above?

e (3) Whether an alternative approach to the Harrogate agile discovery can be
constructed; with a particular focus on whether taking tax credit cases first is
feasible/sensible?

e (4) And if not does the overall approach seem sensible, practicable and optimal in
the current circumstances?

1.2 Findings

4. In this report, we have confined ourselves to answering the four specific questions we
were set in the requirement for our study. We have not examined the overall delivery
timeline for completing managed migration of claimants, currently estimated by the
Department as September 2024 and we have not developed a detailed strategy or plan
for restart, as these are outside the scope of our proposal.

5. More detail on each of the findings is provided in the main body of the report along with
supporting evidence. We have also set out four key recommendations which we believe
will enable the Department to restart the Move to UC programme as early as possible
and complete the migrations of legacy claimants in the shortest possible time.
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Question 1: Is there a faster mobilisation into the phase than 2022 by
understanding prioritisation and capacity constraints?

Given the current programme prioritisation in the Department, there is limited UC
product development and operational resource that can be applied to the Move to UC
programme in 2021. These critical resources are currently being impacted by:

e The ongoing operational and product development challenge of responding to the
CV-19 pandemic

e The possibility of a further spike of claimants following the closure of the furlough
scheme

e The work already agreed with UC stakeholders for delivery in 2021 e.g. Labour
Market reforms.

The portfolio management analysis which Atkins has undertaken (see separate Review
of DWP Change Report) indicates that prioritisation processes regarding the allocation
of Change team resources could be improved. However, the Move to UC programme
needs experienced team members and leaders who can build on the learning to date
and therefore re-allocation of DWP Change team resource without UC experience will
not enable a faster mobilisation.

The root cause of the delay in being able to restart the Move to UC programme is the
lack of skilled resources in the UC Product development and operational teams. The
Department needs an ambitious and credible plan to address this issue.

We believe that investing time during 2021 in preparing for restart through developing a
comprehensive strategy and roadmap will enable the programme to hit the ground
running in January 2022. Our recommendations set out key activities we believe can be
progressed this year which will de-risk the programme and protect the end date (see
Section 1.3 Recommendations).

Question 2: Are there viable alternatives which might allow any capacity
constraints to be removed to facilitate a faster mobilisation?

We do believe that there are viable alternatives which should be developed in parallel
with the "who knows me" hypothesis. These alternatives are based on encouraging
voluntary claimants to move to UC and, being voluntary, they can make use of existing
functionality of UC without the need for additional product development for transitional
protection or managed move.

We believe that additional hypotheses should be explored to determine whether
voluntary moves can be encouraged. In particular, the Harrogate pilot identified a
persona type of "l will and | can" — claimants who are willing and able to transition to UC.
Further persona types such as “I will but | can’t” can be explored as well, as the
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blockage may not be their vulnerability, it could be for example be that they do not have
the digital access required.

A key aspect to determine, through the proven “test and learn” approach is the support
structures these claimants require, considering for example the role that Job Centres
and Citizens Advice could play. Caution is needed to ensure that claimants are not
persuaded to move to UC when this would be contrary to their interests, as this could
cause distress to claimants and result in legal action.

By encouraging voluntary moves as early as possible, the Department can reduce the
overall managed move population which has the potential to de-risk the programme and
protect the end date.

Question 3: Can an alternative approach to the Harrogate agile discovery
be constructed; with a focus on whether taking tax credit cases first is
feasible/sensible?

Learning from the Harrogate pilot has indicated that the tax credit claimant population
includes both persona types who are willing and able to move and more vulnerable
claimants. Therefore, just taking tax credit cases first while feasible is not necessarily
optimal, as this runs the risk of financial harm to vulnerable tax credit claimants. We
believe the Harrogate agile discovery phase should consider additional hypotheses with
the aim of accelerating voluntary moves to UC (as set out in our response to question 2
above). These hypotheses would supplement the “who knows me” hypotheses and be
developed using a proven “test and learn” approach.

We believe that a PR campaign to change claimants’ perception and emphasise the
advantages of UC would be effective in encouraging voluntary moves. For example,
some tax credit claimants feel UC does not apply to them as they are in work and there
is a stigma in having to attend Job Centres.

The PR campaign is likely to be more effective with the engagement of third parties, so it
is not solely branded DWP. This could include for example Local Authorities, Housing
Associations, and Citizens Advice. Influencers such as the Resolution Foundation and
Joseph Rowntree could support the campaign on the basis that the emphasis is to
encourage claimants to move if this is in their best interests.

One key message could be that UC is the gateway to opportunities under the Plan for
Jobs. Depending on the success of a PR campaign there may be the opportunity to
target additional persona groups such as “l won’t but | can” in convincing them of the
benefits to transition to UC.
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18. The interviews and workshops on Move to UC have also highlighted an issue with the
data in legacy systems which in some cases is inaccurate and incomplete. UC benefits
are calculated using data from various sources including legacy systems and UC
updates the benefit calculation more frequently. We understand the Transitional
Protection (TP) calculation is designed to eliminate these differences and ensure that
whatever is in payment in a legacy system, on a Move to UC, is the amount to be taken
into account. So even if there are errors under the legacy system it doesn’t adversely
impact the claimant, the policy outcome sought is that claimants do not see a difference
in cash received pre and post their move to UC.

19. While a conscious decision has been taken to exclude any legacy data cleansing
exercise from the Move to UC programme, the Department needs to ensure this is
resolved over the medium term e.g. explore options as to how and when this could be
addressed for example including in the Fraud, Error and Debt programme could be one
option.

Question 4: If there are no viable alternatives, does the overall approach
seem sensible, practicable and optimal in the current circumstances?

20. The overall approach to the Move to UC programme as set out in the documents
provided and built on the proven "test and learn" approach with a hypotheses of “who
knows me” appears sensible, given the need to support the most vulnerable claimants
and the political conditions at the time.

21. However, we believe that alternative hypotheses, in addition to “who knows me,” based
on targeting voluntary claimants provides the opportunity to deliver a more practicable
and optimal solution. Also, the Department’s response to the pandemic and the
transition to remote working provides an opportunity to look at alternative service
delivery models for the Move to UC programme.

