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Gains

Public: more efficient service; fewer errors;

Government: 20-25,000 staff savings; fewer errors;

systems.
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Staff: shift of focus from paper t »eople; more job satisfaction.

Costs and savings

over 20 years, £900 million > S - on social security computing anyway

Full strategy would t £700 millic .xtra and would produce extra savings
of £1,900 million. Strategy ys £« tself by 1993, Financial approv

would be sought

More limited approaches are possible, Dbut jo not provide same level of savings
and other benefits e strategy could be stopped or change direction along

the way

Next st

Publish Working Paper II for consultation. Review and first implementation

ljecisions early 1983.
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INTRODUCTION

Ir, In December 1980 DHSS published a working paper entitled 'A Strategy for
Social Security Operations'* (referred to below as Working Paper I). It
pointed out that social security operations were under considerable strain,
which was likely to continue, but that advances in computer and telecommunica-
tions technology were creating new opportunities for advance during the 1980s.
The broad aims which the paper suggested should be followed may be summarised

as:

to improve operational efficiency, reduce administrative costs and
increase the flexibility of the operational system to respond to
changing requirements;

to improve the quality of service to the public, eg by treating
customers in a less compartmentalised benefit-by-benefit manner and
more as 'whole persons' with a range of possible social security
business; and by improving the provision of information to the public;

to modernise and improve the work of social security staff; the
paper suggested that it would be important to involve staff as
closely as possible as the strategy developed.

.2 These broad aims were elaborated in a series of more specific desiderata
of a future system. The paper recognized that not all the aims could
necessarily be achieved in full: the whole person approach, for instance,
might in practice prove too expensive and complex if carried to its limit.
Trade-offs would be necessary between competing objectives, and a number of
important constraints - including constraints on finance and manpower - were
noted. Nevertheless, the paper concluded that a piecemeal approach to
improving social security operations was unlikely to meet present and future
needs of the system and that an overall strategy was needed into which
individual plans and developments could be fitted. The result should be a
comprehensive operational system, meeting the broad objectives outlined above,

which could be implemented in substance over about the next decade.

*Copies available (price £2) from: DHSS (leaflets), PO Box 21, Stanmore,
Middlesex, HA7 IAR




3. Although Working Paper I stressed the need for an operational strategy,

it did not attempt to specify one. Instead it called for more studies

leading up to a further report which should contain proposals with broad

costs and savings for an integrated operation including the organisational and
human implications; the outline of a phased plan for implementation; and
proposals with detailed planning costs for work up to the end of the next review
period, including costs and savings for improvements which can be implemented
within that timescale. These recommendations were approved and this report
attempts to fulfil them. It has seemed best, however, to concentrate on the

strategic framework. Detailed proposals about the first projects will be coming

forward separately.

4, The main activities of the Strategy Study Team, since the preparation of
Working Paper I, have been consultation, fact finding/analysis, and design.

Additional information on a number of aspects is provided in the Background

Papers listed in Appendix 1.

Consultation

2 A number of discussions have been held with outside experts and

organizations, including:

a two-day seminar in January 1981, chaired by Mrs Lynda Chalker MP,
the then Parliamentary Under-Secretary (Social Security), at which

the participants included individuals from industry, public
administration, the computer world, DHSS unions, and the universities;

the report is available (Background Paper A);

individual meetings with a number of suppliers of computer,
telecommunications and peripheral equipment;

discussions with organisations concerned with social security
claimants' interests. A summary of the main points to emerge is
in Background Paper B;

discussions with organisations, in both the private and public
sectors, who have had experience of introducing large-scale
technological change;




contacts with computer experts, at meetings, seminars, etc;

_ discussions with other Government Departments.

6. Many detailed discussions have also been held within DHSS and with the
Department of Employment (DE), including consultation with all the main

social security policy and operational branches. Discussions have taken place
with the DHSS Trade Union Side, who were also represented at the two-day
seminar mentioned above. Finally, a number of individual members of staff have
contributed their views in response to circulars, in the course of visits by

Strategy Study Team members and at training courses and seminars.

/s We are grateful to all those who commented on Working Paper I or contributed
to discussions on the strategy. Most endorsed the broad aims, particularly
the need to improve advice and information and to provide a more 'whole person'

service; and the importance of trade-offs between objectives was recognised.

Fact Finding/Analysis

8. A principal activity hs been the analysis of the functions and data for a
number of benefits to identify commonalities and duplication of data in the
various benefit systems. Allied to this was an examination of the procedures
for assessing and paying various benefits, to establish what commonality there
was between procedures to achieve similar ends but carried out in different
ways in different parts of DHSS and DE. This data and functional analysis work,
whose methodology is described in Background Paper C, is not complete but is
sufficiently advanced to enable some firm comclusions to be reached about the
changes which need to be made, over time, to our existing benefit systems to
achieve two particular objectives: improving operational efficiency and moving

towards the whole-person concept discussed in Working Paper I.

95 In parallel, the rolling programme of studies of the operational aspects
of individual benefits (Working Paper I, paragraph 4.6) has continued. Six

studies have been completed covering ten benefits. Total potential savings

of about £10 million a year have been identified.




10. Studies have also been completed on a range of other relevant issues,
including recent computer technology; data communications; the views of
claimants; and the human and managerial implications of large-scale techno-
logical change. Special studies were carried out by Logica Ltd on the
location of social security work and by the DHSS Operational Research Service
into future scenarios for change, the costs of change and the costs of

alternative numbers of computer centres.

11. Strategy Sub-Groups have been established to consider the scope for
improving advice and information to the public and the needs and role of DHSS

Headquarters within the strategy. The Advice and Information Sub Group has

presented its first report (Background Paper D).

12. Costing the strategy has been a significant exercise in its own right
involving projections of future work-loads, sizing of hardware requirements,
analysis of staffing activities, assessment of savings potential and the
development of a risk analysis model. Substantial assistance was provided

by Software Sciences Ltd and Logica Ltd.

Design

13. The Strategy Study Team has also been assisted in the design work by
consultants from Software Sciences Ltd. This report presents the main
conclusions of that work. In particular, it specifies the features of a
proposed strategy for future benefit operations and, in outline, a way open to
DHSS and DE for achieving it. It embraces all social security operational
matters dealt with by DHSS, together with the administration of unemployment
benefit by the DE. Attention has been concentrated on how contributions and
claims to benefit are processed and paid, and particularly on the records and
communications involved. However, we have also borne in mind the broad
functions and requirements of other aspects of social security administration -
including advice and information, human factors and management information -

and where possible have taken them into account in our conclusions.




IT THE FUTURE STRUCTURE

14, When the broad aims outlined in Working Paper I are closely examined in
the light of the technology now available and of experience in applying it
elsewhere they imply a number of features which we believe should form part of
any future operational system. This section describes the most important of
them. It will be vital throughout to adopt a 'modular approach' - ie it should
be possible for different parts of the structure (data, communications, machines,
application software etc) to be amended or adapted separately without
repercussions on each other; and for each in turn to be broken down into
independent components which can be changed with minimum disturbance of the
others. In addition it will be essential to adopt wherever possible nation-
ally and internationally accepted technical standards, to ensure compatibility
throughout the social security system and to minimize the difficulty of

adapting to meet future needs.

Data

15. The DHSS and DE need to maintain a very large number of records. Many

are in computer systems but more are contained in manually operated index

systems and in conventional files in local offices. The amount of data held

.

and the number of records maintained is much higher than, theoretically, it
need be. The DHSS holds some information for almost everyone in the United
Kingdom. Records are kept of children and their parents or guardians for child
benefit; details of national insurance contributions are held for the working
populationj and the elderly appear in the system by way of retirement pensions
records. Further records are kept for the administration of each of the other
benefits. As a result, more than one record often exists for an individual

and the personal data - name, address and date of birth - are frequently
replicated. These personal data items are held on average more than five times
(excluding dormant records which would considerably increase this figure) for
the total population of Great Britain. Furthermore, the information about a
person in these various records may be inconsistent as events are recorded in
different sytems for different purposes at different times. This situation has
arisen largely because the benefit systems were designed to operate

independently, each with their own files.




16. Procedures have been developed for notifications from one system to
another when there is a particular need. For example, details of an initial
payment of supplementary benefit may have to be notified to the unemployment
benefit system or to the sickness benefit system in order to avoid duplicate
payments for the same period. (Some 600,000 notifications were made in 1979).
On the other hand, many events which should desirably be notified from one
system to others are not. Reliance is often placed on what a claimant chooses
to reveal and on what he believes is relevant. For instance, a variation

of centrally administered child benefit payment might need a revision of any
associated supplementary benefit; but the local office would not be aware of the
change immediately unless the claimant himself advised. And there is
occassionally acute embarrassment when a letter is sent to a beneficiary, whose

death is already known in a different part of DHSS.

17. Thus existing methods of arranging for information received at one point-

in the system to be transmitted to other points where it would be useful are

unsatisfactory because:

(a) a notification is not usually made at once to other systems;
activity elsewhere may therefore be inconsistent and in error;

(b) even when some evidence exists to prompt a notification to another
record, it may not always be recognised and acted upon because of the
complexity of the clerical systems and procedures;

(e¢) when an initiative is taken to pass on a particular item,
subsequent changes may not be similarly conveyed, thereby causing

discrepancies and confusion;

(d) a notification, even when made, can be subject to mistakes in
transcription and loss or misdirection in transit;

(e) in many instances a response is needed from another system before
action can be completed; this introduces delays, double-handling and

other inefficiencies.




18. Further problems are caused by the variations in the way the same detail
is recorded in different systems. For instance, the identifiers used in
records - typically the name and date of birth - are stored in different

and cannot always be matched with certainty. If the various records for
individuals are in future to be linked and readily updated from a single
notification, it is essential that data formats should be standardised.
standards would need to be applied throughout DHSS and DE and this leads

the conclusion that it is a task that should be controlled centrally.

19. Even if the definition of data is controlled centrally, there are

essentially two ways of overcoming the problem of inconsistency. The first
would be to continue to hold records in separate files, benefit by beneit, but
to introduce an additional notification mechanism to keep them in step by
keeping track of the various versions of the data and updating them. To
introduce this together with the essential standardisation of records would

be a formidable task, but it would have the considerable advantage of avoiding
upheaval of the existing benefit-related organisational structure. However,
it would not address the problem of data duplication, which we see as the main
cause of poor data management; it would do nothing to ease the problem of
inflexibility; it would contribute little towards the bettef utilisation of ADP
staff; and it would inhibit organisational changes by perpetuating the bias
towards having large blocks of work compartmentalised benefit by benefit. The
technical problems would include the complexity of the notification mechanism
itself and of arrangements to maintain and control it - software is not yet
available to perform these tasks; temporary inconsistencies in data -
increasingly serious as on-line interrogation spreads; and the inflexibility

of such a system to meet changing requirements.

