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RESUME OF PLANNING DOCUMENT

Sections I & IT - objectives and need for a strategy

Set out the aims and objectives of the strategy - a coherent, flexible,
efficient system satisfying policy makers, the public and the staff, with

a target period 1980-1990 (requirements of the system are developed further
in Appendix 1); point out the weaknesses of current system-complexity, staff
pressures, technical backwardness, compartmentalisation etc; suggest costs
of new system may be no more than that of preserving the old system (parall).
Important constraints to be taken account of in planning: the need for the
capacity to exchange data with Inland Revenuej the preservation of
confidentiality and security; financial and manpower constraints (para.12).

Section III - operational tasks

Suggests need for improved service in the area of advice and information (para 16);
in respect of location of functions points out that very few need be carried out
in one particular place but there is a need for a personal service at local level
(paras22-23). Outlines options for providing a computer communications capability
involving degrees of centralisation/decentralisation (paras 25-26). Stresses the
importance of dealing with claimants as far as possible "in the round" so that

all their business with the Department can be handled together instead of in a
number of separate benefit by benefit transactions (paras 27-29).

Section IV - people and machines

Stresses importance of involving staff with the strategy. Crucial issues include

relationship between man and machine, implications for job satisfaction, training
requirements and phasing of change to minimise disturbance in the service and
allow staff time to assimilate new work (para 36).

Section V - what technology has to offer

Outlines recent and prospective technological advan could produce an
improved system. Potential benefits include more accu and comprehensive
advice on entitlement, leses duplication of work and ds, speedier settlement
failure to match

Section VI - proposals

Outlines future work programme. Key element is design of modern communications
system which will with proper safeguards against improper use allow ready access
to data at present held in central and local offices from any location (para 472).
The next stage of the strategy will be preparation of proposals for an integrated
operational system including broad cosis and savings and organisational and
human implications, to reach Ministers by around the end of 1981 (para 50). The
importance of wider consultation with all the agencies who will be affected by
changes in social security operations is stressed (paras 51-52).




DRAFT FOREWORD

This document is concerned with social security operations: the system by which
—

contributions are recorded, advice provided, claims to benefits taken, the amount
to be paid calculated and the payments made; and the essential back-up operations
involving record-keeping, controls, management and technical support. It is not

————
concerned with socisl security benefits themselves and their possible future

developments.

Such a focus is unusual, since most public debate on social security is concerned
primarily with the adequacy or inadequacy of the benefits, not with the system
through which they aré paid. Ho@ever, it is justified since the operations
themselves have been coming under increasing strain. At the same time, new
technical possibilities are opening up. If used sensibly and imaginatively,

they should enable us to develop an improved system and to provide better service
for the public, more interesting work for the s%aff, and greater efficiency for

the tax-payer.

The work of analysing the present system to see what improvements might be made
is still at an early stage. This document outlines why a strategic approach to
the administration of social eecurity benefits is necessary and explains how we
propose to develop detailed proposals. We see wide consultation as an essential
part of the exercise, and as a first step I invite comments on the issues raised
in this document from anyone, whether expert or layman, wlohas views to offer or

a contribution to make.

PATRICK JENKIN
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tudy began in ' [t represents an
attempt to look at social security operations as a vhole and to plan the
medivm to longer—-term future in a unified way. an exercise represents
an essential management task if the Department's operational efficiency
to be sustained and improved. This paper reports on progress, cutlines
main issues as they appear at present and mskes proposals for the next stage

of the study.

2. The overall aim and particular objectives were defined in 1977 as followas

"(1) OVERALL AIM:

To review and, if appropriate, to table a plan to improve
the operational methods in use for the administration of
Social Security benefits taking all relevant factors into

account.
PARTICULAR OBJECTIVES:

To develop operations into a coherent comprehensive
system satisfying policy-makers, management, staff
and the public we serve. In particular, the service

to the public should be improved;

Yo ensure the operational macnine as aev2loped 1is
flexibly responsive to changing Ministerial pclicy,
public requirements and initiatives and to changes

in attitudes or staff and Staff Sides;

To improve efficiency, and in particular to reduce
relative manpower costo, by the most effective use

of all resources;

To ensure in particular, in relation to (iii) that btest
use is made of available equipment for our operational

needs."
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derations (see paragraphs 9
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y the decade 1980 to 1990; finally

plan covering all aspects of our ops
nent wi”fhiﬁ +the next 1 ths of an overall
planning operations can be fitted. The result
comprehensive operational system which can
substance during the 1980s. Although the aims are smbitious and far-reaching,

>

they represent a necessary approach to the Department's task.

4, The main activities so far have

4.1 he develomment of a check-lie f desiderata for the future

operational system - listed in Appendix 1. (Tt will be cleer

from this report that certain of the desiderata have been, or
may need to be, reconsidered as work advances);

a. series of special stuvdies 0 particular aspects
operational system. The most significant ones (on

discussed further below) relate tc e future location of

the Department's work, the achi t of the "whole pexrson"
concept (treating people in a comprehensive manner rather
than on a fragmented benefit-by-benefit basis), and the

anasgine ut of chan

Visits have been made to the United States and other countrie
to examine the technology which is or may become available and
to consider what may be learned from foreign experience in

social security operational planning;

a special study is in progress on the scope for more efficient

contributions arrangements

two important operational areas have been or are being studied
undey the anspices of Sir Derek Rayner: methods and frequency

of social security payments and the administration of benefits

for the unemployed;




two studies

a new Branch, MSC6, has been established to carry forward

> P & W
+a3%a AT o
detziled work on the

He This document marks the end of one phase of activity and the start of the

next - the beginning ef detailed work by the new branch designed to prepare

specific proposals for the future strategy, with &s much detail as possible,
including estimates of cost and timescales. Implementation of proposals must
ly proceed in stages, with review and consultation at each cne. Tt is
intended that at each stage of the project detailed proposzls for the next,
within the overzll strategy, will be submitied for approval. Implemeniation
likewise be gradual and phased - the drawbacks of "big bang' changes are

kriowmn.

