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INSTRUCTIONS

STEP 1 Agree and ratify the Long List Options

STEP 2 Agree and ratify the Critical Success Factors (CSF) and weighting of importance (refer CSFs Tab)

STEP 3 Refer 'Moderated Scores' Tab.
Undertake an appraisal, using the scoring matrix in Cells A20:C25 (e.g. see below 2 Very Likely : -2 Very
Unlikely to achieve the CS).
For each of the 7 Options (horizontal), please input your scores in your workstream
Policy/Digital/Operations/Comm for each CSF (vertical).
Note: The scores will be averaged upon consolidation of all of your scores; this allows us to then come back
together as a group to agree a moderated score.
The weighting is then applied to the moderated score.

STEP 4

(For later

Permutations

Workshop) Work through a lower level due diligence on the short listed options. This will include further permutations

to inform decision making and design (Note: this tab will be developed at the next step.)

Contribution to Success Factor Points
awarded
Best ranking Very likely
Likely 1
Middle 0
Worst ranking Unlikely ")
Very unlikely 2




|+ Jsusiness Options short-tist Jlaversimpactes ____________|

1 DO NOTHING Aerossal Layers ~ Strategic, Decision, Assessment and Clercal
MOST VIABLE SOLUTIONS
2 FULLY AGGREGATED — Inhouse Across allLayers - Strategic, Decision, Assessment and Clerical
3 FULLY AGGREGATED - Outsource to a Single Supplier - ferical
a bination of Inhouse & S
s bination of Inhouse & a
'OTHER POSSIBLE OPTIONS (LESS VIABLE)
6 1 — Combination of Inhouse & Assessment & C
7 FuLLY For Layer - Dec lerical
s b finhouse & Si ferica Inhouse Decision & Assessment Outsourced
9 Clerica Inh
[¥in the Options above, we have assumed that ALL options have DWP retaining Strategy, Policy, Financial Control, Contract ‘and Decision
[¥We have assumed that sector to the complexity and size of this (and liabilities /. ‘damage associated with
* that is chosen will WP security / policy /
we whether  for this activity

hed (2800 - December 2023), and handle the requirement through existing

oarty supolier

Terical) third

“Retain

d

“Retain the De d

“Retain

lerical layer to a single third party

party

“Retain the

outsource the Det

each of the layers

*Retain the Decision and Cl




ical Success Factors to deliver the objective — The options are appraised against these

1 Achieving the UC Targeted Case Review Measures 30%
a Delivers up to 2.4% (%age to be updated) MVFE (Monetary Value of Fraud and Error) over the scorecard period to FY2027/28
b Results in £6.4 billion AME (Annually Managed Expenditure) over the scorecard period to FY2027/28
c Achieves a target of c.4m (total TBC) of Cases Reviewed in line with the MVFE and AME targets
d Provides the ability to scale to the required capacity in order to achieve the Business Case targets
e Ensures data integrity, validation and quality
f Identifies learnings and provides feedback to other DWP business areas so that potential cases of fraud and error may be avoided
2 Preventing Risk to Reputation 20%
a Minimises the likelihood of incorrect decisions which impact customers adversely and result in negative publicity
b Mitigates the risk of negatively affecting customer service levels in other related areas across Universal Credit
c Maintains appropriate internal and external controls to manage risks such as loss of data
d Ensures alignment of DWP service policies with its legal obligations
Value For Money (Appropriate use of Public Funding) 20%
a Ensures that the ROI of the solution achieves a minimum of 3:1 return of AME saved from DEL invested
4 Sustainability of Solution 20%
a Ensures Flexibility - DWP retains the ability to adapt the size, scope and timeframes of the operation depending on peaks and troughs in activity
b Ensures Sustainability — the solution must clear the stock of incorrect cases but also be able to maintain it an acceptable level post the initial period
c Minimises any adverse impact to the wider department as a consequence of placing unsustainable pressure on the estate or reducing headcount in other areas
5 Complexity (of the End to End process and Operational Management) 10%
a Ensures there is commerecial viability and the end to end processes are manageable both to to set up and to administer whilst having minimal inter—-dependencies
Ensures any operational overheads in terms of implementation and management are not onerous
TOTAL 100%