20. The present data structure, therefore, is not a suitable platform for
development. To solve the existing problems and provide greater flexibility
for future changes there is little choice but to restructure and rationalise
the data. The aims should be to minimise the number of times a particular
data item is stored so that we reduce the complexity of maintaining it and
increase the availability of relevant information to those who need to use

« 1 ¥




21. These aims could be achieved by different parts of the DHSS and DE sharing
the same data instead of each attempting to create amd maintain their own
separate records. This concept of collecting data together and then sharing it
between different computerised functions is known as the database approach. It
forms one of our central proposals. It should be stressed that what is
envisaged is a logically unified system, not one held in a single physical

location.
22. The benefits of the database approach can be summarised as follows:

(a) future options are kept open longer: with a harmonised data

system, for example, it would be far easier to make changes in later
years - eg in response to legislative change, or towards the whole-
person approach - even if this was not needed immediately. Unharmonised
data closes off such possibilities;

(b) the data is more compact and accurate, with less duplication.
This should result in lower storage costs and fewer errors;

(¢) the time spent by analysts and programmers in manipulating

data should be reduced, which should in turn lead to a reduction
in application development timescales and better utilisation of

one of our most valuable resources;

(d) users can be given direct access to information without using
specialist staff;

(e) greater flexibility, because the physical layout and the
'logical' organization of the data, and the application programs
can be largely independent of each other so that any of them
can - to a great extent — be altered without altering the others.

23, In implementing the database approach it will be important to learn from
outside experience. The main issues are discussed in Background Paper E. We
propose that introduction of the database approach should be gradual, with
limited areas of work affected at first so that the techniques can be proved
with minimum risk. This will limit the size of the database in the early years.
But implementation even by this route will involve careful consideration of
design constraints. Relationships between data items will have to be restricted
to allow efficient performance with database usage but still meet as many

requirements as possible for new or changed applications. There may also be

parts of the social security information base which are so specialised and

voluminous - aspects of war pensions might be an example - that it would make




sense to leave them outside the main database. Implementation should build on
continued detailed analysis of social security data and functions, on the lines
described in Background Paper C. To avoid excessive size, the database would

be divided into geographical segments, linked through a Departmental Central
Index (DCI). Strong central data management and new training for ADP staff will
be essential. In such ways the unacceptable risks of sudden change and an
over—large, over-—centralised database can be avoided. To avoid unnecessary
complexity, the normal 'key' to provide access to an individual record would be
the National Insurance number (which can in turn be obtained from the index

if an individual cannot quote it). Other reference numbers for individual

benefits would be phased out over a number of years.

24, We conclude that the co-ordination and central management of data, the
sharing of data between different applications and the database approach is
the right path to follow for DHSS and DE. Implementation could be greatly
assisted by new analysis and design techniques and by standard software which
is likely to improve in range and quality over the next few years. Within the

DHSS there is very little practical experience of the use of database techniques.

Priority tasks for the proposed central strategy team, in conjunction with the

Central Computing and Telecommunications Agency (CCTA) and others, will therefore
be to consider individual data management systems, to identify training
requirements and to initiate work designed to prove the techniques in the social

security environment.

Communications

25. The DHSS and DE use a number of different communications systems and
technologies including the post, telephone, telex (for unemployment benefit)
and British Telecom's 'Midnight Line' (Datalink). DHSS has also been exploring
the use of dedicated leased telephone lines. Each approach is technically

incompatible with the others.

26. Because of the increasing need to provide a better and faster service at
lower cost, modern telecommunications will become much more important. To
tackle the communications problem by putting in special links,

for example between ILOs and UBOs or between ILOs and the UB processing




centres, without an overall strategic plan, would result in a further
proliferation of links and equipment. This would not only increase the
problems of technical incompatibility and cost would create difficulties for
local office staff, who would be called upon to operate different systems at
different terminals. At present the incompatibility between communications
systems is masked by the extensive clerical operations surrounding them, but

with more variants the problem would be difficult to contain.

27. If the aims of the strategy are to be achieved, a fast, all-purpose,
telecommunications network is necessary to link local offices, processing
centres and payment centres and to provide appropriate connections to regional
offices and Headquarters. The network should eventually encompass all aspects
of telecommunications, not just computer data transmission, and thus make

optimal use of expensive resources. This is made feasible by the advent of

digital technology which enables voice and data traffic to be handled by the

same equipment.*
28, The future network:

(a) Must be realistically achievable with commercially available
and proven technology that conforms to appropriate national and

international standards;

(b) must support the probable traffic load with low error rates
(to minimise retransmissions); even where the traffic load is low,
data rates must be high enough to ensure that staff receive swift

responses from the system;

(¢) must be dependable and have good back-up facilities;

*The existing telephone network is predominantly 'analogue', designed to handle
voice traffic using somewhat dated technology. Computer data can be sent on
this network only by making it look like voice traffic. British Telecom are

in the process of converting the telephone system to use modern 'digital'
techniques, where voice traffic is encoded as a series of 'blips', a format
which is also ideal for computer data and enables much faster and more

reliable transmission. A significant digital capability will be available by
1990, but the process will not be completed until after the turn of the

century.




(d) should be capable of progressive implementation, building

up over the strategy implementation period.

29. The range of telecommunications services on which the DHSS and DE could
draw is changing rapidly; the liberalisation of the British Telecom monopoly
seems likely to accelerate the pace of change. Recently introduced services
based on the public network include the Prestel viewdata system and the Packet
Switched Services (PSS or 'Switchstream') for data transmission. A range of
services ('X-stream') becoming available through the growing British Telecom
digital network, and the first privately run service (Project Mercury) will
facilitate fast, high quality telecommunications. The CCTA is also investi-
gating the possibility of a Government Telecommunications Netework to serve
the needs of all Departments. .The underlying technology is also advancing
fast, with such techniques as microwave, fibre-optics, satellites and lasers
becoming avilable. However, we regard it as unrealistic for the DHSS itself
to attempt to introduce these devices: their value will come as and when they

are adopted by the carrier(s) on whom we rely.

30. Prestel would not in practice meet our needs. On present tariffs
(November 1981), PSS appears more costly than a network of analogue leased
circuits, given our heavy and lengthy traffic loads. Nevertheless, it has
attractive features, particularly the capacity for rapid and reliable communi-

cations without the need to set up a major network. Even at current costs,

therefore, it has a potential role as an interim or supplementary method.*

Unless the tariff structure were to change, however, the main network at
present could be most economically constructed using analogue telephone
circuits leased from British Telecom. Nevertheless, as the future trend

is towards greater use of digital facilities, as they become available,

any future network must be designed with the standards and protocols appro-

priate to these superior services.

*For example, PSS might be used as a temporary measure, pending completion of
the leased network; even when the network is established, PSS might

be used for major trunk circuits or other jobs where its technical advantages
justified any additional cost.




31. The optimal network may embrace more than one type of service. A high-
level network linking computer processing centres, where traffic is heavier
and flexibility more important, would make better use of digital transmission
or PSS than a relatively lightly loaded intermediate-level network linking
computer centres and local offices. Within local offices and within computer
centres low-level local area networks will be appropriate, using distinct but
compatible techniques and interfacing with electronic office technology.
Although the detail of the network will depend on the strategic approach

adopted, much of the network infrastructure will be independent of it.

32, A common all-purpose network will only be achieved in practice if
telecommunications are treated, like data, as a corporate resource, subject
to central Departmental specifications and strong management. The
immediate issue for DHSS and DE if a uniform, integrated communications

network is to be established is therefore primarily ome of management rather

than technology.

Functions

33. An innovation of the strategy study has been to consider the things

the DHSS does ('functions') in a cross—benefit manner - rather than in the
more normal benefit-by-benefit way. The advantage of this approach is that

it produces a comprehensive and co-ordinated analysis of the work of the
'"business' as a whole, rather than the partial picture which concentration on
individual aspects inevitably produces. In DHSS, for example, it is
conventional to consider individual benefits, or groups of related benefits,
in isolation from others: the result is to highlight the idiosyncrasies of
particular systems - and to reinforce the assumption that separate operational

systems must be constructed for separate benefits.

34, It should be stressed that the functional analysis concentrates on what
has to be done in the abstract (the 'logical' view) and does not describe
how these jobs are actually carried out (the 'physical' view). The model
produced is therefore highly theoretical. 1In the context of the strategy,
however, this is an advantage since it provides a relatively stable basis for
considering the full range of possible ways in which jobs might be carried

out, now or in the future. However the function is physically implemented

12




- for example, clerically, by batch computer, by on-line computer etc - and
wherever it is carried out, the logical view remains constant. The methodology

is described further in Background Paper C.

35. The analysis so far has concentrated on eight benefits, including the five
largest; preliminary studies have also been made of other aspects, including
the system for recording contributions. In volume terms, some eighty per cent
of the work associated with benefit processing has been analysed. The work will
need to be continued to cover the other benefit systems and extended to other
areas of social security administration which fall outside benefit processing -

eg audit and management information.

36. The analysis has already confirmed a high degree of commonality between
different benefits in terms of functions. Processing any benefit, for example,
involves three main functions: collate evidence, determine entitlement, and
implement decisions. These in turn can be broken down into lower-level
funtions including such items as checking existing evidence, obtaining new
evidence, deciding whether broad conditions are met, deciding appropriate
reviews, notifying and paying. At the lowest levels functions appear that

are special to a single benefit, but it remains possible to view all functions

for all benefits within a common framework.

37. This approach can help:

(a) ensure that all relevant aspects of the 'business' are
considered and - in conjunction with the data analysis described
above - to ensure that the planned data base will support all
functions; it thus provides a central control and support to the data
analysis;

(b) design a system which will be structured in a more whole-person,
rather than benefit-by-benefit manner;

(¢) avoid duplication of effort.

38. This cross-benefit approach should be carried forward from the current
analysis phase into the detailed design of all new systems. Clearly the
detailed re-design and programming of the full range of social security business
is a massive job which will have to be broken down into manageable parts and

carried out over many years. We propose that the primary division should be

by function rather than by benefit. One development team, for example, might

13




prepare a 'payments' package, which all benefits could use; another might
prepare an 'assessment' package, again (in principle) covering all benefits.
There would not be a supplementary benefit system, a UB system, an IVB system
and so on. It will be necessary to define carefully and in detail these
functional 'segments', as we have termed them, and this will be a priority
task for the proposed central strategy team, in consultation with others, in
1982 (see Section III). Each segment would, of course, utilize the common

database and common communications network as necessary.

39. Although each segment should be capable of handling any benefit (unless

any benefits are deliberately excluded), it may not be necessary actually to
process all benefits together, nor will it be feasible in the early years. It

is essential, however, even where a segment applies - at least initially — to one
or to a few benefits, that it is designed in a manner which would allow it to be

applied with no fundamental adaption to other benefits later.