TES NEED FOR A STRATEGY
During the 1970s the Department faced many changes and additional pressures.
n general, it has adapted reasonably successfully to meet these challenges

and coped efficiently with the huge and complex task of meking 22 million paymenis

week in and week out. Nevertheless, sirains on the Department's overations

became increasingly apparent. Amongst the particular fectors which convinced
the Department and Ministers of the need for an operational strategy for the

future weres-

concern at the increasing complexity of social security
operations., 10 new benefits were introduced during the
1970s, bringing the total to 34. Each has its owm
special rules and each multiplies the complexity of the
total structure. The 1970s also saw the introduction of
New Pensions, the complete re-casting of the earnings-
related contributory system under RENI, and increased
reliance on means-tested benafits - particularly the
highly staff-intensive supplementary benefit scheme.

Some further changes are listed in Appendix 2.




1

concern at growing volumes of work; changes in the
numbers of claims, benefit recirients and benefit
psyments are iilustrated in Appendix 2.

concern at the apparently growing pressures placed

on the Department's staff. This problem was aggravated
by high staff turnover, particularly amongst the crucial

junior grades and especially in the London regions, vhere

annual CO/EO TI wastage rates have been running at 24%,

compared with 14% in the other 9 regions.

growing concern, expressed by knowledgeable outsiders such
as the PAC and PCA as well as within the Depariment, about

standards of efficiency, accuracy and service to the public.

concern that the Department's existing computer systems,
despite their increasingly important role within social
security operations, were not making full use of the newly
available technology. The equipment will need to be
replaced in the 1980s, but simply to replace and upgrade
it in isolation from the rest of the Department's
operations was seen as unlikely to mazke the optimum use

of such technology. (The computer systems are described

in Appendix 2).

awareness that a major cause of the veaknesses of the
Department's operations lay in their heterogeneous and
relatively unco-ordinated nature. While improvements

vere possible in particular areas - and are being actively
pursued, eg simplification of the supplementary benefit
scheme, the introduction of the project on computerisation
and mechanisation of local office tasks (CAMELOT), and the
computerisation of the Newcastle Central Index - the full
potential for improvements was unlikely to be achieved
unlese an overall stirategy was devised into which the various

operational components could be fitted.

finally, an awareness that pressures for change were likely
to continue in the future, and that in the longer term a

more flexidble operational system was needed to cope with

changing demands.




was concerns such as these whic
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Te In the absence of a well-based operational strategy. the Department has

in the past had little option when faced with the need to implement change

(often at short notice) but to rely on the provision of more

illustrated in the graphs included in Appendix 2 which show

in staff numbers and administrative costs in the mid 1970s. Clearly, in the
current economic climate and with the present Administration’s aim reducing

civil service manpower to the lowest post war level, it is essential, when

T LV P e Y e

there is a cost benefit, ic take advantage of up~to-date technolegy tec reduce,

or at least hold down, the costs of DHSS social security administration; %o

e A —r———

create an improved envircnment in which the staff will work, in order
working conditions in offices and to attract and retain staff (because they

see that the Depariment is keeping pace with modern technology); to restore for

the public, despite increased complexily, the accurate and speedy service which

Y

wae gi"en in the late 1940z and 1950s; and to improve infcrmetion and advice

services. These objectives can only be achieved, 2nd future complexities and
demends coped with, if a new operational strategy is developed, which, vhile
utilising modern techniques, has clearly in view all the human factors involved

in operating such a system.
Simplification

8. Effective simplification could assist significantly in the creation of a
more efficient and comprehensible system. Policy simplification lies outcide
our terms of reference. However, simplification remazins a general objective
and we would welcome any that may become possible; for example the study of
contributions arrangements (paragraph 4.4) may suggect ways in which the NI
contributions system could be simplified. Hewever, simplification should not
override other main objectives of the strategy, and we recognise that it is
frequently necessary to strike a balance between this and other aims. In the
past complexity has often arisen as a result of 2 desire to achieve a specific
aim for a particular group, while minimising the total financial cost: the
result has been a need for complex and tightly drawn benefit rules. The pressures
for additional complexity are likely to continue in future - a recent example

would be the decision to tax further benefits. Simplification alone, therefore,

is unlikely in practice to resolve the operational problems. One advantage of
a more advanced future system, making greater use of computer power, would be

that the administrative cost of complexity should be reduced.




Whatever haj the Department will be obliged to invest significant
the 19808 and 1990s, if only to maintain the existing computer
ver the next 4 years some £17.%m is due to be spent on computer

» main Newecast
end of their working lives in the second half o
on replacement will be needed by 1985. I
1995 around £86m (at current prices) would be needed to
e Department's computexr equipment,

programming. This expenditure would

pacities, but would not represent a significant improvement

comprehensive system
that of keeping the
in a number of areas:
10.1 present compartmentalised ways of holding da
involve considerable duplication.
not only would work on amending records be saved but

also accuracy would be improved.

A fast modern communications system would save over-

yments and reduce opportunities for fraud.

It shculd be possible to simplify, antomate or eliminate
many existing manual procedures, reduce the need for
forms and paper, eliminate certain clerical drudgery and

give staff more satisfying work.

Staff wastage might be reduced if technology were used

in ways which increase job satisfaction.