1.3 Recommendations

22. We set out four key recommendations, all of which are critical and will enable the
Department to restart Move to UC as early as possible and complete the migration of
legacy claimants in the shortest possible time.

Recommendation 1

23. Explore alternative hypotheses to increase the rate of transfer of legacy claimants to UC:

e Prioritise hypotheses for increasing voluntary moves, specifically the “l will and | can”
persona type;
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e Further persona types such as “I will but | can’t” can be explored as well, as the
blockage may not be their vulnerability, it could be for example be that they do not
have the digital access required;

e Develop understanding of the support structures required for voluntary movers — the
aim being to make a reduction in the numbers of claimants in the shortest time
possible;

e Consider the role that Job Centres and Citizens Advice can play in providing support.

By focussing on claimants who are willing to make the transition on a voluntary basis the
aim would be to use features of the UC product which exist today hence removing the
need to draw on scarce UC product development resources. This approach would need
to be tested through the exploration of these hypotheses which could potentially
commence early in 2021.

Recommendation 2

Launch a PR campaign to leverage the positive image of UC developed during the CV-
19 pandemic and stimulate a large volume of voluntary moves. A key finding from the
Harrogate pilot was that “fear” was the number one blocker to claimant willingness to
transfer to UC based on their perception and understanding. A positive PR campaign
which addresses claimants “fear” will help stimulate voluntary moves by:

e Engaging partners such as Local Authorities, Housing Associations, and Citizens
Advice, together with support from influencers such as Resolution Foundation,
Joseph Rowntree, in being a voice for UC, explaining the advantages and
encouraging moves (rather than just a DWP labelled initiative);

e Highlighting that UC is a gateway to the opportunities provided through Plan for Jobs
including the Kickstart scheme.

We believe there is a window of opportunity to launch this PR campaign so work should
commence early in 2021 with communications specialists to develop the messaging and
roll out a detailed communication plan. The communications plan will need to align with

the outcome of the policy decisions around continuing the £20 uplift in the UC Standard

Allowance.

Recommendation 3
Develop a strategy and roadmap for the Move to UC programme to enable the
Department to restart at pace in January 2022. The strategy and roadmap should take

account of the context of the overall Move to UC activity post the pandemic, rather than
simply planning to resume and expand on the original Harrogate pilot.

A conceptual roadmap up to 2024 is set out in figure 1 below and could be made up of
four phases as shown.
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Move to UC High-level Roadmap

2021 2024
ICE . Phase 4
- Prepare & launch PR campsaign = Restart the pilot phase - Scalethe migrationofvulnerable - Fully scaled migrationand mop
= Focus on voluntary moves = Focus onvoluntary moves claimants up of remaining clsimants
= Learn how to migrate = Continue focus on voluntary

H2 2021 vulnerable clsimants with the support
- Prepare torestart the pilotphase and engagement of third
= Develop strategy and rcadmap parties (HMRC, housing associations
= Ramp up necessary resources and local authaorities ete.)

Universal Credit Claimants

Legacy claimants

ATKINS | Sepne ///
- : for Work &
Pensions Offical Sensitive 4

Figure 1 Conceptual roadmap showing key activities by Phase

Each of these phases increases the number of claimants on UC while reducing the
number of claimants on legacy benefits with a faster rate of transfer towards the later
years. Considerable care needs to be taken to develop structures to support the move of
vulnerable claimants to UC, which requires expert product development resource that is
not available in 2021. The complexity of managing vulnerable claimants means that
development of the support structures will inherently be slow as the programme learns
how to do this successfully.

The voluntary moves in phases 1 and 2 will reduce the number of legacy claimants that
need to move alongside the vulnerable claimants, and help protect the end date of
September 2024.

Using this framework will enable the programme to plan more effectively and deliver a
strategy and roadmap for restarting the pilot for vulnerable claimants at pace in January
2022.

This is a vital building block to enable the Department to hit the ground running on the
Move to UC programme restart in a fully mobilised state. Partner organisations such as
HMRC and Housing Associations will also need to be re-mobilised and so need to be
engaged from the outset.

The strategy needs to set out the most efficient and productive organisational structure
for both product and operational teams and a viable operational delivery model based on
learning to date and taking account of the new ways of working the Department is now
deploying following the pandemic. It should also set out how it will provide increased
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visibility of the overall programme through agreed metrics and reporting, with a wider set
of metrics which include the pace of learning.

As part of the strategy to restart Move to UC every contact with claimants through legacy
systems should be used as an opportunity to improve legacy data. One approach
discussed was “making every contact count” in that every contact with claimants in
legacy systems needs to be taken as an opportunity to improve legacy data for example
ensuring their contact details are updated and encouraged to get an online HMRC
account, etc. We believe this will help prepare the claimants for their transition to UC.

Recommendation 4

Increase the UC product development team capacity to enable the Move to UC
programme to restart at pace in January 2022 and with sufficient headroom for further
growth in demand for UC changes. In particular:

o Determine the most appropriate organisational structure for the team taking account
of the Move to UC resource requirements, based on learning from the Harrogate
pilot;

e Define the geographical location/s based on the opportunities now available with
remote working;

e Recruit the team members and seed the team with experienced UC programme
team members;

e Establish the physical location requirements and prepare the infrastructure.

Whilst the risk of contractor resource leaving due to the change in IR35 legislation has
currently diminished with the uncertain job market, team planning should make
allowance for a resurgence of this issue.

We understand it currently takes four to six months to stand up additional UC product
theme teams which have been seeded with some experienced staff. Ideally this work
would commence immediately but at a minimum, this work needs to commence Q2 2021
to de-risk and protect the restart date of Jan 2022.
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Section 2 - Introduction

2.1 Background

1.

The Universal Credit programme commenced in 2012, with the objective of providing a
single benefit in place of six existing benefits: Income-Related Jobseeker’s Allowance,
Income-Related Employment and Support Allowance, Income Support, Child Tax Credit,
Working Tax Credit and Housing Benefit.