|+ Jsusiness Options short-tist Layers impacted

1 DO NOTHING Deci
2 o) capabilities and suitablv scoped supporting services
30a) FULLY AGGREGATED ~ Outsource to a Single Supplier ~ Strategic, Decsi ferical ingle third party supplier
315) FULLY AGGREGATED ~ Outsource to Mltile Suppliers Across all Layers end-to end  Strategic, Decision, Assessment and Clercal =
a FuLLy For Each Individual Layer ~ Assessment and Cleical “Deliver i
S(a) “ombination of Decision & CI *Retain d CI party.
5(b) Inhouse & Decision & Clerical Outsourced *Retain the Assessment capability Inhouse; outsource the Decision and Clerical layers to more than one third party
sla) ombination of Serical Inhouse, Decision & “Retain the C 3 o
6(b) Inhouse & Inhouse, Decision & ; outsource the more.
7(a) “ombination of a lerical
7(b) Inhouse & Clerical Outsourced layer to more than one third party
8la) ombination of inh e
8(b) - Inhouse & Inhouse, Assessment & Clerical Outsourced >} outsource. lerical layers to more than one third party
9la) & ClricalInhouse. party
9(b) Inhouse & & Clerical Inhouse, and ; outsource. more.
[* In the Options above, we have assumed that ALL options have DWP retaining Strategy, Policy, Financial Control, Accountability, Contract ecision |
[¥we have that i ivate sector organisations due to the complexity and size of thi iabilities. i g i ith |
[* We have assumed that whichever option is chosen will plic it DWP security / policy / i i |

whether Decision activites wil idered for this activity



Solution Options Decision Analysis

Option 1

Option 2

DO NOTHING

FULLY AGGREGATED - Inhouse

Across all Layers - Strategic, Decision, Assessment and Clerical

Across all Layers - Strategic, Decision, Assessment and Clerical

Critical Success Factor Weight Detail Susinoss  P.Co"P  FinanceBP  DMAPolicy  Design  Security/Risk MODERATED Detail CoreProject  WaHOps  an®®®  PC3dP  pinancomp DMAPolicy  Design  Security/Risk MODERATED “eighied Detail
Direction of travel thus far indicates success.
Depariment consirained by existing capacity Intial onboarding would take time but supplier could flex to
development processes, recruiting practices and head meet demand.
count constraints
o kPl Comme fthis was outsourced supplier would be required to
- ) o, |Highly unlkely s Case Comm - recruitment i currently quite diffict. There. meet demand. There would be onboarding times for
[ Achieving the UC Targeted Case Review Measures 30% | due o intemal constrainis and inablytoincrease the number ould be excess headcount once work completed that ! 0 0 N 0 ! ! ! 03 |inhouse. TUPE risks can be mitigated. Revised score from
P DWP does not have work for. 2101
Astrong plan for 2023, with a great opporturity for staff Load times of 13 monts o onboaring supler: Potnia
progression. Strong sense tha the plan could work but risk of TUPE for existing agents
there remains impacting assessment.
< onton il o . Alisk lis within the control of DWP. This reduces but
E';‘smzm'n:‘ﬁ\:z::f&fe;ﬁﬁﬁg e oot doss not siminata isk. Reputatonai sk of fllure il Recognised that greater risks lies with controls and services
e o porencsmly exists and from internal mismanagement and slow erformed outside of DWP direct control - any disruption or
Preventing Risk to Reputation 20% |detrimental. progress 04 |failure would be detrimental
e reputalional impact on DIP of aving o seek more o Comm - the risk of reputational damage exists Comm - DWP would come under significant scrutiny if
ol dgbe Py ! P regardless where the work done. Admittedly by teg) utsourced ar
aging outsourcing tis isk is more visible
Outsourcing proven to be more than 10%cheaper based Outsourcing proven to be more than 10%cheaper based on
on internal benchmarks and prior experience. internal benchmarks and prior experience.
Comm - given the EO grading of work in DWP, likely Comm - given the EO grading of work in DWP, likely that
hat outsourcing would be cheaper” Comm - based on outsourcing would be cheaper” Comm - based on ofher
Value For Money (Appropriate use of Public Funding) LT b detitrosiior i other contracts costof outsourcing would be cheaper 0.4 | contracts cost of outsourcing wouid be cheaper especially in
payment recover especially in the long run (ie not having to retain staff the long run (ie not having to retain staff beyone end of
beyone end of contract duration). contract duratio
This is based on experience of other contracts and the fact
Noassumpton il aulty woud bo mpecod. Wod at end of coniract no residual staffing costs would remai/
be tested through market respon: redeployment be required
oty o T Pnderad b spoyment pracices,
Department rules and headcount imitations oot
Historic volumes and size of the backlog has shown that this omally ulise worklorce elsewhere and ity o use Contol Howover, DW could v highiy rellant on &
" ; . 1d not be sustainable ; g supplr
Sustainability of Solution 20% | Viog - 2800 meets the ongoing requirement (no losses of o eonuaclualy suppl o could be asked o do 02 Comm - Th aponprovdes it tramp s up
colleagues at the end of the surge period) B o 0 ot vlumes, work i oo coso D (vt e sy
cosches) . See riss - espocily e size and P
the AO community
1 processes dalvore by a sl ny berchy miirising
hand-offs in most cases. However, certain aspoct
Gecion mating ey roaue coneuton i VP,
hvored i ’ Comm- this option would se Fraud cases and known
Complexity (of the End to End process and Operational 10% | Mod - DWP will have agreed processes and the ability to e e T g hand ol 02 |vulnerable customers being fitered by third party. This adds
Management) iterate infe. Al layers in-house reduces the number of o e i ; risk and complexities - around access to Fraud systems etc.
oo will optimise the processes. ok end e e
with DWP then this option isn't ully aggregated - this
jonis not possible due o Strategy and requirement for
consultaion with DWP.
T00% 7 3 3 0 3 2 3 5 2 030
Points