Considerable improvements in efficiency could result from
changes in paying benefits, and further improvementis could

be made by increased use of automated methods.
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How far se, and other potential areas of saving, were
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would largely depend ow far-reaching were the changes to the presen

te the precise cost and benef
on its nature., Estimates wi
firm decisions on whether to proceed are sought. Howeven
ig similar to the alternative of simply replacing existing
machinery with more of the same when its life expires, and if a modern system
nerely manages to reduce the rate of increase in the total cost of administrati
which rose from £52%m to £805m during the pasi > (1978 prices) - it
will represent extremely good value for money.
12, Planning must take into account a number of important constraints:
The future DHSS operational system should be able %o
exchange data with the Inland Revenue's new computer
system., Already the DHSS and IR systems are linked
together for the collection of contributions; any future
move towards a tax-credits type of regime would require

increasing collaboration between the two systems.

The future system should include adequate safeguards -
consistent with cost-effective expenditure of public
money ~ to prevent fraud; to preserve confidentiality
and prevent unauthorised access to information; and

to preserve security and limit vulnerability.

Planning must take account of current financial and
manpower constraints - but should recognise that in
some circumstances short-term investment would secure

longer-term savings through improvements in efficiency

and effectiveness.
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During the periocd of transition there should be no
deterioration 1 reliabilitv o atandariz ¢f gervi nes
changes should be phased in gradually: and there shc
be full consultation with staff and othe
about the transitional arrangements.

13, Social Security operations are under .strain today, and without

w0

subztantial change things are likely to get worse in future. Piecemeal
improvement is unlikely tc suffices for example, while the efficiency of the
computer installations could be improved through the introduction of moxre
advanced machines and better communications within and between them,

could be significant, while operations as whole would remain cumbe

large blocks of work were to remain clerical. It is because of the

limitations of such partial approaches that the need to tackle the problems
moxre broadly i dev a coherent comprehensive system" (para 2 above) was
identified. aj y be a more efficient system, able to respond to

changing demends in a changing environment, making the best use of technology

man
to handle those parts of the work appropriate to it and releasing staff

resources for those essential functions which only people can perform.
III THE CPERATIONAL TASK

14. The ultimate purpose of social security operations is to deliver 2 sexrvice
to tue public, and the need to improve this service was identified (Section I
ahove) as a particular objective. It would be prudent to assume tue phblic
will increasingly expect a more efficient, more comprehensive and more helpful
service than they receive at present, but that no additional resources will be
available., With this in mind, we have analysed our operations from three

angles:
Operational stages

Location of work

e person" concept

Operational stzzes

Most social security business consists of five main elements:

Provision of general advice and information
Receipt and checking of c¢laims;

<

Ascessment and determination cof rate payable;

- 8




"}‘}'Er\;-( el or e {11 % Bahi r‘}'\ 1 enve an one

contributions or liable relative work,
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o1l the operatlio

16, General advice and

subgtantisl improvement in the provision of advice and

The main obstacle is the votential hich staff cost (with

14 43

the cost

- 3 o ) ~ &2 ~
OoNnali pexrson per oiilce

savings could be achieved

must 2lso be examin

a telephone enquiry service, providing freephone aceess ¢

an enquiry point, probably in 2 Regional Office;

.

through outegide

=]

& P8 sicilmd . -
through Viewdata systems such as

cshment of "advice units" in loczal offices

system would only be possible if the necessary staff rescurces

ou!d be provided)

.
/79

low cost methods of enhancing the appearance of local office

o

public waiting areas.

¢+ for understandabdle reasons present methods of

taking claims and making benefit assessments vary from benefit to benefit both

Vo

in the method and time taken. It will te essential in future to give the local

office staff a facility which would help them to resolve queries and process
claims quickly. A balance will need to be struck between what is best done

locally, and what could most conveniently e undertaken elsewhers. Offices

i
will need termimals which allow rapid access to claimants records possibly

supported by training aids and an information retrieval s replace or
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i8 yments: a separate Rayner review has recently been completed on

v

methods and frequency of payments. Discussions on its conclusions are

continuing. It may be necessary to review this area again at a later stage,

)

following experience of post-Rayner changes and the introduction of CAMELOT.

19. Records: the system must provide for holding and giving access to baszic

ocial security data (eg neme, date of birth, correct NI rumber, contribution
record) for the whole of the insured population. Much of this information
ghould be quickly accessible at the point of claim, which in the majority of
cases will be a local offic Because benefits overlap, access toc the records
of other benefits is alsc important. Comprehensive records are criticzl to
sophisticated benefits such as New Pensions. Under present arrangements,
basic records are in some cases held centrally for the whole country (eg NI
pension payments, NI contributions, Child Benefit, War Pensions) and in others
distributed throurshout local offices (eg ”lckn°SS and unemployment benefite,
supplementary benefit). Whether records are fepb manually or mechanically,
they absorb resources. Resources can be released if records can be kept more
econcmically and duplication eliminated. Factors wvhich have to be balanced
include the operational needs and the costs of data storage and of standards
of accuracy and speced of access. The needs of the other Government agencies

(eg the Inland Revenue, which has a traffic with DHSS of over 60 million items

per year) are another important factor.

(ii) Location of work

N Iy o S P e >y

20. The present distribution of social security work between central,

regional and local offices is the result of orgznic change over many years.

The current programme of local office integration will, when completed,

produce 484 ILOs. Even so, the unemployed have to attend Job Centres and
Unemployment Benefit 0ffices {administered by the Depariment of Employment)

to claim contributory unemployment benefit and then (some 50% of them) attend

a quite separate DHSS office to claim supplementary benefit.* Further, some
benefits are administered almost eantirely from Central Offices, eg child benefit
from Newcastle and FIS irom North FPyide. Some benefits invelve both local and

central offices, eg retirement pensions and short-term benefits.