INCOME WORKING
SUPPORT TAX CREDIT

CHILD UN'VERSAL HOUSING
TAX CREDIT CRED'T BENEFIT

EMPLOYMENT AND
SUPPORT ALLOWANCE
(INCOME BASED)

Figure 2: Move of legacy benefit claimants to Universal Credit

The full benefit case of 2018 estimated a £34 billion return over 10 years on a £2 billion
programme spend. These programme benefits comprised: £19.3 billion from 200,000
more people in work and 103 million more hours worked; £8.7 billion from distribution of
welfare payments; £7.5 billion from reduced fraud and error; £1.2 billion from net
Departmental costs.

The rollout of the Universal Credit system and processes across Job Centres completed
in December 2018 for new claimants and the transfer of existing claimants with specific

changes of circumstance. This left claimants on legacy benefits where their move to UC
will require a managed migration.

The programme commenced a pilot in Harrogate Job Centre in July 2019 as the first
stage to developing a Move to UC solution which could be rolled out. The pilot ran until
March 2020 when the DWP-wide response to Covid-19 required the redeployment of
those working on Move to UC.

The Programme Board have been informed by the SRO that given the Departmental
workload and priorities, mobilisation of the Move to UC phase will need to wait until
2022. There are expected to be around 2.9m claimants in this phase (by April 2021).

10
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6. The DWP Secretary of State and Permanent Secretary commissioned this external
review of the Move to UC project phase plan, as agreed by the UC Programme Board, to
explore the scope for:

e (1) A faster mobilisation into the phase than 2022 by understanding prioritisation and
capacity constraints?

e (2) Whether there are viable alternatives which might allow any capacity
constraints to be removed to facilitate the above?

e (3) Whether an alternative approach to the Harrogate agile discovery can
be constructed; with a focus on whether taking tax credit cases first is
feasible/sensible?

e (4) And, if not, does the overall approach seems sensible, practicable and optimal in
the current circumstances?

7. The output of this work is a series of findings and recommendations which will inform the
Universal Credit Programme to mobilise the Move to UC phase. The following sections
of this report from section 3 onwards are structured around answering these four
guestions and providing a list of key recommendations.

8. Atkins was appointed in December 2020 to undertake this review across a six-week
period.

9. Please note that in addition to this requirement DWP have asked Atkins to undertake a
wider review of the DWP Change Portfolio. This review is available in a separate report.

2.2 Scope

10. Our Move to UC review considers what can be learned from the previous Universal
Credit programme activity but concentrates on the specific plans for the Move to UC
phase. The review can be read in the context of the overall review of the DWP portfolio.

11. We have not examined the overall delivery timeline for completing managed migration of
claimants, currently estimated by the Department as September 2024 and have not
developed a detailed strategy or plan for restart, as these are outside the scope of our
work.

11
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2.3 Method

12. We have adopted a pragmatic approach with two overarching phases; a discovery
phase, and a recommendations phase as set out in Figure 3.

1. DISCOVERY

ARTEFACTS STAKEHOLDER

REVIEW ENGAGEMENT

CONTINUOUS
FEEDBACK

2
RECOMMENDATION®

Figure 3: Atkins approach to the independent review

12
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Document Review
13. Atotal of 71 programme documents were reviewed, including:
e Board reports and minutes
e Current and proposed UC Product Theme team structure
e Plans for the Harrogate pilot
e Hypotheses and results from pilot testing
e Learnings from the pilot

o Proposals for the next stage of the pilot.

14. The documents requested for the review were received over a period of weeks as shown
on the following chart in Figure 4, with some early delays in receiving the documents
requested. A full list of documents reviewed is included in Annex A.

Timeline of Move to UC Data Requests and Documentation Received

Data Recerved @ Requests Submitted
0

" 04

Decowder  Dvoewber  Oecomber  Oscomber  Oncamider  Oweomber  Dwiember

Figure 4: Timeline of requests and receipt of documentation

13
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Questionnaire

15. A questionnaire was issued for senior members of the programme team to complete,
enabling quantitative analysis and an initial assessment of their views prior to the
interview stage. Of the 31 questions, 16 were scaled on a range of 1 (lowest) to 5
(highest) to enable quick response, with 5 open questions for more qualitative response.

16. The high-level quantitative results showed that the overall programme team were
relatively comfortable with the delivery approach and the way that change, customer
impact and priorities were managed, but were less confident about the readiness of the
programme to progress migration.

Quantitative responses

Delivery spproach
Managing change

Managing priorities

|
|
Managng cusomer... I
I
Migration readiness I

Figure 5: Quantitative results from the questionnaire

17. The responses to the questionnaire also provided further insight into the confidence of
migration readiness. Whilst there was a high level of confidence in the application of
learning to plans (84% gave the top 2 scores of 4 and 5), there was low confidence in
long-term plans (35% scoring 1 or 2). We believe that it is critical to the success of the
Move to UC programme that planning is accelerated during 2021.

18. There was also a mixed view of confidence in risk management (43% scored 4, but 28%
scored 1 or 2). The very low confidence in resourcing (57% scoring the lowest score of
1) is not surprising given that resources were re-allocated to assist with the DWP
response to the pandemic and have not returned to the Move to UC programme.

14
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DWP Move to Universal Credit Questionnaire - All Responses Key:
Section 1: Readiness to Commence Universal Credit Managed Migration reree n Ve
How confident are you that the mobilisation plans for To what extent has the programme considered the full
managed migration are complete, robust and realistic? complexity of delivering managed migration?
,5 . I
3 &
z 2

1 14%

Does your team have the right resource required to

ili igration?
How well do you feel the programme has learnt from mobilise for managed migration?

experience in developing its current plans?
; —

3
¢ !

3

&

How confident are you that the long-term requirements of

How confident are you that all the risks been identified to the programme have been planned out and are achievable
mobilise for managed migration, and that mitigation is in in the agreed high level plans?
place?

5
&
&
3
3

! “

Figure 6: Migration readiness results from the questionnaires

z
2

19. Concerns on migration readiness were reflected in the open responses, particularly
emphasising the limited long-term planning to date.

Question: What additional actions do you feel could be taken to safely start managed migration
before 20227

Response 1: | don't think | see a path to safely starting managed migration in 2022 - neither
the Programme nor Operations have the bandwidth and capacity to learn and start building a
service.