40, The DHSS is not unique in using this functional approach. Indeed,

within Government the CCTA is now encouraging departments to use the techniques
involved wherever new or revised computer systems are being considered. Many
organisations have decided to use the techniques within the boundaries of an
existing sub-system. Where the DHSS is going further is in using the approach
to analyse the business as a whole and, in effect, re-define what the sub-

systems, or segments, should be.

41, One functional area already undergoing technical and procedural changes
is that of benefit payment. The administrative cost of social security
payments represents about a third of total administration costs. The
frequency of payment of some benefits is changing and certain additional
beneficiaries will be given the option of having their benefits paid directly

into a bank account by automatic credit transfer (ACT).

42, 1In view of the substantial cost of the payment function and the recently
available technical innovations including ACT and automated cash-point
machines, we considered the possibilities for major changes in payment methods.
The DHSS is not the sole - or even the main - organisation involved in this
area, since the payments themselves are made through the Post Office or (under
ACT) the banks, building societies etc. Major change therefore depends
critically on what is acceptable and practicable for them as well as for DHSS.

Qur main conclusions are that:
14




(a) payments should be handled as a separate functional segment, with a
common system covering all benefits;

(b) where more than one benefit is in payment, they should be made
together unless there is good reason not to;

(c) order books, giros and ACT are likely to remain the main payment
methods during the 1980's; but eventually - depending largely on the

speed of Post Office automation - it may be possible to offer a cash-point
type payment option in post offices¥*;

(d) so far as possible, beneficiaries should be offered a choice of
payment methods; and

(e) 1in view of the economies of scale which can be achieved in the
production of instruments of payment and of the desirability for

security purposes of separating payments from assessment, payments should
actually be issued from a relatively small number of computer centres,
even if the system as a whole is generally decentralised.

43. A number of other functional changes, with which the strategy would have to
cope, are in prospect. Housing benefit is likely to create new demands,
including better communications between DHSS local offices and local authority
housing departments. In the longer term there may be changes in the
relationship between tax and social security. Already the volume of
transactions between the two systems is immense: around 37 million tax and NI
contribution records are processed by both Departments; the taxation of certain
social security benefits and assistance in establishing individuals' correct

NI numbers add to the volume. The time-scales for the computerisation of PAYE
project (expected to take most of the 1980s) and the social security operational

strategy are similar. It is therefore highly desirable to ensure that data

used across the two Departments are in compatible formats from the start of

both developments.

44. Compatibility would be even more important if there were moves towards tax
credits. We assume that the main aim of such a system would be to abolish
income tax allowances (which only benefit those in tax) and to replace them

with 'credits' payable to those meeting specified criteria. Social security

*This and other possibilities should be pursued with the Post Office. The

critical issue will be the extent to which the Post Office can provide such
facilities at the 23,000 Crown and Sub-Post Offices which our customers use
to draw their benefit. Discussions are taking place about a proposed Post

Office cash dispenser experiment, in co-operation with DHSS.
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benefits (with the possible exceptions of Child Benefit and FIS) would not be
directly affected, but all or most of them would be paid with tax deducted or

credit added, according to the individual's eligibility for credits.
45. Such a system would require three main operational changes for DHSS:

(a) additional data items - eligibility for credits - would be held on
every individual: the database approach would enable this to be done with
comparatively little difficulty;

(b) a new function - deduct tax/add credit - would be added to most
or all benefit calculations: the functional approach should enable this
to be done as a standard cross—benefit procedure;

(c¢) there would be a substantial increase in the volume of exchanges of
information between DHSS and IR: this reinforces the need for a

central index to enable records to be located, and for DHSS (like IR)

to use the NI number as the main key to records.

46. Moves towards a tax credits system are by no means certain, not least in
view of the high potential cost. Nevertheless, it seems clear that adoption
of strategy principles would reduce the practical difficulties. It thus

provides one illustration of the greater flexibility which the strategy would

provide.

Computer Structure

47. The question of the location of work was discussed in Working

Paper I, which concluded that there was a clear need for a local interface
with the public and that benefit work should be controlled from local offices
as far as possible; but that there were very few social security functions for
wnich a particular location was essential. A subsequent study by

Logica Ltd highlighted the high cost of transferring work from one location
to another and concluded that greater savings could generally be achieved by
automating tasks 'in situ' than by relocating and automating them. We have

therefore assumed that clerical work should generally remain where it is.

48, Choosing the right computer structure is made more difficult by the
rapid pace of technological change. As Working Paper I noted, this will
continue apace throughout the life of the strategy. It could well change not

only what is technically feasible but also what is cost-effective. Smooth
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social seurity operations are so essential that prime reliance must be placed
on proven technology rather than the latest innovative ideas; but the proven
technology of the late 1980s could look very different from that of today.

The primary requirement, therefore, is for a computing framework which meets
existing needs in a safe and cost-effective manner but which also provides a

basis for technical flexibility in the light of future changes both in

technology and in the relative costs and performance of differing solutions.

49. The physical location of the computers would make little difference

to customers and not much to the staff who served them. Information

would be 'input' to the computer through terminals and the 'output' would be
received in the same way or printed out and sent through the post. It will
be essential to provide a standard and helpful 'interface' between the
computer system and the staff who use it. We propose that this should be

achieved through:

the general use of video terminals as the means of access to the
computer system: of the terminals likely to be available over the
next decade these offer the greatest versatility and are now
cheaper than the older electro-mechanical devices;

inter—active working through the terminal as the normal method of
work of local office staff: only this will provide the immediate
facilities which they require to progress work efficiently and
eliminate double-handling;

assistance to staff in coping with complicated rules through the
use of a supportive dialogue design and a system of 'prompts';

standardisation of hardware and software facilities - eg types of
terminal, dialogue conventions, screen lay-outs etc - across
social security applications.

50. The video terminal will become an essential working tool in the

future - as ubiquitous as the calculator or telephone today. Many of the
advantages of using terminals will be lost if use is restricted to a small
group of staff interposed between the clerk handling the claim and the

computer sytem. It is important to spread terminals as widely as possible

as soon as this can be achieved. In the longer term a benefit clerk might need
to make use of a terminal for 30-40% of the time in the peak hour. On this basis
sharing would be difficult.* There will therefore be a requirement for many
thousands of terminals (on a number of broad assumptions we have put the figure
at perhaps 20,000 by the end of this decade, building up eventually to over
30,000) .+

*In the computerisation of PAYE project Inland Revenue are planning on
the basis of one terminal per clerk.
+For further details, see Background Paper F.
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51. The main computer resources could be located at the existing central
offices (where they are currently concentrated), at existing local offices or
at an intermediate ('area') level,* or at a combination of these. We have
assumed that no more than three tiers should be considered for the main
computer structure. This gives 7 theoretical permutations (eg all processing
at the centre, or a mix of local and area processing); but most are ruled by

practical considerations.

52. Some activities must be done from the centre. Because our customers

(the entire population) move from time to time, there must be a central

index to allow earlier records to be located when people appear in a new
locality. The collection and direction to individual accounts of NI
contributions must also be a central function, since they are generally paid
by employers whose addresses may bear no relation to those of their employees.
There are, in addition, specialised functions (including work on a number

of small benefits at North Fylde Central Office and the work of the Overseas
Branch at Newcastle) which it may always be sensible to concentrate in a

few locations and for which some computer support can be provided.

53. At the other end of the spectrum there is a clear need for some ADP
facilities in DHSS and DE local offices. The question is not whether to place
computer power there but how much. The trend in the computer industry is clearly
towards more distribution. As a minimum, local office staff will need terminals
with communication links to the main computer processors and data, wherever they
may be. Such terminals (and their controllers) are, increasingly, small
computers themselves which can utilize supporting hardware and software.

It will make financial and technical sense to minimise the communications
traffic by holding some data and programs locally - at least screen formats,
data input validation programs and temporary collections of data prior to
transmission. It could make sense to retain and update additional computer
records in local offices - eg local indexes, basic personal identification,

benefit history data - and commonly used application programs relying

primarily on locally held data. In addition there is a growing long-term

role for information technology generally within local offices — including
microcomputers for specialist tasks (eg work on maintenance payments to
beneficiaries from legally liable relatives); word processors (eg to issue

better quality and more personal letters to

*WJe refer to 'areas' to differentiate from 'regions' and 'groups' both of

which have specific size and management connotations; there is no
necessity for the distribution of ADP resources to coincide with these

existing units. 18




members of the public); intelligent copiers (eg to transmit documents between
local offices or between local and regional offices) and - to link all these
together - 'local area networks' enabling piece of equipment to be connected or
disconnected quickly and easily to enable data to be transmitted between

them.

54. Some ADP resources must therefore be provided at both local and central
offices. It would in principle be possible to have just two tiers. However,
we recommend that an additional intermediate tier, which we have called area
computing centres, should be introduced. The reason is that a two-tier
structure would require very large-scale computing facilities at either

central or local level or both. The establishment of intermediate area centres

would provide a more balanced structure.

55. The main draw-back of even greater concentration of computer resources

at one or two central offices would be sheer scale of the enterprise: the
Newcastle Central Office is already one of the largest computer centres in
Europe and a highly centralised approach in the longer term would mean either
a much bigger installation there or the creation of one or two more such
installations. The technical size and complexity of a heavily centralised and
integrated system (ie not just an assembly of separate systems on one site),
supporting local offices for their full range of business, would be formidable
with extremely heavy communications and transaction loads and highly complex
software. A centrally-held database, for example, could be of the order of
60,000 megabytes - the equivalent of about 115,000 copies of 'The Times'.
There could also be additional management problems. Despite back-up
arrangements, the vulnerability of the entire social security system to a
major failure there would be a serious problem. The concentration of
expertise could create staffing difficulties. It would be difficult to overcome

a sense of remoteness between the centre and the local offices it served.

56. Heavy reliance on local office computing would create different problems.
One is the technical capacity of the small machines which would be needed.
Although this is a rapidly developing field, we are not yet at the stage when
micro-computers can be said to have proven their ability to handle large-scale
administrative work of the kind needed for social security operations.
Hitherto, they have mainly been used for relatively limited and self-contained

functions. A central aim of the strategy, however, is to provide a more
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integrated operational system enabling an individual member of staff to
utilise a wide range of shared data and programs. Something more
sophisticated than the conventional free-standing miero—computer would
therefore be necessary. Other areas where, as yet, micro—-computers have been
weaker than large machines have included the necessary sophisticated
supporting software (eg for handling data and communications and for recovery

from disturbance or breakdown) and in support and maintenance provison.

Dispersal of main computing resources to over one thousand DHSS and DE local

offices would create significant logistical problems such as distributing
and updating programs identifying and correcting hardware and software
faults and organising specialist support staff. In addition, the capital and

running costs would be higher at present than in a less radically

decentralised approach.