* A serutiny of the delivery of unemployment benefit and supplementary benefit
for the unemployed is currently taking place, under the auspices of
Sir Derek Rayner,
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centralisatior

ve way of doing the wom?, compared with distributing
it around local offices. This was particularly true when
the Department’s present computer systems were first
introduc Large computers can handle complex, high volume

based upon centrally accumulated data. Once such

centres were established at Newcastle and North Fylde it was
cost~effective to attach new benefits where they required
computer processes and where postal communication with

beneficiaries was acceptable.

Benefits related to personal circumstances: supplementary
benefit calls for complex assessment of highly individual
personal circumstances and entitlement can be immediatel;
affected by changes. Localised administration is the only
practical operational apprcach for some aspects of such a
benefit, even when reference to remotely held data is

necessary.

22. It cannot be assumed that the present distribution and location of work

will necessarily remain appropriate in the future, although proposals for change

should be treated cautiously. A study of this issue has confirmed that therse

TR e T IR e T

are very few socizl security functions for which a partieular location, whether
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ite problems to be sorted out

11though leaflets are useful, and teleph

noint
point, :
other electronic systems may have an expanding role to play, they can

never replace face te face contact where personal circumstances have o be

assessed or where personal advice is sought. Similar considerations apply

the
W, L

to visiting, interviswing and examination of records in connection with

collection of NI contribations: 2nd to specialised functions such as

-

investigations of individual cases of fraud and abuse, liable relative work

and unemployment review activities. In some cases there is a balance of

advantage in siting work in one place rather than another: an analysis is

presented in Appendix 3%,

25y The need for a local interface does not mean that detailed records
need be held in every local office, or that ecalculations cannot be done by
remote computers linked directly with the local office.

we need a continued and significant local presence. This being so, it mekes
sense to make these offices as useful as possible. A major objective should
be to vest control of social security benefit activities in the loca) office
wherever possible, unless there are compelling arguments of cost and

efficiency in favour of more remote administration for particular benefits.

24. The future system will need to collect, retrieve, selectively change
and store massive quantities of information; carry out calculations based

on this information; and provide the necessary outputs. A design assumption
for such 2 system ie ithat local office staff must have ready access through
terminale to the information needed to resolve claims or queries presented
to the Department. Even in advance of the detailed analysis yet to be
carried out, it can be postulated that response times of no more than a few
seconds will be required at individual terminals; in fact CAMELOT (see
paragraph 6(f)) above is being so designed. Subsequent processes ~ eg

making payments and updating records - might not need as rapid a response.

25. Approaching the problem from the established base of the current or
planned computer installations, it is possible to identif; a numbexr of
theoretical options for providing a computer communications capability, all

of which take account of developments in technology over the next few years:

T g CT Y Sy e N
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the distribution of data to regions
each with transmission links
offices, The aim woul
ffic to any central computer which might
ired for, say, index worl the maintenance
contribution records.
ure of the central and regional approach

all present or pla

Decentralisation: the 1 ation of computers in everv loeal
P e 410118 LNe 1LOoCatlo? P, ,\,\.)».4.1 R e - in € ) 100Cal
office holding records for claimants dealt with a2t that
office and linked

func

these options has within it a n »f possible variants, znd it
ailed consideration of objectives,
practicability and cost the most feasible system outlined
characteristics of more than one of the theoretical options.
will have advantages and disadventages and more work on their implic
be needed before o firm decision can be reasnad. This is the central issue
which the work of the new branch mentioned in rara 4.7 above will be directed
months; with appropriate independent specialist assistance.

the cominy

(iii) The "whole person" concent

3

27. An early study suggested that a major drawback of the present organisation
of werk is the tendency to treat individuals in a compartmentalised, benefit-by-
benefit way, rather than ae a "whole person" who may have a range of entitlements.
The ideal would be that onec claim would lead to the combined vayment of 211 the
benefits to which that person was entitled; that advice about all benefits would

be available at a single point; 2nd that information about chan zes of circumstances

ngie
reported to one specific point would be applied without further action by the

beneficiary to all processing points.




approach, however, would requi:

neive system and would make unrenlistis Acmands on the experi
training of staff. Experiments with multi-purpose means tests have ghowt
how difficult it is to deal satisfact torily with the needs of different
benefits in one claim form. The need for an ideal system may be fairly
limited in practice, since most claimants have entitlement to a linited
number of benefits at any one time. In numerical terms the most imporian:
area of benefit overlap is that between supplementary benefits and other
benefits. Arourid 60% of supplementary benefit recipients are also in
receipt of national insurance benefits and over 40% of supplementary benefit

recipients below pension age receive child benefit.

29, There are, however, a number of ways in which it should be possible

to approximate more closely to the "whole person" concept. The need for
improved advice znd information has been discussed above. Suggestions have
been made for extending combined payments of benefits and this will be
considered further. A major step forward would be greater integration of
coniributory and supplementary benefit work, so that claimants did noi have
to attend different parts of the office (or even differcnt offices) for
different benefits: one possibility might be a "client group" approach, in
which all the main benefits, whether contributory or non~contributory
designed for a particular grow (the retired, disabled, unempioyed, sick
etc) might be administered together. It is by no means clear that this
approach would resolve the issue; but however done, improvement in

is a central aim of the strategy study. Such changes would ve primarily
organisational rather than technolngicral - altheugh it micht be un

to expect counter clerks to cope with a significantly expanded range of
matters until they have conciderably greater technical assistonce.
Technological developments, however, should very greatly assist in improving
this aspect of service: the main requirement will be comprehensive data bases

and a modern communications system allowing easy access to them.