Response 2: We can't. The discovery was interrupted. We don't yet know enough to even put a
viable plan together. What we have is an approach - a plan to learn. When we have learned we
can then put together a plan.

20. There were also helpful suggestions as to how to move the programme forward.

15
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Response 1: A media campaign that could be run to encourage voluntary Moves to UC - this would
need to be honest, clear and explicate as there is an inherent risk that volunteers may not achieve
financial gain / parity when they move.

Response 2: A reconsideration of the work coach role. It is nuanced and this nuance has not really
been explored.

21. A summary of all the results from the questionnaires is included in Annex B.

Interviews and workshops

22. One-hour interviews were held with senior members of the programme, enabling a
deeper understanding of the activity of the programme from their perspectives and how
the programme could move forward. The interviewees are listed in Annex C.

23. A workshop on Ways of Working was held on 7th January 2020 and included:
Background to the test and learn approach;

How change is delivered, including organisational design;

Supporting growth in the service, scalability and performance demands;

Factors influencing the product backlog, and 2021 goals.

24. A further workshop was held on 12th January 2020 focusing on the Harrogate pilot,
covering:
e The timeline prior to the pilot commencing;

The stakeholder engagement and options analysis;
e The operational aspects of setting up the Job Centre;

e The learning from each of the three models — Work Coach, HMRC and Housing
Association, including the key claimant concerns and challenges;

e Subsequent learning from analysis after the pilot;

Opportunities for the next stage.

25. The attendees from each of these workshops are listed in Annex D.

26. These interviews and workshops have informed the findings and shaped the
recommendations.

16
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2.4 Reading this report

27. This report is set out in the following sections;

Section 3 — Findings for Question 1 — Faster mobilisation
Section 4 — Findings for Question 2 — Removing Capacity Constraints
Section 5 — Findings for Question 3 — Alternative Approaches
Section 6 — Findings for Question 4 — Overall Approach
Annexes:
o Annex A — Documentation Received
Annex B — Questionnaire Results
Annex C — Interviews Conducted
Annex D — Workshops
Annex E — Roadmap in Feb 2020.

O O O O

17
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Section 3 = Findings for Question 1 - Faster Mobilisation

28.

Q1: Is there a faster mobilisation into the phase than 2022 by
understanding prioritisation and capacity constraints?

Programme Team: The Move to UC programme design and implementation team has
been disbanded and allocated to other priorities in supporting the main UC system and
supporting the rapid increase of new claimants due the pandemic. It will take time to re-
establish a replacement team and, in some cases, regain the experience and insights
from the Harrogate pilot.

Question: What changes to current priorities could be made to enable quicker mobilisation?

Response: Plan for Jobs is a huge focus, but | don't think it could be deprioritised in light of
the pandemic and wider economic situation.

A typical questionnaire response regarding prioritisation.

29.

30.

31.

32.

Prioritisation: The UC product development team is under considerable strain already
with the work prioritised with stakeholders, so unless existing work is deprioritised, there
appears to be limited capacity for work to progress on Move to UC until 2022. Due to the
complexity of UC and the interplay between policy and product, it can take 4-6 months to
fully understand all aspects of the system and be able to fully contribute to development
activities. Releasing resource from other parts of DWP will not enable more product
development capacity in UC in the short-term.

Capacity: The Move to UC programme team is competing for constrained resources,
given the demands on the main UC system, other DWP change and business as usual.
The scaling of the programme to additional Job Centres will require significantly more
resource than was previously working on the pilot (over 60 FTE plus representatives
from HMRC and partners).

Third party constraints: The current “who knows me” hypothesis has significant
dependencies on third parties such as HMRC and Housing Associations who in turn
have their own objectives and priorities.

Strategy: The Harrogate pilot was halted abruptly to provide support for new claimants
and there is no defined and agreed strategy for the next phase. There is an opportunity
to increase the pace of the next phase by developing and applying an appropriate
strategy during 2021 in readiness for the restart at the beginning of 2022.

18
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Roadmap: A provisional high-level roadmap for the remainder of 2021 was in place
when the Harrogate pilot was halted. This needs to be refreshed and expanded to cover
the work that can be progressed in 2021 as set out in the recommendations of this
report. A roadmap for the restart in 2022 also needs to be developed.

Atkins Response

Given the current programme prioritisation in the Department, there is limited UC
product development and operational resource that can be applied to the Move to UC
programme in 2021. These critical resources are currently being impacted by:

e The ongoing operational and product development challenge of responding to the
CV-19 pandemic;

e The possibility of a further spike of claimants following the closure of the furlough
scheme;

e The work already agreed with UC stakeholders for delivery in 2021 e.g. Labour
Market reforms.

The portfolio management analysis which Atkins has undertaken (see separate Review
of DWP Change Report) indicates that prioritisation processes regarding the allocation
of Change team resources could be improved. However, the Move to UC programme
needs experienced team members and leaders who can build on the learning to date
and therefore re-allocation of DWP Change team resource without UC experience will
not enable a faster mobilisation.

The root cause of the delay in being able to restart the Move to UC programme is the
lack of skilled resources in the UC Product development and operational teams. The
Department needs an ambitious and credible plan to address this issue.

We believe that investing time during 2021 in preparing for restart through developing a
comprehensive strategy and roadmap will enable the programme to hit the ground
running in January 2022. Our recommendations set out key activities we believe can be
progressed this year which will de-risk the programme and protect the end date (see
recommendations).

19
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Section 4 — Findings for Question 2 - Removing Capacity

Constraints

38.

39.

40.

41.

42.

43.

Q2: Whether there are viable alternatives which might allow any capacity
constraints to be removed to facilitate the above?

Viable alternatives: We believe there are alternative hypotheses which could
encourage claimants to move voluntarily and this would leverage the current UC
capability with less product development and operational demands. The Harrogate pilot
identified a persona type "l will and | can" — claimants who are willing and able to
transition to UC. Further persona types such as “I will but | can’t” can be explored as
well, as the blockage may not be their vulnerability, it could be for example be that they
do not have the digital access required.