57. The creation of area centres, in addition to computing resources at both
local and central office level, would provide a structure within which the
worst problems of more extreme solutions could be minimised. If main records
were held at area level, for example, the chances of locating a particular one
quickly would be greater than if they were spread amongst every local office;
while the database would be of more realistic size than if concentrated at one
or two centres. Area centres would provide a more robust communications
network; and a natural location for the payments function (see paragraph 42
above) and for contingency facilities and technical support for local offices.
Above all, a 3-tier structure would provide a framework within which maximum
flexibility would be provided to meet changing demands and changing

circumstances.

58. The main draw-back would be the work involved in setting area centres up,
although this can be minimised by opting for a relatively small number and

by concentrating some together at existing centres and readily available sites.
Preliminary analysis of the relative costs of a higher or lower number of
centres suggests that the variation is not marked within the range 2-20. There
are no overwhelming or managerial reasons for a particular number. Nor need
each centre be physically located on a separate site. The more centres there
are, the longer it is likely to take to establish a full national network.

On the other hand, smaller centres and more of them would permit more manageable

units. Further study will be needed in the next stage of the strategy to
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establish the optimum number but for illustrative and costing purposes we have
assumed that initially there should be seven centres to enable quicker
implementation; this would not preclude the possibility of dividing the work
between a larger number later. Final decisions about the extent of the
centres' ultimate activity cannot be reached until they have been established
and the options for further developments, particularly for more processing
locally, have been assessed in the light of the prevailing circumstances.
Nevertheless, to provide flexibility and to enable later moves towards a more
integrated operational system, the centres should be planned from the outset
for a gradually expanding role during the 1980s and 1990s. The broad

pattern is illustrated in Figure 1, and the telecommunications implications

are assessed in Background Paper H.

59. If the objective of establishing a coherent, efficient and economic
organisation is accepted we believe it is inescapable that development

should take the direction indicated in this section. Indeed, failing to
reorganize social security information, communications and operations along
these lines will become increasingly dangerous as the other organizations
which interact with ours organize themselves to take advantage of the
technology that is available, while our customers become increasingly
dissatified with a standard of service that will fall further and further
behind current expectations. The area of choice, and of risk, surrounds the
issues dealt with in the next two sections - the specific changes to be aimed
at, the 'migration path' along which they are planned to take effect, the time

scale, the investment required and the returns to be expected.

IIT A WAY FORWARD

60. This section describes 14 projects through which the strategy objectives
can be achieved. The projects are briefly outlined in Appendix 2. It also
suggests a sequence and timing for them, summarised in Figure 2. The next
section provides estimates of costs and savings calculated on this basis. The
proposals, including the selection of the projects, have involved a series of
choices, and therefore the rejection of a series of alternatives, as the design
work has proceded during the past year. It has not been possible with the
resources available to develop alternative courses in equal detail, nor con-

sequently to cost them with comparable accuracy. Section V, however, discusses

possible courses which involve less change, less investment and correspondily

reduced savings.
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61, In framing the proposals in this section we have kept a careful eye on
the physical resources - staff, premises and equipment - which are available
and on the constraints that they impose, including such factors as the dates
by which existing computer equipment must be replaced (shown in Table 1;
further information about resources and constraints is provided in Background
Paper G). We have assumed that it will generally take 3 years from the
development of a major new project to full national implementation and that

no more than two major projects should be in process of implementation

simultaneously.

Management and Control

62. Responsibility for social security operations is at present divided between
a number of separate commands, united only at the top. This applies even
within ADP. Implementing the strategy will involve not only new technical
methods but also a more fundamental shift in the perspective of operational
planners and managers. The proposed changes can only be achieved with

stronger co—-ordination and control.

63. Building on the functional approach described earlier, particular
installations and projects should be charged with designing individual
segments of the planned sytem, conforming to uniform standards and protocols.
They would thus become development centres — no longer solely concerned with
providing a service to their immediate users. It will be critically important
to find the most effective way of controlling and implementing the strategy
proposals. We understand that it is proposed to take advice from management
consultants outside the Department on this. It seems clear, however, that
there will need to be a post at a very senior level charged solely with the
direction and oversight of the implementation of the strategy; and it is also
clear that to ensure co-ordination across Department boundaries, the Department

of Employment should be invited to participate in the management of the strategy

at a senior level.

64. Whatever the management structure for implementation there would need to

be a central team, combining the functions of the strategy team and the

present social security computer branch. This group's main roles would be:
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to support the head of the strategy programme in overseeing its
development generally and rolling it forward. This means inter
alia watching the development of technology and of social
security, social policy etc and responding with adjustments to
the strategy;

to take part in the design of different elements of the strategy,
making sure that individual projects were in line with common
standards, consistent with departmental plans; to this end
monitoring progress through established reporting and reviewing
procedures;

procurement of equipment and associated matters;
defining standards for the storage and use of data, communications

networks and the interface between the system and the operational
staff.

65. It will be necessary to involve people with skills and interests going

well beyond ADP in the implementation process. Direct Department of Employment

involvement will be essential. A number of early tasks can be seen:

(a) determine the priority functional areas to be tackled and allocate
responsibility to particular development centres for implementing them;

(b) implement the decision to adopt the PROMPT* methodology for

monitoring and controlling progress on computer projects throughout
DHSS:

(c) assess the training needs in new ADP techniqus and make arrangements
for them to be met (see paragraph 66 blow);

(d) establish a data administration, responsible for data standards and
for the form and extent of use of database techniques. (Specific tasks
for 1982/83 will include an evaluation of available database packages
and their associated application development aids; investigation of aids
to programmer productivity and how they might be applied in DHSS;
development of a methodology for converting benefit rules into

computer code; and continuation of data and functional analysis);

(e) specify details of the communications network, with particular
reference to communications between local offices and area centres;

(f) specify system interface standards, covering dialogue design,
terminal features and environmental factors;

(g) develop and initiate micro-computer projects (see paragraphs 77-82
below) ;

*Project Resource Organisation Management Planning Techniques.
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(h) assess the potential contribution of new 'electronic office'’
products, especially local networks, to the part local offices will

play in the strategy.

These tasks will not be pursued by the central team in isolation: there must

be the closest co-operation between them and the existing ADP teams for all

strategy activities.

66. A vital question is whether there are sufficient ADP staff with the
requisite expertise. DHSS has a considerable number of capable and
experienced ADP staff, but the design and introduction of integrated systems
using new techniques will be an additional task, superimposed on the
continuing development and maintenance of current systems. Furthermore,
although a number of our proposals, such as the use of database and the
functional approach, should in time limit the need for additional staff,
there is at present a lack of expertise in these very areas. We have looked
at the scope for achiebing higher productivity through partial automation of
systems and programming work; but whilst techniques like end-user programming
and application generators may have a significant impact in the long term,

they are unlikely to provide early assistance.

67. Some additional resources will therefore be needed, particularly in the
early years of the strategy. This requirement can only be met by the
deployment of a number of outside consultants and allowance for this has been
made in the costings. A programme of training for DHSS ADP staff will also

be needed to familiarise them with the new methods. ADP staffing implications

are discussed in more detail in Background Paper G.

Central Index

68. A vital part of the future structure will be a comprehensive central

index covering NI contributors and social security beneficiaries and their

dependants, This will enable all existing records to be traced quickly and

help ensure that they are more accurate. The existing Genral Index at
Newcastle has recently been computerised and an individual's NI or pension
number can be traced interactively at Central Office from personal data such

as name or date of birth. As it stands, General Index does not meet strategy




requirements. In particular, it does not provide on-lines access from
elsewhere; indicators of where all records relevant to an individual are
located; cross references for dependants, aliases, alternative payee etc; or
access if necessary via a range of keys (eg other benefit numbers, multiple

keys).

69. The limitations have already led to consideration of an additional index
for child benefit purposes. A feasibility study has recommended establishing

a Child Benefit Index by late 1984. This would provide many of the facilities
needed for the strategy. There would be merit, therefore, in designing it from
the outset as the first stage of a Departmental Central Index (DCI). The
development, in outline, could be to design and establish a Child Benefit index
by 1984; extend coverage to contributions and RP records by 1987; and include
local office records as area computer centres come on stream. The relevant
geographical portion of the DCI would be duplicated at area centres, so that
only queries not resolved there would need to be chanelled to Newcastle and the
index would be immediately available to local office clerks.

70. One possibility, which we do not include as a firm recommendation but

which appears sufficiently attractive to warrant further study, would be to use
plastic cards as a means of accessing this information. DHSS plans to issue new
NI numbers in future on plastic cards in place of the present flimsy cardboard
and it is proposed that these should be machine readable in the same way as those
issued by the banks. They would contain the individual's name and NI number.

At interviews etc they could be used to identify the individual to the system
and summon up the appropriate record by inserting them into card readers
attached to terminals. It is conceivable that the efficiency of the traditional
signing—-on procedure for unemployment claimants could be improved, and
worthwhile staff savings secured, by the use of plastic cards in this manner.
However, the practical and other implications would need careful consideration

before a decision could be taken.

71. The DCI would be a powerful tool, holding or providing access to personal

information about virtually every citizen. Controls to ensure privacy and
security would be essential but it should be emphasised that the index would not

provide any information that is not currently obtainable fron the present
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system. What it would do is to take summary information much more readily
available to staff and thereby make a major contribution to efficiency,

accuracy and service to the public.

72. Detailed decisions on how best to maintain the security and privacy of
the personal information which DHSS has to hold will be taken as the strategy
advances. There are a number of techniques to control access to personal
information, including encryption of sensitive data (so that while it is
stored or transmitted it is unintelligible), passwords, badges, voice prints
and physical barriers preventing public access to the computer. Local office
clerks should have access, as now, only to the records of people in their
locality. Additional procedures will be needed to access or obtain other
records. These could include authorisation by another person, and a report
of the access to the manager. Specific records could be 'locked out' unless
special authorisation was given. Another important safeguard for the public
will be appropriate .provision for individuals to inspect personal information

held about them on computer.

Local Offices and Area Computer Centres

73. The system of linked area computer centres is the heart of the strategy.
Their initial function would be to support the local offices, holding records,
processing claims and making payments. But once these centres are in place
the basis for the structure described in Section II and illustrated in

figure 1 will have been laid. Work is proceeding on detailed proposals for
the first phase of this project, including the order in which benefits and
functions should be tackled, the proposed timescale and estimated costs and
savings. For illustrative and costing purposes we are assuming in this paper
that there will be only 7 area centres, thus minimising the problems of

securing new accommodation and setting them up (see paragraph 58 above).