Contribution to Success Factor

Very likely




‘ Consideration Topic Detal Insource/ Outsource CSC Impacted

Any decision to outsource will increase public

1 Reputation awareness of the TCR activity and also increase Outsource Preventing Risk to Reputation
scrutiny
Loss of personal data by a third party impacts DWP’s

2 Reputation p Y party imp Outsource Preventing Risk to Reputation
reputation
Poor decision-making in case management may result

3 Reputation . 8 8 v Both Preventing Risk to Reputation
in adverse press coverage
Balance the potential negative publicity of outsource

4 Effect ) P 8 P Y Both Preventing Risk to Reputation
with the deterrent factor
Ineffective measures are in place preventing a

5 Fraud Prosecution ) P P ) 8 Outsource Achieving the UC Targeted Case Review Measures
coherent and effective fraud prosecution approach
If TCR capacity is increased by internal transfers from

Operational other services, there is a risk that the operational
6 p i N .p Insource Sustainability of Solution
Performance performance of those services will be impacted
adversely
. - X . . Insource — Definitely o .
7 Estates Constraints Availability of office space in DWP offices Sustainability of Solution

Outsource ~ If co-location solution identified




Total votes

CSF

-

IS

«

Option 1

-263%
(7)
(Winner)
-127%
(3)

09% (1)
10% (0)
20%(0)

-220%
)

4]
60% (6)

(Winner)
o

00% (0)
110%

oy
54% (6)
(Winner)
PN

00% (0)
10% (0)
20%(0)
-218%
(2)

4]
45% (5)
(Winner)
o

09% (1)
127%
(3)
20%(0)
Original
score

-20% (0)
-10% (0)

*072%
(8)
(Winner)
PN
127%
(3)

20% (0)

Rescore

-20% (0)
-10% (0)
010%
(1)

*£190%
(9)
(Winner)
PN

20% (0)

*%10

Option 2

0-3

1-7 (winner)

-2-1

Moderated

Moderated as -2

Moderated at -1

Moderated as is

Option 3
csr1 -JJill happy to change to O (this
was based on the comments)

-—happyto changeto0-

understanding that the AME
comments

- happy to come down to 0

Moderated score 0

Votes on
-28
-11
0-0
1-0

2-0
Votes

2 -9 (winner)

1-2

CSF4 -all 2

votes

-2 =7 (winner)

Option 4

-20%(0)
-10%(0)
027% (3)

**1 63% (7)
(Winner)**
29% (1)

-20%(0)
-120% (2)