30. Bringing together the results of the three analyses it seems clear that

we should aim at a system that will -

(a) provide the public with ready local access to the whole

system;

provide the staff at the local office with ready access

to data bases;




ensure that benefit payments

romptly.

point of contact with the public is critical

payments made and recorded, is much less important

PEOPLE AND MACHINES

en invented we should still need an operationsl
| not be very different from those set out on
.

the co-operation

onsultation wi

o
the contri Gl they cou make extends far bey

managemen uld not hope to get far vy

Technological progress has made no difference

truths, but it has made it rather more difficult to keep them steadily
In the last five years
ated a great deal of anxiety. ' e sam ime, a numbe f promisin

computer applications enc
at the implementztion stage. Unions felt forced %o
Just recently however, there have been signs of better vnderstan
gides. Computer manufacturers, for example, emphasize the critical importance
of the staff dimension in : erature and sales talk., Some union leaders
have begun to encourage employees to take purt in joint development commiitees.
In their 1979 report on "Employment and Technology" the TUC agree that industiry
has no option but to adapt to new technology as quickly as possible. However,
they are natuvrazlly concerned about the effect on employment and they stress
that introduction of new technology should be preceded by full consultation
with the work force. Management and unions are realising increasingly, not
merely that they cannot afford to igmore technological advance, but also that
neither can take full advantage of it without careful study followed by
consultation and egrnement with each othex.
33. The main guestion for both sides is that of the degree of computerisaticn
to be aimed at. For management, the limitations are both practical and human
ones: those of cost, efficiency, reliability, and so on, and problems of handling

the impact of new technology on staff and unions. For the Civil Service unions
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to move forward, because in the long run -

the public will not acce a service which is inferiocr to the service provided

% ther agencies. or by social cecurity administrations in neishbouring
0oy othexr agenclies, or oy oclal Se€ \.‘LRJ.J.-I-‘\ MiN1sSTYaTtions 1in neiznpouring

countries: and in the long run there will be no jobs for clerks
use computer terminzls. The accentance of chance by the staff

success. It can be achieved only by their continuous involvement

consultation from the beginning of the planning stage.

34, DH?S has a bettexr re the ration with the unions.

have now taken a new step with the Departmental Staff Side in establishing a

Joint Committee - chaired by a Deputy Secretary - with the following terms of

A

reference:

"To provide a forum for consultation between management and

gtaff interesis on the long term social security operational

strategy study".

35. The Committee will not formally negotiate or decide on specific matters
already dealt with elsewhere such as pay., grading or the ap
technology; it would, however, be able to identify any

ieing from the new operational system and remit them

ar
negotiating forum. Its main purpose will be to enable staff and their

represcntatives to take part in the process of developing a new operational
strategy and to asree arrangemenic for keepine all members of staff who might

be affected by changes in touch with progress.

36. The issues to be discussed in this forum will range widexr than "people
and machines" but under this head it would seem sensible to start with basic

questions such as "Is any further automation required?" before proceeding to

others like

- what is the right relationship between man and machines?

in what specific ways can machines be used to improve

job satisfaction?

what are the training requirements?

and staff stand to gain from computerisation,

I I e

Arm

BT
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- how can

and to allon

There is considerable interest in the new strategy among staff
as well as at Headouarters a the Central Dffices 1is interest
7 =
an important
to provide opportunities for people to learn what

Nevertheless it would be unrealistic to expect all

enior management to earn

s : i, . s : ;
it is a sens > ana coherent mamner. This may reguire from

management 1 staff representatives an alteration in their avprozch to

-

negotiation and discussion in this area. t is better to recognise this and

staff from the outset.

WHAT TECHNOLOGY HAS TO OFFER

generatio compute uipment will reach the
working life over the next decas In the absenc f any across-the

. 8 Wi v

replaced with more modern technology, but within dro

operational structure.

economy and service to the public discussed above.

be drawn on to contribute to these improvements?

39. The pace of technologieal change, as it affects data nrocessing, will continue
unabated during the next decade. Automated systems are likely to become cheaper
and offer new and more flexible methods of dealing with administrative problems.
Particularly noticeable recent trends have been:

inerezsed computer power;

improved reliability;

increasing miniaturisation;

growing coavergence between the hitherto separazte fields

of computers, telecommunications and office equipment;

immediate and random access to and retrieval of datas

rapid transmission of data;

growth in the use of remote terminals;
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tional moves towards standardisation.

- 1 3 ,I - ‘
40. Although the price/performance ratioz of computer haxd
continue to improve throuch the 1980s, assessments of the overall

future computer systems are more difficult to make because of uncertainty

|9 1ot &

about two major components - software and data transmiss Expenditure

on software and services is likely to increas
proportion of total computer system costs. he Post Office are plannin

gsubstantial improvements in data communication facilities: these will involve
heavy capital investment, and until pricing policies are announced for the
new range of facilities cost comparisons with existing methods cannot be made.

$4x
(o]

It is, however, both the aim and expectation of the Post Office that unit

Ly

fall in real terms. It is already clear that the existing range
the Department will be available at lower
ear at present, although the signs are favourable,

the extent to which new facilities can be introduced within the present ox

a reduced level of administrative expenditure.

41. There are a number of specific areas hi technical advance could

greatly assist the operational system:

display units (VDUs) has fallen gtead

pogsible to site within a local office a number of VDUs
with a small but powerful controller which offers

routine validation, correction and transmission facilities.
Storage, printing and some programme functions may be
added to provide a degree of autonomy. Advances in memor;
and logic will make this type of device even more powerful,
and should permit the data to be processed locally, for

example at the point of enquiry or claim.