74. On these assumptions we estimate that the first area centre could start

to function in 1986 (having completed the steps outlined in figure 3) and the

last one in 1990. In parallel, the second phase of functions (which we have

assumed to be supplementary benefit assessment) would be developed and

implemented: national coverage for this would be achieved by 1991. National

coverage of incapacity benefits rating would be achieved by 1993 and full

incorporation of unemployment benefit by 1994.
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75. A local office group is being set up to work out the changes in working
methods that will be necessary as computer assistance becomes available and
the improvements that it will make possible in service to the public and the
working environment of the staff in local offices. It is clear that the changes
could, over time, be dramatic. At present, for example, about 8,000 different
forms are used within DHSS (not counting approximately 12,000 which go to
claimants and others outside the sytem). Enquiries on VDUs require no input
documentation or printed output, so large numbers of these internal forms
should go. The bulky volumes of code instructions should be radically
reduced, with procedural instructions in particular either replaced by
software or presented on the VDU. There would be less need for the rows of
filing cabinets which often dominate offices. Indeed, although the DHSS and
DE are never likely to have 'paperless offices', there should be a major

reduction in the volume of paper used and retained.

76. As Working Paper I stressed, getting the right relationship between the
technology and the staff who use it will be crucial. The new methods could
mean more satisfying work in local offdces, with less form-filling and paper-
work, fewer frustrations due to the non—availability of records or information
or long delays before they can be obtained, and less dependence on other staff
in seeing a case or an enquiry to a satisfactory conclusion. Greater emphasis
on direct public service - with the ability to provide it - would be a real
benefit to staff as well as customers. Staff would have the satisfaction of

using modern tools and not being left behind by comparable outside organisations

(banks, building societies etc) and even by claimants themselves. All this will,

of course, have implications for the training of local office staff.

77. Many factors could vary the illustrative timetable for introducing
computer support to DHSS local offices. But on the assumptions listed above,
they would not start to receive this kind of immediate help with daily work
until the second half of this decade and would not have a full range of

support until well into the 1990s. Given the pressures today this is too long.
We have therefore considered interim improvements and recommend that a new

project, for micro-computers to help with supplementary benefit work, should be

launched as a matter of urgency.




78. The purpose would be to provide some computer help quickly to hard-pressed
local office staff in one of their more difficult and laborious tasks, calculat-
ing supplementary benfit entitlement. As the project would be an interim step,
to provide help until better and more comprehensive assistance can be provided
in the latter 1980s, it should be a simple scheme which can be implemented

quickly. We therefore recommend:

(a) the system should merely involve entering details of a claimant's
income and commitments and producing a print-out of the calculations.
It wquld not retain records for subsequent interrogation; this would
limit the uses of the system but would allow quicker and cheaper
implementation;

(b) the system should not attempt to cover every conceivable
situation; to keep it simple, unusual cases should be reserved
for clerical handling (as now);

(c¢) to speed up implementation, the system development work might
be done by an outside software house (selected after competitive
tender). This work should be completed in the 1982/83 financial
year.

The system would be used by DHSS staff after the initial information had been
assembled through interview or through the postal claim form. In principle,

it could also be used by UBO staff in the same way, at least for first and
straightforward supplementary benefit claims, although some logistical problems
- accommodation, office layout, procedures, training etc - would need to be

overcome.

79. An interim system for use by staff would be likely to produce modest
financial savings. However, the benefits would go wider. They would
include an assurance to staff and the public that DHSS was in practice as
well as theory providing computer assistance; a worthwhile improvement in
accuracy; a hedge against any delays in the development of the full strategy
system; and perhaps most significant, the first practical experience for
local office staff in direct working on a routine basis with advanced

computer hardware.

80, Other possible uses for micro-computers in local offices - including
control of overpayments, liable relative work, direct payments to outside

authorities (eg for rent or fuel) and Housing Benefit calculations - are also

being explored. One such application is a 'self-service' micro-computer system,
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designed to enable members of the public to discover for themselves through a
straightforward dialogue with the machine whether they may be entitled to
benefits. This system is being developed in collaboration with Dr Nigel Gilbert
of the University of Surrey, who produced the prototype, and will be tested
experimentally in selected locations in 1982 and 1983. If the tests are
successful, it could form the basis of a much needed improvement in this aspect

of our service. Provision for an 'advice and information project' has been

included in the costings.

8l. A further possibility which appears sufficiently attractive to
justify investigation and experimentation would be to develop a modified

version of the micro-computer assessment system, to be used by members of the

public directly, at least for the collection of initial information. Staff

would still need to validate and authorise any payments, and would of course
have to determine any discretionary or unusual features. Work

on the advice and information micro-computer project will throw

light on the extent to which such a self-service approach is feasible, and in
the early years of the strategy this approach might turn out to be only
moderately successful: however, it could ultimately provide some of the public
with a more convenient and cheaper service and should be explored on an

experimental basis, perhaps in both ILOs and UBOs.

82, Micro-computers and other 'electronic office’' equipment could play an
increasing role in all kinds of local office work, including administrative
tasks outside the processing of benefits. We recommend that the proposed
local office group and others should launch further studies in this area.
It will be important to maintain co-ordination in the deployment of

micro-computers and other office equipment within the strategy.

Implications for the Unemployed

83. One important consequence of these proposals would be the closer
integration of the unemployment benefit service — at present run from

quite separate computer centres - with the rest of social security
administration. This makes sense in both social and technical terms: most
UB recipients also claim other benefits, particularly supplementary benefit;

and there are major similarities between UB and sickness benefit.




84. We have assumed that UBOs would remain the normal contact point for
unemployed claimants but that their role should expand, in accordance with
the whole person and one office approach, to cover at least straightforward
supplementary benefit claims from the unemployed. During the 1980s the
present National Unemployment Benefit System (NUBS) would continue to
function as an autonomous system serving UBOs alone. Hardware replacement
would take place by 1986 as planned and other enhancements would be
introduced as necessary. The most important would be the office-by-office
replacement of the current teletype terminals in UBOs, as they wear out,
with more advanced VDUs; and the introduction of improved. enquiry

facilities so that UBO staff can readily obtain more information from the
NUBS computer centres. As suggested above, by the mid-1980s micro-computers
might be used in UBOs as well as ILOs to handle straightforward supplementary
benefit claims - used either by clerks or (initially in an experimental way)
by claimants themselves. The use of micro—-computers within UBOs would

raise logistical problems which would need close consideration before a
decision could be taken to proceed. The possibility of handling more

supplementary benefit work on the NUBS computer might also be explored.

85. By 1990 the area computer centres would be established, and would be
introducing the full supplementary benefit assessment module to ILOs in
place of the more limited micro-computer service. It would be possible to
extend this facility to UBOs at about the same time (say, 1990/1992). This
would also provide UBO staff with access to the same records and central
index as ILO staff; and could provide electronic mail facilities (via the

area computer centres) between the offices. UBO staff would use the same VDUs

as for NUBS.

86. By the early 1990s the present UB software will' need to be re-written.
In parallel with other activies, therefore, systems design and programming
would be taking place in the late 1980s; the new version would be designed
not as an autonomous system but as a part of the general purpose benefit
processing system provided by the area computing centres - in accordance
with the functional approach. It would therefore utilize and contribute
to the existing database, payments module and other functional segments
(eg for other similar benefits) which then existed or were being developed.

The revised system could be phased in to the area centres and UBOs over 4 years,
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designed to enable members of the public to discover for themselves through a
straightforward dialogue with the machine whether they may be entitled to
benefits. This system is being developed in collaboration with Dr Nigel Gilbert
of the University of Surrey, who produced the prototype, and will be tested
experimentally in selected locations in 1982 and 1983. If the tests are
successful, it could form the basis of a much needed improvement in this aspect

of our service. Provision for an 'advice and information project' has been

included in the costings.

8l. A further possibility which appears sufficiently attractive to

justify investigation and experimentation would be to develop a modified
version of the micro—-computer assessment system, to be used by members of the
public directly, at least for the collection of initial information. Staff
would still need to validate and authorise any payments, and would of course
have to determine any discretionary or unusual features. Work

on the advice and information micro-computer project will throw

light on the extent to which such a self-service approach is feasible, and in
the early years of the strategy this approach might turn out to be only
moderately successful: however, it could ultimately provide some of the public
with a more convenient and cheaper service and should be explored on an

experimental basis, perhaps in both ILOs and UBOs.

82, Micro-computers and other 'electronic office' equipment could play an
increasing role in all kinds of local office work, including administrative
tasks outside the processing of benefits. We recommend that the proposed
local office group and others should launch further studies in this area.
It will be important to maintain co-ordination in the deployment of

micro-computers and other office equipment within the strategy.

Implications for the Unemployed

83. One important consequence of these proposals would be the closer
integration of the unemployment benefit service - at present run from
quite separate computer centres - with the rest of social security

administration. This makes sense in both social and technical terms: most

UB recipients also claim other benefits, particularly supplementary benefit;

and there are major similarities between UB and sickness benefit.
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1990/4. Additional communications links would be necessary where UBOs were
not already linked to area centres. The workload of the existing NUBS

computer centres would gradually contract as UBOs were taken on by the area

centres; in the end they might be upgraded to become area centres handling

the full range of social security business.

87. The result would be the system illustrated in figure 1, with both UBOs
and ILOs linked to and supported by general purpose Area Centres. We have
made no éssumptions about changes in the role of UBOs, except that the
unemployed should be able to make initial claims for supplementary benefit
there, to avoid having to visit two separate offices simply to claim benefits.
By the early 1990s, once the strategy infrastructure was established, it would
be possible to extend the range of service now provided at UBOs quite
significantly: any or all of the facilities extended to ILOs might also be
provided to UBOs.

Contributions

88. The recording of the receipt of contributions is always likely to be

a central function. The contributions system has recently been rewritten
to coincide with the current replacement of hardware and the next haradware
replacement will not take place until 1989. Although the contribution
recording system is thus up to date, the strategy will require improvements

in the enquiry facilities.

89. Local offices will require immediate access to recent contribution
records to calculate entitlement to short-term contributory

benefits. Such records would be held at area computer centres as part of

the data relating to the individual and would supercede the Datalink system by
which DHSS local offices now obtain contributions information

from Newcastle.

90. On line availability of contributions data for long term benefits is
also desirable, eg to provide better and speedier information to people
below pension age who want to know their pension position. But the
difficulties of providing such rapid access are much greater. The whole

contributions record is required instead of the recent record and this
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can be lengthy and sometimes involve the contributions of more than one
person (eg a woman's own record and that of her husband). This kind of
rapid access also requires that all contributions details should be held
in the computerised record but some are not at present and it would
require a major effort to put them on to computer. We recommend that this
matter be examined further in the light of the effort required and the
latest technology (particularly optical discs) with a view to establishing
the costs, benefits and practicability of providing on line interrogation

facilities with existing computers.

91. Prior to 1989 the existing contributions system will need to be
redesigned on lines compatible with developments elsewhere in DHSS. This
will involve taking account of the DCI and its use, and devising an

on—-line transaction processing system for pensions awarding to bring it in
line with the facilities which will have been developed for determining
entitlement to other benefits. The question as to whether the replacement
machines should be used for contributions work alone, or whether the whole of
the computing requirement at Newcastle should be embraced by a single

replacement programme, also needs examination.