*+0 50% (5)
(Winner)**
130% (3)
20%(0)

-20%(0)
-10%(0)
018% (2)

**1 45% (5)
(Winner)**
236% (4)

-20%(0)
-10%(0)
011% (1)
111% (1)

**2 77% (7)
(Winner)**

-210% (1)

**150% (5)
(Winner)**
030% (3)
110% (1)
20%(0)

**10 responses**

Option 5

-20% (0)
-10% (0)
045% (5)

154% (6) Winner
20% (0)

Votes

-20%(0)
-118% (2)

**072% (8)**
19% (1)
20% (0)

Votes

-20% (0)
-10% (0)

**054% (6)**
145% (5)
20% (0)

Lyndon-2=

-20%(0)
-10%(0)
09% (1)

**1 81% (9)
(winner)**
29% (1)

Votes

-20% (0)

**.18 1% (9)**
018% (2)
10% (0)

20% (0)

Option 6

20% (0)
118% (2)

**0 63% (7) (Winner)**
-118% (2)
-20%(0)

Consensus on -1

-20% (0)
-10% (0)
018% (2)

**1.81% (9) (Winner)**
20% (0)

-20% (0)

-10%(0)
00% (0)

**190% (10) (Winner)**
29% (1)

-20% (0)

**-177% (7) (Winner)**
022%(2)

10% (0)

20% (0)

Option 7

Option 8

-2 88% (8) (Winner)
“111% (1)

Moderated as is 0 0% (0)

10% (0)
20% (0)

Moderated as -; Consensus at -2

212% (1)

**.1 87% (7)
(Winner)**
00% (0)
10% (0)
20%(0)

-287% (7) (Winner)
-112% (1)

00% (0)

10% (0)

20% (0)

Consensus at -2 Moderated at -1

-2.88% (8) (Winner)
-111% (1)

Consensus at -2 0 0% (0)

10% (0)
20% (0)

Option 9

-270% (7) (Winner)
-120% (2)

010% (1)

10% (0)

20% (0)

-210% (1)
-120% (2)

**070% (7) (Winner)**
10% (0)
20% (0)

-20%(0)
-120% (2)

**0 80% (8) (Winner)**
10% (0)
20% (0)

**-270% (7)** (Winner)
-120% (2)

010% (1)

10% (0)

20% (0)

-2.90% (9) (Winner)
-110% (1)

00% (0)

10% (0)

20% (0)



[o—

[t ntlly understod that this opton assumed doing nothing

Raisedby.

Action/Outcome

Interpeted as Do Nothing beyond the 2,800 3gntsaready Infght.

therescore

is cumenty being done inthe sense tha t would make it more
complex,and hat it has been sad that because theproces s iy
new there are things tht il naturallybe improved, and by Dec:

Resscore option 1

Wi safer 1o develop al processes in house as DWP would be

s asumed that an in house solution would be harder 0 caie
dueto constain n Estate, T and the challenges with internal

Majory voted 0 g0
witha score of 1

when an aption could be the most economical s currentl it oly
tlks bt the 1 3R

updated

T needs 0 be recogise hat the type of working arangement vl

be cheaper than aHybridor offce based arangement - whichcould

wording

Tmust be note that having all lyers outsource, ncluding he

sk of omplexity du to potentially having some decsions beng

other comments

Because thenature of the decilons,decion making impactson
RS, CFCD, CMs, Wes .. fels more complex when the “UCK

ot really truly outsourced and o the scoring has 1o rflec this

Noted

Wiost o thisoption wasscored n he Tuesday 28 Feb meeting bt

There 1 ome thrking tha autsouring Just el 5 good -aber
the counter argument i th thoe doing the assessment will ot

thefoll icture. A pint was made that as the el nd
Information gatherin s ogged, hose ssesing il be able toview

Consderaton

Al sareed

% dscusson took place regardin th s of not schivin the AVE
e tothe complextyofhaving more than one supplier. Went t03
poll uhere 7 out of 11 peopl scored the SF 3.0, 2 peopl scoing
V1m0 1 scorine -1
There s consensus scoreof -1 and  decion ws taken by the

erouo there v 56 the ool
There was an agreement that outsourcing was cheaper than in
house. Views were expressed that multpl supplies should be

nternal perspective could be more expensive. This could ead fo

a eduction inthe overal savings when compared to a single
upplier.