Any approach which starts to reduce the overall numbers down from the estimated 2.9m
legacy benefit claimants will therefore reduce capacity constraints and protect the overall
end date of the programme.

Product development constraints: The UC programme has 14 feature teams. Each
feature team has a defined “theme” set which allows focus and ownership and each
team is responsible for new functionality and live (3rd level) product support

including incidents, problems and vulnerabilities. The Move to UC programme was
allocated two theme teams in Leeds and support from development teams in

London, however these theme teams have now been re-allocated to other priorities.

Product development constraints arise from:

e UC’s mission critical role in DWP delivering benefits to working age claimants and
supporting the UC product following the rapid increase in claimants during the
pandemic;

e The size and scale of the UC product (circa 2M lines of Java code);

e The technical debt which has built up (product features requiring amendment) to
safeguard long term maintainability and to facilitate ongoing development.

The UC development team has grown substantially over the past two and a half years
from eight development teams to the current 14 teams (circa 400 people) and is
currently transitioning to a new portfolio structure to increase flexibility and control as it
continues to grow. However, there remains a need to be able to surge capacity when
required (analogous to getting more heads under the car bonnet). The challenge is to
grow this specialist team whilst not disrupting the current development programmes and
support.

Operational constraints: Operational capacity remains under strain, with the
recruitment of additional work coaches still in progress and many of the frontline staff
working in service centre operations. This is likely to continue during the CV-19
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45,
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lockdown period and the attention then will be concentrated on resuming business as
usual operations. There will therefore be limited resource available to support the
development of the “who knows me” hypotheses during 2021.

Atkins Response

We do believe there are viable alternatives which should be developed in parallel with
the "who knows me" hypothesis. These alternatives are based on encouraging voluntary
claimants to move to UC programme and being voluntary, they can make use of existing
functionality of UC without the need for additional product development for transitional
protection or managed move. We believe that additional hypotheses should be explored,
initially the "I will and | can" persona type. Further persona types such as “I will but |
can’t” can be explored as well, as the blockage may not be their vulnerability, it could be
for example be that they do not have the digital access required.

A key aspect to determine through the proven “test and learn” approach is the support
structures these claimants require, considering for example the role that Job Centres
and Citizens Advice could play. Caution is needed to ensure that claimants are not
persuaded to move to UC when this would be contrary to their interests, as this could
cause distress to claimants and result in legal action.

By encouraging voluntary moves as early as possible the Department can reduce the
overall managed move population which has the potential to de-risk the programme and
protect the end date.
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Section 5 = Findings for Question 3 - Alternative Approaches

Q3: Whether an alternative approach to the Harrogate agile discovery can
be constructed; with a particular focus on whether taking tax credit cases
first is feasible/sensible?

47. Tax credit cases first: Tax credit households represent 60% of all households
receiving legacy benefits, so this is an important segment of the overall population of
claimants. However, there are risks and constraints around this community in that:

¢ Some of these households are also receiving other benefits as well as tax credits
(e.g. housing allowances) and we understand that it is difficult to undertake a partial
transition to UC for tax credits whilst remaining on legacy benefits for others. The
estimated number of households just receiving tax credits is estimated to be just over
a third of the households on legacy benefits;

o User research in Harrogate has identified that some tax credit claimants have
fragile incomes and any disruption could make them vulnerable;

e Data quality is poor on legacy systems, tax credits are reviewed annually and
often auto renewed with little or no household intervention.

“Data is needed such as capital, that the claimant needs to volunteer themselves and the partners
may also now need to claim”

“Universal Credit is a very active service compared to tax credits and needs accurate up-to-date
data, it could not just be reviewed annually”

Harrogate pilot workshop

48. User research during the Harrogate pilot also found that some claimants are not willing
and / or able to get into Job Centres due to a reluctance to visit a centre or time
constraints. Some tax credit claimants do not perceive that UC applies to them as they
are in work.
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“Going into the Jobcentre would probably be quite inconvenient. At the moment, I'm getting child
tax credits so why would | need to go into a jobcentre? ID would be ok for a one off. If it was for
an interview, or going in about work, it would be annoying, my tax credits are child ones.”

“It's for people who are not working... you get people like who have just come out of prison, it
puts me off, the type of people that go there...”

Show and Tell - Team Lego

Discovery for HMRC-led Approach for Move to UC

49.

50.

51.

52.

53.

54.

Overlap with voluntary movers: User research in the Harrogate pilot suggests that
there are overlaps between tax credit claimants and the “I will and | can” population, but
also that the tax credit claimant population includes vulnerable or potentially vulnerable
claimants. In particular, the user research found there were tax claimants with fragile
income streams where any disruption in receiving benefits would result in their becoming
vulnerable.

An emphasis on exploring the “l will and | can” persona type, and encouraging voluntary
moves, rather than a wholesale focus on tax credit claimants as an entire population
would mitigate the risk of impacting on vulnerable claimants receiving tax credits.

Atkins Response:

Learning from the Harrogate pilot has indicated that the tax credit claimant population
includes both persona types who are willing and able to move and more vulnerable
claimants. Therefore, just taking tax credit cases first while feasible is not necessarily
optimal, as this runs the risk of financial harm to vulnerable tax credit claimants.

We believe the Harrogate agile discovery phase should consider additional hypotheses
with the aim of accelerating voluntary moves to UC (as set out in our response to
guestion 2 above). These hypotheses would supplement the “who knows me”
hypotheses and be developed using a proven “test and learn” approach.

We believe that a PR campaign to change claimant’s perception and emphasise the
advantages of UC would be effective in encouraging voluntary moves. For example,
some tax credit claimants feel UC does not apply to them as they are in work and there
is a stigma in having to attend job centres.

The PR campaign is likely to be more effective with the engagement of third parties, so it
is not solely branded DWP. This could include for example Local Authorities, Housing
Associations, and Citizens Advice. Influencers such as the Resolution Foundation and
Joseph Rowntree could support the campaign on the basis that the emphasis is to
encourage claimants to move if this is in their best interests.
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55. One key message could be that UC is the gateway to opportunities under the ‘Plan for
Jobs’. Depending on the success of a PR campaign there may be the opportunity to
target additional persona groups such as “l won’t but | can” in convincing them of the
benefits to transition to UC.