Pensions and Child Benefit

92. The strategy would permit the decentralisation of pensions and child
benefit in the longer—term. There are arguments for and against doing so,
but it is not a practicable proposition for some time. The area computing
network, into which pensions and child benefit could fit, will not be
completed until the latter 1980s and it will then be heavily engaged in
taking on work related to short-term benefits. What is impoétant is that
the option should be left open to enable pensions and child benefit work

to be dispersed if that proves desirable at some later stage.

93, The pensions and child benefit computers are due to be replaced in 1987

and 1988 respectively. As the systems have been revised fairly recently it would
be possible to transfer them onto the replacement machines and defer further
development until the beginning of the next decade. However, this would mean
that some desirable facilities, such as on-line enquiry (and eventually on-line
up-dating), will not be available for a long while and no progress would be

being made towards strategic objectives.
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94. We propose therefore that these systems should be redesigned in
accordance with strategy principles by the time of hardware replacement.
This would mean that the new systems would be developed in a modular
fashion in line with the functional approach; use database techniques for
the structuring and storage of records; conform to the agreed protocols
and standards; incorporate/enhance relevant modules developed

elsewhere; and be designed in such a way that retention of these tasks at
Newcastle or distribution to area centres would be practicable. On-line
enquiry and updating of records from within Newcastle should also be made
possible. We recommend that studies be put in hand to determine the steps
_ necessary to achieve this and to what degree the administration of

these two benefits can be combined into a single operation.

95. In practical terms, the effect of all this would be that the payment

routines, which would already have been developed, would be used again at

Newcastle; the writing of new programs for determining entitlement, changes

of circumstance etc would be made easier by use of generalised routines
previously developed for these functional areas; and input and validation of
data could also be based on routines already developed. Once the area
computer centres were installed and linked to the revised Newcastle systems,
local office staff would be able to obtain information on-line and input
claims and the other information directly to Newcastle via the VDU, but this

would not take place until well into the 1990s.

96. It is not necessary to specify now the precise phasing of subsequent
development of these systems into the 1990s. If it were agreed to move

further in the 'area centre' direction

Newcastle/Washington would become an area centre (or
concentration of several) and one of a number of
payment centres for all benefits;

the determination of entitlement to child benefit would
be undertaken at area centres;

consideration could be given to distribution of contribution
records and the related pensions awarding function.

Although no decision is required on these matters for a long while, the

costings illustrate the effects of decentralisation to areas in 1994/95,
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North Fylde Benefits

97. The computer equipment at North Fylde Central Office is shortly to be
replaced and arrangements are in hand to transfer the present systems.

Around 60 per cent of North Fylde computer work is on health, rather than
social security matters. War pensions, which are administered from North
Fylde are being reviewed in the 'whole benefit' programme. We do not
therefore make any major immediate proposals for North Fylde benefits

although any changes should, of course, be made in line with the general
strategy. For instance, the concepts of database and functional development
should be introduced as quickly as possible and details of social security
beneficiaries should be included in the proposed Departmental Central Index
when that is created. About the early 1990s summary payment records might be
made available on-line to area centres and the full records for some benefits,
eg FIS, might be decentralised to area centres, together with the payment
aspects of other benefits. We recommend that during 1982 North Fylde should
draw up a broad plan for the integration of its benefit procedures within the
proposed strategic framework. The analysis should include an assessment of the

scope for a unified data base to replace the existing separate benefit files.

Summary

98. In summary, the outcome of the strategy would be a major extension of
computer assistance to the work of DHSS and DE. It would mean significant
changes in the character of local offices and the working environment of

staff. The implementation process is summarized in Figure 2. For local

offices, the main steps would be:

from around 1984 micro-computers would be used for supplementary
benefit assessment in ILOs and possibily UBOs;

in the mid-1980s staff in UBOs would start to obtain more
information directly from the NUBS computer centres, using modern

VDU terminals;

from 1986 the first ILOs, and from about 1989 the first UBOs,
would start to use VDUs for inter-active working - initially for
a limited range of work but gradually covering more and more
functions and benefits.




All local offices should be equipped with some VDUs by 1990, but national
coverage of all short-term benefit applications, including unemployment benefit,
would not be achieved until 1994. One important spin-off would be to make it
far easier for staff in UBOs to process supplementary benefit claims along with

claims to UB.

99. In the meantime, revisions of the major benefit systems at Newcastle
would allow a decision to decentralise to area centres either the total
processing of those benefits or some functions of them. This, of course,
assumes that capacity would have been provided at the area level to
encompass the work. The range of business of North Fylde Central Office
would be less affected but should be brought into line as the strategy

progresses.

100. By the early 1990s DHSS and DE would have the infrastructure to

effect a major improvement in the quality of service, along the lines

proposed in Working Paper I. The information readily available to staff
would be greatly improved, enabling more efficient working and speedier
resolution of queries and opening the way to a more comprehensive advice

and information service to the public, whether they call in person, write

or telephone. If the introduction of new computing facilities is

accompanied and followed through with organisational changes - eg in the
layout of local offices and the organisation of work within them - it will be
possible to make real progress towards a 'whole person' service to our

customers.

IV COSTS AND SAVINGS

101. More economical administration was one of the major objectives
established in Working Paper I. Unless significant administrative

savings can be made, the scope for securing objectives like

improved service to the public and greater job satisfaction for staff will

be severely limited.

102, Whilst it is not possible at this stage to cost with absolute precision
and certainty the way forward set out above, broad costings have been
undertaken. This need not imply commitement to the whole programme. Review

points along the way are essential to monitor progress, confirm that targets
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(including costs and savings) are being met and, if not, to raise the
question whether to call a halt or change direction. Such a deision might
be prompted by a number of considerations - financial, technical, managerial
or policy. Additionally detailed costings will be necessary for

individual projects and developments within the strategy when approval for

them is sought.

103, Costings have been projected forward 20 years (to 2001/2) and are based

upon November 1981 prices. A major difficulty has been to determine the base-
line against which our proposals should be measured. We have taken this to

include those computing and associated costs which DHSS would have had to meet
to keep existing systems going in the absence of strategy — some £900 million
over the same period. The additional investment necessary to achieve strategy
objectives is therefore the critical figure. A financial risk analysis model

has been constructed to assess the effect on savings of delay or changes in

costs.

104, Table 1 of Appendix 3 presents a summary of costs and savings, and shows

that:

costs amount to some £700 million for the 20 year period
(rather less than 3% of total administration costs over the
same period or 0.14% of total benefit payout);

savings amount to about £1,900 million gross or some £1,200
million net with a cumulative net present value (NPV) of £550
million (after discounting);

yearly savings begin to exceed costs after 8 years and
when a 5% discount factor is applied a positive NPV
emerges after 11 years (1993/94).

In addition to savings there would be substantial added value for the public

from improved advice and information and a faster, more accurate and more

convenient service.

105. The most important element of these savings arises from a potential

reduction in staff numbers across DHSS and DE over some l5 years of the order

of 20-25,000, from a total of over 100,000. The exact level achieved will

depend on a number of factors including the extent to which savings were ploughed
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back into improvements in the quality of service. Staff too would benefit
from the improved facilities available to them but we think a proportion of
the estimated savings would need to be set aside to provide more tangible
incentives. The savings could not be achieved suddenly, but would build up
as the strategy was implemented: the aim should be to achieve them through
natural wastage. Changes in the nature and quality of work would also raise
questions about the appropriate grading of jobs: such issues would need to
be considered carefully, in consultation with the relevant trade unions. We
have looked at the level of staff savings attained in other large Government
computing projects and noted that they tend to fall short of original estimates
in extent and timing. If only three quarters of the postulated savings were

actually achieved, the strategy would produce net savings of some £700 million.

106. Conversely, our calculations do not take account of variations in relative
costs. Computers can be expected to improve dramatically in cost/performance
terms; and our economists advise that 27 per annum might be added to staffing
costs over the twenty year period. The latter change would increase estimated
net savings to £1,750 million. A number of other costings assumptions are
deliberately cautious. On balance we think the level of savings assumed is

realistic and achievable.

107. A total of fourteen projects have been identified within the strategy,

of varying degrees of size and complexity (see Appendix 2). Ten achieve a

net saving (in cumulative NPV terms) in their own right. The central team,

included as a separate 'project', is a cost of carrying forward the strategy
at all. The loss incurred by the remaining projects is modest in relation to
the strategy as a whole, and is to some extent due to their position in the
strategy timetable; they all contribute to meeting the strategy objectives

and their value should be assessed in that context.

108. Ministers are anxious to improve the level of benefit take up, but it is
difficult to estimate the effect the provision of a better service and improved
advice and information might have on this., The main benefits likely to be
affected are supplementary benefit and FIS. 1If a 5 per cent reduction in the
amount of unclaimed benefit were achieved, the additional cost would be £40

million and £7 million per annum respectively.
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109. The calculations suggest a strong financial case for moving ahead with
a strategy of the kind proposed. As is normal with such developments,
significant investment is required before benefits can be expected. However,
the benefits would clearly be substantial, and would include considerable
savings in addition to a much better, more personal service for the public

and a working environment for our staff similar to that increasingly

found in comparable organisations.

VARIATIONS

110, Earlier sections of this paper present proposals for a cohesive system
covering the administration of all social security benefits. They seem to us
the most promising way of meeting the objectives and desiderata proposed in
Working Paper I. But they are not the only possibility and are open to
question on a number of grounds: it might be argued, for example, that they
take too long to achieve results, or that they require too much initial
investment, are too ambitious and would make unrealistic demands on management.
We have therefore explored the extent to which variations or alternative

approaches might be adopted without jeopardizing the central purposes of the

strategy.

111. There are a number of dimensions of the strategy which might, at least

in theory, be altered:

Aims. The strategy aims were laid down in Working Paper I and can be
summarized as improving service to the public, achieving administrative
savings and improving the jobs of staff. It was not within our terms

of reference to alter these broad aims, and we hve therefore not
considered alternatives which would, for example, provide an even better
quality of public service but which would provide no net administrative
savings. However, there is scope for altering the balance of trade-
offs between the main objectives and the extent to which they are
achieved; we have been particularly anxious to identify variations which
would require reduced investment.

. The strategy proposals are for a
s extensive use of computers could be

Degree and type
highly computer
achieved by:

ation
A les
(a) computerising some benefits but not others;

(b) within each benefit restricting further the range of
cases covered; or
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(c) within each benefit computerising some functions but
not others.

Variations along the lines of (a) or (b) are not incompatible
with our main proposals: it would, for example, be possible to
undertake some but not all of the individual projects listed in
Appendix 2. Variation (c¢) is touched on below. Variation is
also possible in the type of computerisation adopted - eg batch
or on—-lining working.