Improved data transmission will provide a speedy, universal
and high capacity method of passing data from one location
to ancther. Developments in communications eguipment will

provide mure accurate and secure transmission. aigh speed




and ¢
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The replacement of mechanical componen:
ones will make printers and
laser "page" printer shoul
tal computer

used to notify cla

and cmmplionicé decisic

today magnetic disc ies price-competitive with magnetic

: o . .
medium for data storage Datz on diee ean be

to permit rapid a2 elective access for computer

rocessing and termina opposed to the slower,

access to data held on tape. his allows systems
CAMELOT to be desigmed with response times at
individual terminals of

1sive "mass storage"

ogy already exists to

permit a shift from serial "batch processing" operations to

i v

P——

more responsive system: 2llow immediate access %o data
and permit mot ser to interrogate and alier central
records., 380U routine validation, swift
communications and fast access to data, coupled with
distribution of computer power, is the most marked trend in
computing ftoday, and the advantages it can offer in meetin

the needs of the Department are potentially very great indeed.

:

Television based informaticn services such as Prestel and Ceefax
will Influence our methods of dealing with social security

clients {see para 16 above).

Micro-electronic technology will have a much greater impact by the mid-
"Chip" technology provides two of the most formidable charac

omputer - its memory and its logic. Advances in th echnology will
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rt-clerical, part- mechanized system,

the Department have to contact

nature Retirement pensions

on the
child benefi

Then

ts

there paid and recorded locally.

tem using tt blished national insurance number

all

8YS

social security information about an individual will

forward. It should make possible further step of using

- 4
member to

HOC

from a of the public the record relating to

the Department.

X

44. sort of technological advanc

could

accenrate and comprel

collection of all necessary informa

and more

speedier

reduction in the nec

of circumste

moxre sescope

one indiv

Ay 4
avments:e
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reduction in paperwork CQDHCQQCHt

raduction of overpayments where these

to match information in differ
1is technologsy affect specific activitie:

which

are or may

feapible

over

possil

different

from Nor

claimants and others
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One third of the cost of administering social security benefits

is incurred in mzking payments _ study by DHSS

under the auspices of Sir Derel er proposed eccnomies here
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posals for

4  Lrun
301 rnowvm
v A i

system and
further tlanning document
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1982 onwards

Implement computerisation of Index (during

Review CAMELOT and agree on nationzl cove

Produce detailed specifications for system components (1982-83)
- . - — - s J

v

Plan prccurement, conversion, inst ati and’ implementation

Procurement, installation,




5O Success with
a future system by
operations and their in
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a change from the present policy of

nter systems. A central authority is reocuired
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programming and documentation standard:
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51 As preparati

worthwhile may

include:

A proposal with broad costs

operation including ite oxe:

Proposals with det

C.
of the next review period,

improvements which can be implemented within th:

The review process should be undexrtaken
produced and should include a re-examination of
plamning had been based.
Publicity and Consultati

52. Changes in social security operations

documens?

T}

carefully planned

so that they can be introduced systematica rer a long period without

detriment to standards of service during the process. The Department

steps to strenscthen its capacity for planning, designing &

A

najor programme of change discussed above.
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L

1d implementing
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37 -+ o T el Ty AT -~ ) 3 . L 4. N
C}lE(rrL L.[»‘J',L‘ (-).!‘ DJ’JA\.‘- ID.~,vi‘11 ;’J‘.'/’L <= '13-"3{-.1 O:) i I PARA L D}
This appendix sets out the s desiderata ccntained in the second

the Social Security ODPPRﬁlOLn utwafo"v Study Working Gro
then Steering Committee.

report of

amended by the

1. The Whole Person Concept

1.1 All relevant data about the person concerned held by the Department should
be readily accessible at the point of enquiry or claim.

1.2 The records ouses (and other people with adult dependants) should be

N
o
suitably cross-indexed, care being taken to avoid criticism of interfering
obtaining unnecessary information.

1«3 Child Benefit reccords should be cross-indexed toc the records for both
or other appropriate adult.

1.4 Notified changes of circumstances should be rela yed where appropriate
related payment, awarding or record points.

1.5 Records should be a"rangod and communications developed so that .1 to -.b4
become possible.

1.6 Where from the Department's stand point it would be more economical to
combine payments then this should be done: otherwise 1t wvould be necessary to ascertai
what the customer wants and needs and the cost of providing it.

1.7 The ability to give a claimant advice and information about & wide range of
benefits (perhaps not only DHSS benefits) should exist.

2. Service to the Public

2.1 Coverage must be such that for people who need, or whése claims require, a
face-to-face contact, a contact point is within reasonable distance except in
remoter parts; for the rest, a good telephone enquiry service should be provided.
(Note: this criterion by definition embraces unemployment benefit)

2.2 The standard of accommodation and furnishings. particularly in the caller
areas, where contact with claimani.: occurs should be improved.

2.3 At a minimum, each contact point should be able to give accurate up-to-date
advice on all social security benefits and contribution aspects. In the longer
term, the same contact point should provide advice on DHSS and Local Authority

administered benefits. Procedures and contact points should remain as constant
as possible.

2.4 The speed and accuracy of response to enquiry, claim, etc, should - with due
regard to cost-consciousness - aim to match the best given by other large scale
organisations and in cases of hardship or emergency should be very rapid indeed.
What kind of contact points should be provided, how staff can have access to

information, and how staff can be trained toc match this aim all require very close
consideration.

n
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2.0 ©Standards of performance should be defined as far as possible and performance

monitored with special reference to comprehensiveness of advice, courtesy and
humanity.

2.6 Staff should be given adequate training, supervision, and equipment so that
set standards can be met.

2.7 Departmental leaflets and forms should be as simple and straight forward as
possible and efforts should ensure that the public at large is better advised than
now of the benefits and services available and how they may be obtained.