Went o3 pollwhere 9 people scored i +1 and 2 people scored

ito,

This ption gives the abilty t flex resources up and down.

generally about the complexiy of he soluton. Went 10 poll
where il people voted +1.

Concerns were raied regarding the complexity o tis opton

example was iven where two suppliers could both do the same.
work,but it was split alphabeticall ather than performing
aiferent functions. Some in he group said it would have been
better f this had been clarified. Ecamles were given of current
probiems in OWP with different working practice at different i

Went 103 00ll and seven beoole scored it 1 ith two 3¢0.
There was aiready a consensus score of

There was one score of-and the remainder were 2. They
roup agreed that 2 was the consensus score

There was vy brif discussion regarcing VEM and then the
roup voted. Thisresulted in 8 people scoring this C5F -1 and 1
person 0.

Evervone areed to score this 2.

Everyone scored ths 2

1 decison to outsource this would reauire a change n
legislation which peaple belived made it more unlikely to
achieve the CSF. Concerns were aised that by DWP just doing
the clrical lementof the work they would lose understanding
of the process and miss intelgence. The poll resulted § people
scoringthis opton -2 and 1 person -1

The group came to 3 consensus score of 2 without going 0.2
pol.

concrns weretsed ot h mlcions f s ien
o o . Commers e mace e e e
oot ool ey 1sd i DU a7 3 it
ks v e oot e e 1 e
et 2ons o R o e e v
e e 1

[ —

e were e e o e of s nd
e o o e decion i v
[ —— .
crging rd o s o e o b o

found it difficult 0 envisage how this option would work in
practie. Thepoll resulted n 7 people scoring 7, 2 scoring it -1
and one person .

(Concerns were raised about the impression the public would
nave on a suppliercorrecting fraud and errors on behalf of the
epariment, DWP would lose contrl f te process.

After the discussion 7 people scored his 0,2 scored it -1and 1
person scored t 2.

There were concerns rased regarding the number of handoffs
and how they would affect FM. There was aso a blief that

that would be needed forthis option. The pol resulied 7 people
scoring 2, 1 person -1.and 1 person 0.

There should be fleibilty inthe outsourcing model gong
forward but concerns were also raised that DWP may not have
control over that fleibilty.

This ption would result in a high level of complexiy leacing to
multple handoffs. One person said that when you map this out
it ust too difficul,

The benefits include the spee of recruitmen. People spoke

work could be outsourced under this aption to create capaciy.

be writte ino the contract.Polresuled in 7 people scoring +1,
3 scoring 0 and 1 person scoring +2.

le -1 and 3 peoole +1.

The discussion was opened with the assumption that based on
Known facts regarding VFM this would score +2. People were

e diagreed with this examle. The poll esulted in 2 very tight
vote of 5 people scoring +1, people +2 and 2 people 0. Due to
the tight nature of theresuls the SME was asked to rule on the

Benefis were seen i being able to maintain and flex resources.
Although one concern was raised regarding decision makers in
0WP may cause some blockages inthe process. The poll

1 1 and

' discussion took place regarding the bd that had gone to the
treasury and the need to achieve the savings dentfied n that
bid. There s 3 ikelhood that this opton would notdo that.
(thers spoke of the positive way 2800 staf could b used by
eteer targting hei eforts. A counter argument was made:
thatthe T was not suficiently developed a this sage to enable
thatto effectively happen.

Went 103 pollwhere 7 out of 11 people scored the C5Fas 2,3

ere was sk that this option wouldn L reach he targets but
there would stll e 2800 saff 50 some savings would be made.
espectally f they could be targoted towards the right cases. A
comment was made that the public probably wouldn' find out
about the shartfl.

The pol results were & people scored -1, 2 scored 2,1 scored +1
and 1 scored 22

istoicalydo nothing or keeping tings in-house were not the

savings wouldn't be mad.

Went 103 pollwhere all 5 people scored -1, 2 scored 2, 1 scored|
0and 3 cored +1.

Fully in house does away with handoffs and systems an be

suppler to dealwith. Others then agreed and a second pollwas
completed. Those resuls were 9 people scored it +1and 1
scored it