Location of computing resources. As explained in Section II above,
the strategy involves structuring computing resources in three
tiers. To abandon this - eg to opt now for a predominantly

local computing structure - would add significantly to the technical
risks and uncertainties and has therefore been ruled out. However,
the strategy would leave open the precise location, within the

three tiers, of individual functions and services; decisions would
be reached in the light of the technical and cost considerations

at the time. :

Common approach to data, functions, communications and system
interface. These proposals are central to the strategy: it would

be possible to dispense with the common approach in these areas,

but we see no substantial advantage in so doing and it would seriously
jeopardize achievement of the ultimate strategy objectives, even at

a later date. However, there is scope for debate about the precise
standards and techniques to be adopted, and how they can be applied
most sensibly in individual developments.

Degree of integration. The strategy aims at a modular but highly
integrated system. We have considered whether a continuation on less
closely integrated lines would enable the main objectives to be
achieved at less cost and with less difficulty. A highly fragmented
approach would be incompatible with strategy objectives, but a middle
way = involving a number of relatively independent systems with some
improvement in their capacity to link harmoniously together - would
be possible and has been given some consideration.

Sequence/timing of projects. Section III presents an illustrative
implementation plan. The details must be regarded as provisional
until detailed studies of individual projects have been completed.
There is some scope to alter the sequence of projects or to accelerate
or slow them down eg to advance the return on investment or spread it
over a longer period.

Clearly the range of variants possible by altering these dimenstions is

immense. Within the time and resources available we have considered a small

number of alternative approaches chosen to illustrate the variations most

likely to prove worthwhile. The specific aim has been to develop more

modest proposals which would reduce the investment required, lower the level

of technical innovation and limit the demands upon management. These

approaches have not been worked up in the same detail as the full strategy

proposals.
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113. Under the first of these alternatives a payment system would be developed
for locally administered benefits and standard record formats adopted over
time for data stored in all social security computer systems. A centralised
information source built on the central index concept would be made

available through video terminals across DHSS and DE. It would include
identity, contributions and benefits in payment data (the last of these
supplied by daily update from the payment systems). The central offices

would otherwise continue to develop in relative isolation. Micro computers
would be used extensively in local offices to provide assistance where there

were clear opportunities for staff savings, cost reductions or improvements

in effectiveness: some benefit functions would be computerised but by no

means all.

114, The second alternative would be rather more ambitious and would
concentrate on parts of the main strategy that offer the best return on
investment. This would mean going ahead with the modules for payment and
uprating of locally administered benefits, supplementary benefit assessment
and the calculation of UB entitlement. The first two include computerizing
large areas of clerical work; the last involves replacing an already
computerised system with a more advanced and integrated one. To this would
be added a centralised information source as envisaged for the first
alternative. Again, there would be little fundamental change at the
central offices. Four variants of this broad approach were devised, with
different network of terminals giving access to information held centrally
and with different levels of support for staff. More detail about these

alternatives and their likely costs and savings is given in Appendix 3.

115. The more modest of these approaches in particular would certainly reduce
the technical and managerial difficulty of implementation and would require
less investment than the full strategy proposals. The risks - technical,
managerial, financial - would therefore be less. However, the benefits would
also be reduced. The information readily available to staff and the public
would be better than it is today, but would not be comprehensive; there would
be severe limits to the extent to which the 'whole person' approach could be
achieved. A lot of staff effort would still go into processing paper,
maintaining records and trying to obtain information from elsewhere in the
The financial savings would also be reduced. The calculations

system.
summarised in Appendix 3 show that amongst the various costed approaches, the




rate of return improves with the size of the investment. After discounting
costs and net savings, the return on investment amounts to 50 per cent for the
most limited alternative over the 20 year costing period, but rises to 120

per cent for the most ambitious - a rate which broadly equates to that of the
proposed strategy itself. As already explained, the costings of these
variants are less precise than those of the main strategy, but we believe they

are of the right order.

116. Further refinement of these -alternatives and their costings might

improve their cost performance, but there seems little doubt about the trend:
higher levels of investment appear to provide a better rate of return.

Other alternatives can no doubt be devised and we cannot be certain about
their respective performance. But there are a number of reasons why we
think this broad relationship would be likely to obtain under most

permutations of the strategy:

three large projects (payment of local office benefits,
supplementary benefit assessment and unemployment benefit)
all show a high rate of return and contribute the bulk of
strategy savings. The more of them that are included the
better the net return is likely to be;

any viable strategy will require investment, eg in computer
support to local offices. The more comprehensive variants

will provide an infrastructure which could be used more widely.
This allows the initial cost to be spread over a larger number of
projects; and means that — once constructed - the marginal cost
of incorporating further areas of work falls;

conversely a limited infrastructure restricts the savings which
can be achieved: for example, full computerisation of the
administration of a benefit enables the maintenance of paper
files (a laborious activity) to be very substantially reduced,
whereas partial computerisation means that both computer and
paper records are needed and must be maintained;

the cost of the cheapest alternative, which relies heavily on
micro—-computers, is significantly increased by the need to replace
these more frequently than the larger machines.

117. We have considered the possibility of variants designed to achive more
substantial benefits than the main strategy proposals, or to achieve them

more quickly. Cost and practicability are the major constraints. The
strategy does involve the use of micro-computers on an interim basis, to bring
forward the first gains. We could see no ways of achieving substantial
additional benefits, or of achieving them significantly faster, which did not

carry with them unacceptable additional costs and/or risk.
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118. Consideration of possible variants has confirmed our present view that
development along the broad strategy lines suggested in Section II above
appears the most promising way forward for social security operations. It
is noticeable, for instance, that the most attractive variants in terms of
investment return share the same broad direction as the main strategy, even
though they do not go so far down the road. However, this is not to dismiss
the possibility of further ideas and suggestions — not least in response to
this paper - which could lead to the formulation of a preferable approach.
Nor is it to suggest that adoption of the strategy should mean the
imposition of a rigid or immutable blue-print which must be followed
unswervingly. On the contrary, a great many important issues will remain
open and will only be decided in the light of experience and the balance

of factors prevailing at the time individual decisions are needed.

119. The suggested broad timetable for reaching decision on the implementation
of the strategy is illustrated in Figure 4. The empty circles show when
decisions to develop particular projects on strategy principles will need to

be taken; the full ones indicate decisions on implementing the developed system
on the ground. At each point it will necessary to assess the financial and
technical implications of proceeding in accordance with strategy principles,
including any additional costs and difficulties they might impose, and the
possible variations, eg to meet differing circumstances, minimise costs

or ease implementation.

120, In addition to these individual decision points, it will be a prime
function of strategy management continuously to monitor and report on
progress and identify particular problem areas where a change in direction
may be needed. Beyond this, however, as suggested in Section IV above,

there will need to be a number of formal review points at which the future of
the strategy as a whole is considered by top management. Five suggested
dates are shown in Figure 4, and we have looked at the possible

implications of a decision at each of them not to proceed with implementation

of the full strategy proposals. The first, a decision at the end of this

year not to go ahead needs no comment. The next would occur in March 1985

when implementation of the supplementary benefit micro-computer system

had been completed. Termination at this point would lead to a marginally

positive NPV of £9 million over the strategy period, but involve

nugatory costs of £15 million mainly for the area centre development work.
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1991/92 UB new system implementaiion
LOP contributory benefit rating module
implementation

1992/93
1993/94 . RP phase II implementation

CB phase II implementation
Key: development =0




By the 1987 review point these nugatory development costs (including piloting
the payment/uprating module for local office benefits) would have risen

to nearly £60 million.

121. However by the next review point (1989) enough would have been achieved
to provide a cummulative NPV of around £190 million over the same period, if
projects which had been proved at that stage but only partially introduced
were implemented nationally: these would include the payments/uprating system,
the DCI and RP and CB phases I. Nugatory costs of around £50 million would
need to be set against this. By the next (1991), the cummulative NPV would
have risen to around £440 million: by then the supplementary benefit
assessment module would have been introduced, but other steps — including

the incorporation of UB work at the Area Centres — would not have taken

place. Nugatory costs at this stage would be around £60 million.

122, In effect, if a halt were called at one of these review points a more
modest variant of the strategy would have been achieved. The drawbacks of
achieving a variant this way, as compared with planning deliberately for it
from the outset, would be a financial overhead and an opportunity cost (if

we had not been going in this direction we might have been developing
another). These risks may be regarded as intrinsic to any long-term

strategic approach and need to be balanced against the substantial
advantages which a strategy can provide. On the whole this exploration

of alternatives has reinforced our view that the proposals in Section II offer

the best way forward.

Vi CONCLUSIONS

123. We have four broad categories of conclusions: the long-term strategy
target; the 'systems approaéh' which should be adopted to achieve it; the

management issues which will need to be considered; and specific tasks

for the next stage. Finally, we propose the next review point.

The long—-term target

124, We recommend that the following should be the main features of the

long—-term strategy target:




the administration of social security benefits should be viewed
as a single operational entity with movement towards the whole
person concept, and in particular incorporating a 'one office'
approach to the administration of unemployment and
supplementary benefit for the unemployed;

computer and communications technology should be used to
cut administration costs and allow staff to concentrate on
work for which human skills are essential;

a three tier computer structure;
maximum use should be made of all the information which DHSS and

DE hold with access available from any point in the system,
subject to safeguards to secure confidentiality of an individual's

record.

Systems approach

125. To achieve this, we recommend that all future social security operational

developments should be designed in accord with the following principles:

.

the co-ordinated use of ADP resources (staff, hardware and
software) to achieve corporat2 objectives;

the adoption of a modular approach to system construction
and accepted technical standards (paragraph 14).

the treatment of information as a common resource spanning
social security applications and the adoption of the
database approach to organizing and using it

(paragraphs 15-24);

the use of standard communication protocols, facilitating a
common network (paragraphs 25-32);

the use of the functional approach to application development
(paragraphs 33-46);

the adoption of a standard user interface (video terminals,
dialogue design, ergonomic features etc) (paragraph 49);

Management issues

126. Implementing the strategy will necessitate the reorganization of the

existing management structure and the creation of new management tasks (eg the

common management of data and the communications network). More generally,
it will require a greater emphasis on the central direction and control of
social security planning and projects to ensure that corporate objectives

are achieved.




The next stage

127. We.recommend a number of specific pieces of work in 1982-83; the main

are:

Central team - specify system components, standards etc;
introduce control and training arrangements, carry forward
micro-computer projects (paragraphs 65, 77-82);

LO/Area Centre implementation team — prepare Phase I
proposals; commence implementation (paragraphs 73-74);

Newcastle - design prototype DCI;
NUBS/DE - prepare hardware and teminal replacement;

North Fylde - prepare broad plan to bring benefit work within
strategy framework.