56. The interviews and workshops on Move to UC have also highlighted an issue with the
data in legacy systems which in some cases is inaccurate and incomplete. UC benefits
are calculated using data from various sources including legacy systems and UC
updates the benefit calculation more frequently. We understand the Transitional
Protection (TP) calculation is designed to eliminate these differences and ensure that
whatever is in payment in a legacy system, on a Move to UC, is the amount to be taken
into account. So even if there are errors under the legacy system it does not adversely
impact the claimant, the policy outcome sought is that claimants do not see a difference
in cash received pre and post their move to UC.
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Section 6 — Findings for Question 4 - Overall Approach

57.

58

59.

60.

61.

Q4. And if not does the overall approach seems sensible, practicable and
optimal in the current circumstances?

Programme roadmap: The team had a roadmap for 2020 which was put on hold
when the team was re-allocated (included in Annex E for reference). This roadmap set
out the overall approach to the pilot and included an estimate on the cumulative growth
of claimants engaged in the process over the 12-month period. There is currently no
roadmap leading up to the restart of the programme nor a roadmap of what a restart
programme could look like. We believe the development of replacement roadmaps will
be an essential step in being able to communicate the objectives of Move to UC. The
roadmap can be used together with other metrics to demonstrate progress on learning to
stakeholders according to agreed plans, as well as simply the number of legacy
claimants who are engaged with the process.

. Test and learn: The test and learn approach has been very effective in delivering a

robust and scalable UC system, ably demonstrated by its ability to handle the large
increase in claimants resulting from the CV-19 pandemic lockdowns. While the
Harrogate pilot was still at an early stage when it was halted, there are signs that the
learning is resulting in understanding what is required to develop a workcoach operating
model that can support the needs of vulnerable claimants.

Who knows me: The “who knows me” approach was developed through discussion
with stakeholders who understand the issues that vulnerable claimants face. Problem
statements were agreed and a common theme identified of “fear” of moving to UC,
(primarily that they would not respond appropriately to the UC natifications or miss them
completely, hence losing entitlements). A hypothesis was identified that claimants would
be more willing to move to UC if they were supported in their transition by someone they
already knew and trusted — their workcoach, HMRC for tax credits, or their Housing
Association. This appears to be an appropriate approach to safely move more
vulnerable claimants who already have support relationships.

Policy: Detailed policy is a strong influencer on the design of the solution,
but consideration of this is outside of the scope of the review.

Atkins Response

The overall approach to the Move to UC programme as set out in the documents
provided and built on the proven "test and learn" approach with a hypotheses of “who
knows me” appears sensible, given the need to support the most vulnerable claimants
and the political conditions at the time. However, we believe that alternative hypotheses,
in addition to “who knows me”, based on targeting voluntary claimants provides the
opportunity to deliver a more practicable and optimal solution. Also, the Department’s
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response to the pandemic and the transition to remote working provides an opportunity
to look at alternative service delivery models for the Move to UC programme.
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Section 7 — Recommendations

62. We set out four key recommendations, all of which are critical and will enable the

63.

64.

65.

66.

Department to restart Move to UC as early as possible and complete the migration of
legacy claimants in the shortest possible time.

Recommendation 1

Explore alternative hypotheses to increase the rate of transfer of legacy claimants to UC:

e Prioritise hypotheses for increasing voluntary moves, specifically the “I will and | can”
persona type;

e Further persona types such as “I will but | can’t” can be explored as well, as the
blockage may not be their vulnerability, it could be for example that they do not have
the digital access required;

o Develop understanding of the support structures required for voluntary movers — the
aim being to make a reduction in the numbers of claimants in the shortest time
possible;

e Consider the role that Job Centres and Citizens Advice can play in providing support.

By focussing on claimants who are willing to make the transition on a voluntary basis the
aim would be to use features of the UC product which exist today hence removing the
need to draw on scarce UC product development resources. This approach would need
to be tested through the exploration of these hypotheses which could potentially
commence early in 2021.

Recommendation 2

Launch a PR campaign to leverage the positive image of UC developed during the CV-
19 pandemic and stimulate a large volume of voluntary moves. A key finding from the
Harrogate pilot was that “fear” was the number one blocker to claimant willingness to
transfer to UC based on their perception and understanding. A positive PR campaign
which addresses claimants “fear” will help stimulate voluntary moves by:

e Engaging partners such as Local Authorities, Housing Associations, and Citizens
Advice, together with support from influencers such as Resolution Foundation,
Joseph Rowntree, in being a voice for UC, explaining the advantages and
encouraging moves (rather than just a DWP labelled initiative);

e Highlighting that UC is a gateway to the opportunities provided through Plan for Jobs
including the Kickstart scheme.

We believe there is a window of opportunity to launch this PR campaign so work should
commence early in 2021 with communications specialists to develop the messaging and
roll out a detailed communication plan. The communications plan will need to align with
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the outcome of the policy decisions around continuing the £20 uplift in the UC Standard
Allowance.

Recommendation 3

67. Develop a strategy and roadmap for the Move to UC programme to enable the
Department to restart at pace in January 2022. The strategy and roadmap should take
account of the context of the overall Move to UC activity post the pandemic, rather than
simply planning to resume and expand on the original Harrogate pilot.

68. A conceptual roadmap up to 2024 is set out in Figure 7 below and could be made up of
four phases.

Move to UC High-level Roadmap

2021 2022 2024
Phase 1 Phase 2 Phase 4

- Prepare & launch PR campsaign = Restart the pilot phase - Scalethe migrationofvulnerable - Fully scaled migrationand mop
- Focus on voluntary moves = Focus onvoluntary moves claimants up of remaining clsimants
+ Learn how to migrate = Continue focus on veluntary
H2 2021 vulnerable clsimants with the support
- Prepare torestart the pilotphase and engagement of third
= Develop strategy and rcadmap parties (HMRC, housing associations
= Ramp up necessary resources and local autharities ete.)