More generally, the system should be capable of adjustment to match any marked
trends in what the public regards as acceptable: this may at times allow for

lessening of official work.

3. Efficiency/Use of Resources

5«1 Future operational systems must involve improved communications; investment

is essential even though the immediate effects may not show a positive cost/venefit
result. Account should be taken of the opportunities offered by recent develcoments
in the computer world so that, in the longer term, the system would be less labour
intensive.

2.2 The systems must have due regard to cost consciousness as well as effectiveness.
For example, within the existing complex of central, regional and local offices -
and with due regard te the needs of the public - work shouid be located where it can
be most efficiently dene. ’

3.3 Proper regard must also be paid to security of information in the interests of
the individual citizen, prevention of fraud, and the provision of back-up facilities
against breakdown, whether due to acts of providence or of the staff.

3.4 Arrangements should exist for the regular review of the procedures involved in
each benefit, of the way it fits into the general procedural and organisational
structure and the costs of the operations involved in each benefit.

3.5 1t follows that much more information on the costs of administering benefits,
as a ready tool of management control and review, must be developed.

WA Y T et

L, Staff Relatio

4.1 To involve staff and Staff Side in developments from an early stage.

L.2 To encourage, obtain and maintain staff suppert for the changes which are
proposed.

4.2 To structure change so ac to improve, or at least not to reduce, job satisfaction,
to provide and use equipment so that, as far as possible, machine assists man rather
than the converse, and to space out changes to allow staff adequate time for proper
assimilation of new work. b

L.4 To provide training which explains the Department's aims and the advantages of
the new technology so as hetter to equip staff to advise the public.

4.5 It is important to give staff sufficient time to assimilate changes in

-

instructions: a slower and more orderly introduction of new procedures might,
therefore, achieve better results.




5.1 VWhen developing systems “lerical and ADP - ¥

in as may be necessary { nt the incidence of and scope for frau

payments. >

5.2 All local office staff should be alert to fraud possibilities, and specialist
staff (at LO and/or RO) should develop expertise tc assist the prevention anc
identification of fraud.

5.3 All relevant Social Security information held within the Department should be
accessible at the point of claim.

5.4 The development of a central index and the use of a single reference number
(ie the NI number) for all dealings with the Department is considered to be
essential.

5.5 Every encouragement should be given to developing systems for paying benefit
direct into bank accounts.

6. Payment Arrangements

6.1 The frequency of payments should be eramined with a view to securing a
reduction where this would be acceptable and operational savings would result.

6.2 The Department should concentrate on developing a system of payment by direct
bank credit and encourage people to adopt it. 1In doing so, however, the effect on
he Depertment's encashment arrangements with the Post Office needs to be borne in
mind: order books will still be needed, at least as a fall-back method of payment,
for the foreseeable future.

6.2 VWhere sensible, payment of benefits paid to one person should be combined; but
care would need to be taken to ensure that adequate explanations of the make-up of
the payment were issued. : !
.

6.4 Any payment system needs to be quickly responsive to notification of changes
of circumstances.
€.5 With due regar

1€

previde the publ

~ % D A+ -, o -~ - L . & ~bpaed 2
2 aDOVE and o operacing COGis, wne ¢ ondu.iu

a tu th
with a reasonable choice of method of payment.

6.6 A responsibility for overall policy on payment matters should be allocated in
Headquarters.

. Relations with other Government Departments and other Public Apencies
? I g

7.1 To develop and, where necessary, to establish working contacts in other
Government Departments and Agencies, so that the development of the DHSS system
takes account of their situation, problems and intentions.

1

7.2 To identify areas in which the impact of such matters is (or should be - eg
Local Authority Social Services Department) significant in our affairs, so as to
ensure that allowance is made for it.




APPENDIX 2

1. This Appendix provides certain basic information on recent changes in DHSS
staf{ numbers, computers, worklcads and edministrative costa.

t

STAFF NUMBERS
2. Changes in DHSS staff numbers over recent years are illustrated in graphs 1 and 2.
COMPUTERS

5. The Department's use of computers for Social Security tasks dates from 1959.
Major installations have been established at Newcastle Central Office (covering
installations at both Newcastle and Washington), North Fylde Central Office, Reading
and Livingston. The growth in ADP staff is illustrated in graph?2 , and the growth
in computer-made benefit paymenis is illusitrated in Tables 1 and 2.

4. Newcastle computers maintain the contribution record of 47 million insured
persons. 357 million itemes of contributions information are received and proccessed
each year, and the computer file is searched daily to answer queries received from
local offices. These currently average 60,000 per day. The records of some

94 million pensioners are also processed daily to give effect to changes and to
mzintain continuity of payment. About 100,000 pension order books and 20,000 payable
orders are produced each day. The Newcastle machines aleo handle the work of
accounting for the 100,000,000 or so Giro orders issued each year in payment of social
security benefits (Table 2) and process the payroll for the Department®s 94,000 staff.

5. The Washington Computer Centre deals with Child Benefit awards and payments,
paying allowances to more than 7 million families and maintaining records of more
than 13 million children. It is also responsible for producing 15,000

Social Security statistical tables each year.

6. The installations at Reading and Livingston are primerily involved with the
payment of Unemployment Benefit and associated Supplementary Benefit. The Centres are
connscted on-line to local Unemployment Benefit Officee (administered by the
Department of Employment).

7. The Morth Fylde Centrsl Office has two ICL computers carrying out a variety
ol taske. In addition to wajor tasks on the Health side of the Department, they
iesue payments for War Pensions, Attendance Allowance, Mobility Allowance,
Housewives Non-Contributory Invalidity Pension, Invalid Care Allowance and
Industrial Death Benefit.