Universal Credit Claimants

Legacy claimants

ATKINS | Sepne ///
- « for Work &
Pensions Offical Sensitive 4

Figure 7 Conceptual roadmap showing key activities by Phase

69. Each of these phases increases the number of claimants on UC while reducing the
number of claimants on legacy benefits with a faster rate of transfer towards the later
years. Considerable care needs to be taken to develop structures to support the move of
vulnerable claimants to UC, which requires expert product development resource that is
not available in 2021. The complexity of managing vulnerable claimants means that
development of the support structures will inherently be slow as the programme learns
how to do this successfully.

70. The voluntary moves in phases 1 and 2 will reduce the number of legacy claimants that
need to move alongside the vulnerable claimants, and hence protect the end date of
September 2024.
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73.

74.

75.

76.

7.
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Using this framework will enable the programme to plan more effectively and deliver a
strategy and roadmap for restarting the pilot for vulnerable claimants at pace in January
2022.

This is a vital building block to enable the Department to hit the ground running on the
Move to UC programme restart in a fully mobilised state. Partner organisations such as
HMRC and Housing Associations will also need to be re-mobilised and so need to be
engaged from the outset.

The strategy needs to set out the most efficient and productive organisational structure
for both product and operational teams and a viable operational delivery model based on
learning to date and taking account of the new ways of working the Department is now
deploying following the pandemic. It should also set out how it will provide increased
visibility of the overall programme through agreed metrics and reporting, with a wider set
of metrics which include the pace of learning.

As part of the strategy to restart Move to UC every contact with claimants through legacy
systems should be used as an opportunity to improve legacy data. One approach
discussed was “making every contact count” in that every contact with claimants in
legacy systems needs to be taken as an opportunity to improve legacy data for example
ensuring their contact details are updated and encouraged to get an online HMRC
account, etc. We believe this will help prepare the claimants for their transition to UC.

Recommendation 4

Increase the UC product development team capacity to enable the Move to UC
programme to restart at pace in January 2022 and with sufficient headroom for further
growth in demand for UC changes. In particular:

e Determine the most appropriate organisational structure for the team taking account
of the Move to UC resource requirements, based on learning from the Harrogate
pilot;

o Define the geographical location/s based on the opportunities now available with
remote working;

e Recruit the team members and seed the team with experienced UC programme
team members;

e Establish the physical location requirements and prepare the infrastructure.

Whilst the risk of contractor resource leaving due to the change in IR35 legislation has
currently diminished with the uncertain job market, team planning should make
allowance for a resurgence of this issue.

We understand it currently takes four to six months to stand up additional UC product
theme teams which have been seeded with some experienced staff. Ideally this work
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would commence immediately but at a minimum, this work needs to commence Q2 2021
to de-risk and protect the restart date of Jan 2022.
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Migrate to UC User - Digital Journey
MM summary 25.04.18

Managed Migration ST
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Annex B — Questionnaire Responses

Questionnaire Response Averages

Readiness to Commence Universal Managing Universal Credit
Credit Managed Migration Programme Priarities

3.19 : 414

Managing Universal Credit Programme Managing Universal Credit Programme
Customer Impact Change

3.76 3.89

Universal Credit programme Delivery
Approach

4.05
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DWP Move to Universal Credit Questionnaire - All Responses

Section 1: Readiness to Commence Universal Credit Managed Migration

How confident are you that the mobilisation plans for
managed migration are complete, robust and realistic?

&
: “

How well do you feel the programme has learnt from
experience in developing its current plans?

5 43%

How confident are you that all the risks been identified to
mobilise for managed migration, and that mitigation is in
place?

&

M

1 14%

To what extent has the programme considered the full
complexity of delivering managed migration?

° “

Does your team have the right resource required to
mobilise for managed migration?

&

How confident are you that the long-term requirements of
the programme have been planned out and are achievable
in the agreed high level plans?

Section 2: Managing Universal Credit Programme Priorities

To what extent do you personally understand the priorities
that the programme is working to?

’ “

How confident are you that the programme priorities are
focused on the right outcomes?

: “
&

How confident are you that the programme priorities are
focused on delivering the agreed benefits?

: —
4
: “

OFFICIAL SENSITIVE

To what extent do you consider that the programme priorities

Not at all n

Key:

are aligned to the needs of the Universal Credit clients?

: “

To what extent do you feel the capability of the delivery team

is considered in terms of decisions around priorities?

5 29%

1 14%

Do you think the programme has the right capacity and
capability to respond to rapid change in a timely manner e.g.
the CV-19 pandemic causing an increase in new UC cases?

:
4
1

February 2021
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Section 3: Managing Universal Credit Programme Customer Impact

To what extent do you personally understand the priarities
that the programme is working to?

’ —

4

How effective do you feel the policy changes to Universal
Credit have been in resolving customer issues?

&

2 “

Do you feel that the pilots and trials conducted have been
successful in resolving customer issues?

’ “
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Section 4: Managing Universal Credit Programme Change

How well do you feel that the programme controls changes in How well does the programme communicate the impact of
scope? change to stakeholders, to "tell it how it is"?

5 n H 14%

& i

3 3

How well do you feel that the programme handles changes in To what extent do the use of agile pilots and trials enable
policy and legislation? changes to be implemented quickly?

5 14% H 29%

& i

3 3

Do you feel that the programme has a full set of metrics to
assess the impact of change?

: “

Section 5: Universal Credit programme Delivery Approach

Are you confident that the overall delivery approach for the To what extent have you and your team been trained in the
Move to UC plan is optimal? agile approach?
L . I

In your opinion, do you feel that the current agile approach is
enabling a more effective delivery?

Are you confident that the department has the necessary
critical skills and capacity to deliver the Move to UC plan?

° “ ¢

i 3

5

How effective do you feel the agile approach is in helping the
programme understand the needs of Universal Credit
Are these critical skills primarily in DWP permanent staff or claimants?

cantractors working in DWP?

o

5 14%
4
&
3
1 14%
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Annex C — Interviews Conducted

Name
Neil Couling
Graeme Connor
Andrea Kirkpatrick
Lara Sampson
lan Wright
Sarah Gaskell
Andrea Lewis
Will Quince

Role
Director General for Change and UC SRO
Director of Universal Credit Analysis
Universal Credit Social Research Lead
Universal Credit Product Director
Universal Credit Programme Director
Head of Universal Credit Product
Universal Credit User Research Lead

Parliamentary Under Secretary of State (Minister
for Welfare Delivery)
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Date
09-Dec
16-Dec
16-Dec
16-Dec
17-Dec
17-Dec
18-Dec
09-Dec
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Annex D — Workshops

Ways of working workshop

A workshop was held on 7™ January 2021 with the following attendees to understand the team

ways of working.

Name
Lara Sampson
Andrea Kirkpatrick
David Yates
Will Garner
John Brett
Chris Thorne
Tom Padgham
Nurjahan Khatun

Role
Universal Credit Product Director
Head of Universal Credit Social Research
Product Delivery
Head of Product
Co-head of Project
Delivery Director
Engineering Director
Head of Portfolio DWP

Harrogate pilot workshop

A workshop was held on 121" January 2021 with the following attendees to understand the detail
of the Harrogate pilot, including the learning and the status of the pilot as it was left.

Name
Lara Sampson
Andrea Kirkpatrick
David Yates
Graeme Connor
Andrea Lewis
Sue Whitman
Nurjahan Khatun
Liz Crowther
Hazel Renwick
Will Garner
Jane Autherson
Hayley Goldthorpe
Heather Lockley
Ben Medcalf
Raghu Shenoy
Dave Brookes
Karen Camplin
Shelagh Brown
Chris Sutton

Role

Universal Credit Product Director

Head of Universal Credit Research

Product Delivery

Universal Credit Analysis Director

Universal Credit User Research Lead

Head of Portfolio Planning & Intelligence

Head of Portfolio DWP

Product Strategy & Design Lead

Universal Credit Transformation & Delivery Harrogate Pilot Lead
Head of Product

Product Strategy & Design Lead

Product Manager

Product Manager

Product Manager

Digital Delivery manager

HMRC UC Programme Manager

Universal Credit Transformation & Delivery Harrogate Pilot
HMRC UC Programme Director

Head of Universal Credit Policy Analysis
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Annex E — Roadmap in Feb 2020
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February 2021

The team had a roadmap for 2020 which was put on hold when the team was re-allocated. This

should be updated to align with planned activity.

P9 P10
Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec
Pilot Selection of 2™ Mid-pilot Start Reportto
governance site approved showcase evaluation parliament
BAU Claimant engaged by Claimant engzaged via Ready to start  Claimant engaged via
i new WCin Harrogate WC in 27 site 3 site WCin 3 site
appointment *
with DWP Iterate .
*  Identify charactaristics which can transfer to ather pathways *  Expand the approach to other Job £20tges to prove the Agres plan for scaling across Operations & updats targst

(identify clzimant types who are able to daim with minimal
face to face support)

»  Aim: Build metrics to enable 2daptation of BAU processes & to
measure afficiency linked to outcames for Mave journey

approach works outside Harrogate & learn how the grgagisaiop | OP=/=tnE mads! far delivery of the service at scals
Gesizn should be implementad to operats at scals
Aim: |dentify enhancements nesdad to scals the modal; ldentify  S-PPOT 108 Centras & Service Cantras to oparate st scale
cast model impact & Rreapisasiapal design nesds

Flan znd start delivering the enhancemants nzeded to

. Claimant engaged via nen BAU Claimant engaged via non BAU Claimant engaged via non BAU

Non "BAU in Harrogate ra in 3= site

appointment” & ’ “

with DWP Discovery herate Expand
Explore options 1o prove other approaches o+ ldentify characteristics which require grester support Idzntify the impact of the madel on BAU processss, identify sfficisncies
ta maving peoplz that know’ DWP butda (vulnerable, complax neads] & identify barriers to the servics in thiz modal against others, identify claimant willingnass to engage
not have 2 scheduled appointment which may require mare research and design work to scale +  Aim: Assess value of the model for scaling; identify enhancements to

* Aim: ld=ntify opportunities to engage + Aim- to identify, design and cost pathways ta mave which do not this model to support scale and whether elements of this model
claimants withaut initial face to face support ingrease vulnerability pr exclusion from UC in the ways that 3rd transfer to scale other models
partizs 2nd our own Managed migration research svidencas
Claimant engaged via Claimant engaged via Claimant engaged via
relationship Discovery Iterate Expand
* Explore with = partner (The Guinness Bartnarship] + Identify pathways which require detailed atention and ¢ Repsstthe modsl and prove characteristics that changs aver lecation

options for partner support of claimant contacy
* Aim: Identify how 3 partner may improve the

partner link ups for which learing identifies work nesded to *  Aim: Identify DWP & TGP barriers to replicating the modeljin another
scale innaw aress agd.alsy informs Eullsacuice exparisnce
journey for dlzimants + Aim: Identify barriers to scaling the model which could

Jocation. Identify repeatable characteristics that may form)a blueprint
for partners; identify snhancaments nesded to scale beyord TGP

increase vulnerability or adverse perceptions of Move ta UC

5a reducs barriers and cost to scaling earlisr

Team Ready to start

HMRC identified, disc
relationship
ISCOVE|

- Explars the ways in which Tax Cradic claimants have =
ralatianship with HVIRC and whether this can o8 used te
Estimated support meving people
« Aim: identify 3 medel for moving pecpls that ars closer to
cumulative growth HMRCthan'Y)WP; identify the \aif:in: objectives; messure
of claimants variancs to other models
engaged inprocess g 100 200 400 500 1000

Claimant engaged via

HMRC in Harrogate ‘

Claimant engaged via
HMRC in 2* site

Itemte

Identify characteristics sharad between pathways; Identify claimant types and

characteristics that are specific to the Tax Credit model [identity; clsimants

waorking full time; Waork Coagh needs)

Aim: Identify barriers to increasing numbers/scaling which could increzse.

vulnerability or aderse perceptions of Move tq UC. sa reduce barriers and cost

to scaling earlier/in timely way

1800 2500 3300 4000 5000 6000
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