8. A further current project (CAMELOT) is concerned with the application of
computers in local offices for the payment of sickmess, invalidity and supplementary
benefit. It is envisaged that the pilot project should go live in 1981, with a

view to poeeible national implementation during the mid-1980s. The Newcastle Central
Index of contributors is also being computerised and should be operational by April

1982,

i




DEPARTMENTAL WOBKLOAD

~ . " . ' : S
9. Tables 1 tec 3 below illustrate changes in cexrtain aspecta of the Departments
workloads

TABLE 1 : ORDER BOOK FOILS ENCASHEI
MILLIONS
75]1975~16 [1976-T7

Total Foils
Encashed

Poils Produced

Mammally

Foiles Produced
By Computisyr

% of Computer
Produced Feils

x Esgtimsted

The introduction of Child Benefits in April 1977 largely accounts for the increase

in manually prodvced order book foils in 1977-78 and 1978-79. The production

of Child Benefits order bock foils by computer was phased in from April 1979. This
explains the marked percentage increase in computer produced foils in 1979~-80. However,
the figures are based on estimates and should be treated with cauticn.

TARLE 2 : GIROCHEQUES ENCASHED BETWEEN 1972-73 AND 1978-79

Total

Coumpuier Frodnced

(Reading,and Livingston
)

from 1978)

Manually Produced

% Produced by

Computer

»*
TABLE 3 : CLAIMS TO BENEFIT AND NUMBERS OF BENEFIT RECIPIENTS 1970 TO 1978

197275

56.3

408

Claims to Benefit During Year

Number cf Benefit Recipients
on & Given Day

1973-74
68.5

3.6

1970

23.7

7.2

1974-75
78.0

4.5

1971

22,7

17.8

1972
3.9

17.9

MILLIONS
1975-76
98.5

10.7

87.8

10.9

1976-17
113.5

14.7
98.8

13.0

MILLIONS
1973

Sources: Speial Security Statistics and the Department's
2 =

1574

21,5

1975

22,6

18.4

1977-78
116.1

2307
92.4

20.0

1976
24.7

19.0

Annual Rerorts

1978-79
1131
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"inputs” (claims) and “outputs® (payments)
tion of the ol'\:1253;?.3 in ti Jner
crucial changes in the nat and complexit
operational £ ong in the 19702 in
intreduction of 10 new benefits;
recasting of contributions work under HNI;
- recasting of the pensions ascheme under New Pensions;
replacenent of Family Allowance with Child I~nw??+;
introduction of ennual (scmetimes more frequent) be:

/
introduction of varicus temporary schemes {eg dbutter

4

-

replecement of Milk Assisted scheme;
changes from menual to computer method:

These are just some of the more striking ch anges which have occurred. The effect
has generally been to increase the complexity of cper: ns and in many instances
to add to the overall work of the Depariment.

ADMIRISTRATIVE COSTS

@ Department's overall administrative coets are illustrated in
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SOCIAL SECURITY STAFF IN POST
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69)/0 70/70 TY/72 12/13 13/74 14/15 15/16 16/11 11/18 18/19  19/80
Adjusted to Autumn 1379 pay and pricee
Figures include DHSS pay, DE pay, other DE and DHSS costs and other Government
Department costs
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Thﬁ ‘ollc“ln“ tables give an at-a-glance summary of the location reeds
of each of the principal stages of the various benefits. and contributi

- x o am . S - 5  Tol Y . 7ol 2 AT R
pro:c:dcs‘ he Uo,u«ieu argunent supporting the conclusions is given

the report where the item is of major significaice
contained in Appendices B - I (which are availuble

The symbols used in this summary are follows:
Compelling reasons for processing locally
Balance in favour of processing locally
Compelling reasons for processing centrally
Balance in favour of processing centralil

Could be located anywhere (¢lerical

Could be located anywhere (computer wnrocess

either now or u“C101}atGd within the next
ten JP rs)

1. MEANS TESTED BENZFITS

Function

, s

e, otlierwise [P

under separate cover).

Claim
. . . &
investigation

Yerification
Assessment
Computation

Paynent

~-

O D 0OPrp

Review/
changes

Special aspects/
difficult cases

2. CONTRIBUTICNS

Registration
- investigation

- verification

« creation of
record

Collection

Sorting to record

Location of record

*NOTE: The term "*Claim
investigation” is use

in this su=mary to cover
the collecticn of infor-
mation necessary to
decide entitleszent (ocawr

than contribtution record).
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ITYMY

JUTICHS (continued)

Jueries on contributions
record
= which can bhe resclved

by a check of the
file/index

which require local
invectigaticn but not
necessarily by visit
or interview

which can only be
resolved by visit

interview

Compliance work

3. SHORT TERM BINEFITS

Function

Clain :
investigation

Shuttle
Rating
Conmputation
Fayment

Review/
changes

Special aspects/

As €S a4+ Ancae
Madsavauldey Ao o

4. CHILDREN'S BENEFITS

Function

Claim
investigation

Documentation * *NOTE: The term
"Documentaticn"
Rating is used in this

: summary to cover
Computation sight of cert}fl-
cates etc ne=ced
Payment | to support the
clain.

Review/changes

Difficult cases




Claim
investigation

Documentation
Shuttie
Rating
Computation
Payment

Review/
changes

Special aspects/
¢ifficult cases

6. WAR PENSIONS/BZNEFITS FOR THE DISABLED

Function War Pension HNCIP Dis Ben
and Sun s (inc SHA etc)

Claim
investigation

Medical
criteria

Rating

Couputation
Yayment

Review/
changes

Special aspects/
difficult cases

T AN T Y S R (T SO S Y RN 1S