Next review point

128. The tasks undertaken from now on, including those outlined for 1982
and 1983, will all impact upon the strategy. Particularly important will be
the revised proposals for developing the first phase of the area computer
centres. Detailed issues concerning costs, savings, procurement of
equipment and new demands from systems will continue to arise on individual
projects. It is therefore essential to provide regular monitoring and
control arrangements to ensure that each aspect remains compatible with the
strategy and to take corrective action if not. The consideration and
discussion of this paper will take somé time and will, we hope, lead to a
decision either to proceed with these proposals or to amend them. The
whole process will provide something similar to a formal review, and

should provide the basis for future reviews.
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BACKGROUND PAPERS

The following Background Papers may be obtained (single copies only) from:

Department of Health and Social Security
Room 213

Ray House

6 St Andrew Street
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EC4A 3AD

Report of a seminar (January 1981)
Consultation with customers' organisations
Data and functional analysis

Advice and Information Sub-Group,
Database considerations

Job design and the system interface
Resources and constraints

The communications network

Social security operational strategy: a brief guide




APPENDIX 2
PROJECTS INCLUDED IN THE OPERATIONAL STRATEGY

Fourteen projects have been identified in the operational strategy. Brief
details are provided below.

Central Team

A central DHSS/DE planning team, with consultant support, would be essential
and has been taken into account in the costing.

Microcomputer based advice and information

It has been assumed that a microcomputer would be installed in each ILO from
1984/85 to assist in providing general information on benefit conditions and
rates. This would improve service to the public. It has not been assumed that
it will be replaced by the main system.

Microcomputer based Supplementary Benefit assessment

Provision of some 5 microcomputers in each LO has been assumed during 1983-85
to enable claims to be taken and assessments made by clerks operating the
microcomputers. There would be no direct links with other computer systems.
Printed output would be provided by the microcomputer and the claimant record
then deleted in its store. The system would be replaced when the full Supple-
mentary Benefit assessment system was implemented.

Payment of local office benefits

This system would provide for the computation, payment and uprating of supple-
mentary benefit and other local office benefits. It would be based on area
computer centres linked to local offices. On average, some 23 VDUs would be
introduced at each ILO.

Supplementary Benefit assessment

This system would cover the taking, assessment and maintenance of claims and
retain a permanent record. Data would be passed to the payment system to
effect payments. A further 9 VDUs would be provided to each LO for use by
clerks. The interim microcomputer based system (above) would be superseded.

Contributory benefit rating

This system would provide the corresponding service for the short term con-
tributory benefits. One further VDU would be required in each LO for use by
clerks.

Unemployment Benefit

This system would provide an on-line interactive service for clerks in UBOs
corresponding to that provided in ILOs. 10 VDUs per UBO would be provided.




Departmental Central Index

An integrated central index would be developed from the general and child
benefit indexes at NCO and made available on line to staff both in Newcastle
and elsewhere (eg LOs) between 1988 and 1990. It would record, inter alia,
the location of all information for an individual held by DHSS. A further

3 VDUs would be provided in LOs for accessing the index.

Child Benefit at Washington

The Child Benefit system would be replaced, at its present location at
Washington, when the existing equipment is due for replacement in 1988/89.
The costs and savings included in the strategy costings relate to additional
features and facilities provided under the strategy proposals.

Child Benefit in Local Offices

Transfer of child benefit work from Washington to LOs between 1993 and 1995
would require a further 4 VDUs in each LO.

Retirement Pension at NCO

The Retirement pension system would also be replaced in its present location-
when the existing equipment is due for replacement in 1987/88. The costs and
savings included in the strategy costings relate to additional features and
facilities provided under the strategy.

Retirement Pension in Local Offices

Transfer of RP work (other than Overseas Branch) to LOs between 1993 and 1995
would require a further 7 VDUs in each LO.

Contributions

Development of the contributions record system can also be expected in advance
of replacement of existing equipment in 1989/90. Under the strategy it is
additionally proposed that a contributions record should be made available
on-line to LO and UBO staff. The strategy costs and savings take into account
additional features and facilities at NCO and the provision of 3 additional

VDUs in LOs to access the records.

Specialised Benefits at NFCO Y

Development of systems at NFCO can be expected irrespective of the strategy.
The costs and savings included in the strategy costings relate to additional

features and facilities.




APPENDIX 3
COSTING THE STRATEGY

Lk This Appendix provides background information on the costing of the main
strategy proposals and the variant approaches discussed in Section V.

The Base Line

2is To distinguish the costs and savings likely to result from the strategy
from developments which would probably occur in any case, it was necessary to
establish a 'base-line' indicating likely expenditure required in the absence
of a strategy.

S It 'was assumed that if there were no strategy existing DHSS computers
would need to be replaced as they wear out and that a number of relatively
modest enhancements would be made. These would include the replacement of
teletypes in UBOs with VDUs, providing an enhanced on-line enquiry service;
the introduction of VDU-based on-line data input and enquiry services to
branches at Newcastle and North Fylde Central Offices; the replacement of
Datalink by a VDU service offering ILOs slightly more comprehensive on-line
enquiry facilities; and the general replacement of magnetic tapes with discs
as the main computer storage medium. On this basis the total cost of main-
taining social security computing over the 20-year costing period of 1982/83
to 2002/3 would exceed £900 million (November 1981 prices).

Strategy Costs

4, The costings are based on current (1980) workloads and transaction volumes,
amended to reflect:

(a) changes expected to take place by 1990 following demographic,
social and legislative changes and other foreseen changes in DHSS/DE
practices and procedures;

(b) estimates of additional likely changes as a result of the
strategy itself.

A number of other possible legislative, social and procedural changes which

were thought less likely to occur were also considered to assess their possible
impact on 1990 workloads: in only a few cases were these found to have a signi-
ficant impact on the costings. In view of the uncertainty about future levels
of unemployment, costings were based on current levels of around 3 million.

(If the level of unemployment were lower both the costs and the savings would

be lower: 1if a level of a 2 million is assumed, the net present value achieved
by 2002 would be some 8 per cent lower).

< Estimates were made of the equipment needed to cope with the volumes and
workloads established, when it would be needed, where it might be sited and
the consequent telecomnunications needs. Allowance was included for some
back-up facilities.

6. Other costs taken into account include additional development and
operational staff, accommodation and the operational and maintenance costs

of the new equipment. Cautious assumptions were made, eg on the availability
of existing accommodation, the need for development staff and the opportunity
for bulk purchase discounts.
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Strategy Savings

oJ

y {8 The strategy would provide savings in 3 main areas: staff, payment
methods and other non-staff costs.

8. Staff account for some 707% of social security administration costs, and
therefore provide the greatest scope for savings. Savings were estimated by:

(a) calculating staff requirements in 1990 in the absence of
a strategy by reference to the transaction volumes etc indicated

above; and

(b) revising these calculations in the light of estimates of the
impact of the strategy proposals on specific staff functioms.

9 The scope for savings in other areas, including payment methods, 1is
relatively limited in view both of their smaller proportion of total costs
and of saving measures already being taken - eg standardisation of order
books, four-weekly payment of child benefit and the introduction of ACT.

In general, the estimated savings are deliberately cautious: examination

has focused on areas where the stretegy 1s expected to have a major impact
and savings can be readily identified. No savings have been assumed in other
areas where the strategy is considered likely to have smaller impact or where
it is more difficult to assess the extent of savings. Whether additional
savings can be found in such areas will emerge in the course of further, more

detailed analysis.
Timing

10. The timing of expenditure and savings depends on the sequence and timing
of the individual projects which between them comprise the strategy. The
timings indicated in Figure 2 of the paper were assumed for costing purposes.

Totals

11. The total estimated strategy costs and savings are summarised in Table 1.
Both costs and savings are additional to the 'base-line' costs discussed above.
It should be stressed that all figures must be regarded as broad estimates:
further detailed refinement will be needed project by project. Approval would
not be sought for strategy investment on a global basis but for each project

individually.

Risk Analysis

12, Many factors could alter the estimated costs and savings, eg relative

price changes, delays, non-achievement of savings etc. A micro-computer—based
risk and sensitivity analysis model has therefore been developed. This enables
costs and savings to be separately identified in up to 750 related tasks within
25 projects over a period of 20 years. The impact of a wide range of variations
in assumptions can therefore be assessed.

Review Points

13. Implementation of the strategy will require comprehensive monitoring and
control arrangements and a number of major review points. Five are suggested
in Figure 4 of the paper. The first would have little significance in costing

terms. The others are:
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at March 1985, prior to decisions to develop the contributions
and contributory benefit rating modules;

at March 1987, prior to implementation of the payment of LO
benefits system throughout the country but following its
initial trial;

at March 1989, prior to implementation of the supplementary
benefit assessment module;

at March 1991, prior to implementation of the contributory
benefit rating and unemployment benefit systems.

14, To assess the financial implications of the worst possible situation at
each of these review points, it was assumed that a decision would be taken

not to proceed further but simply to consolidate on elements which had already
been implemented or substantially so at that point. The results are shown in
Table 2.

15. As the 1985 and 1987 review points fall during the initial development
phase, a decision to stop at either of them would only lead to a marginal
postive net present value (NPV) by the end of the strategy period, against
which nugatory development costs would need to be set. The position improves
markedly, however, in subsequent years when major elements of the strategy
would be implemented and would provide a growing return on the investment.

Variations

16, Section V of the paper briefly describes the study undertaken of possible

alternative approaches and the conclusions reached. Those considered are set
out below:

ALTERNATIVE 1
computerised payment system for locally administered benefits;

the introduction over time of standard record formats into all
social security computer systems;

development of a centralised information source built upon the
central index concept and available through video terminals
across DHSS/DE, containing for all claimants identity, contri-
butions and benefits in payment data (the last through daily
updates from payment systems);

extensive use of micro computers in local offices to assist
in supplementary benefit assessment, liable relatives work,
control of the movement of papers, code interrogation and
other areas likely to lead to staff savings, cost reductions
or improvements in effectiveness.




TABLE 1:

BROAD ESTIMATES OF COSTS AND SAVINGS
(£ million)

87/
88

a8/
89

89/
90

90/
91

91/
92

92/
93

93/
94

94/
95

95/
96

96/
97

10

11

12

13

14

15

Total Costs
Savings
Net Cash Flow

Discount Factor

(5%)
Annual NPV

Cumulative NPV
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Financial implications of termination at review points

Projects already implemented

Review Point = Z S Nugatory Expenditure
NPV* achieved Year positive E 4 .
Incurred

by 2002 NPV#* achieved

£m
March 1985 1992 /93
March 1987 1992/93
March 1989 1992/93

March 1991 1991/92

* Net present value




ALTERNATIVE 2

development of a local office network to cover the payment
and uprating of all locally administered benefits, supple-

mentary benefit assessment and the calculation of unemploy-—
ment benefit entitlement;

construction of a centralised information source as in
alternative 1 but with a common database shared between

it and the local office network;

within this approach 4 variants were identified, in
ascending order of investment:
Option A making use of a restricted system dialogue
(eg no prompts) and fewer terminals than proposed for
the main strategy with a separate limited network in
local offices accessing the centralised information
source.

Option B again a restricted dialogue and fewer terminals
but these now switchable between systems to provide easier
access to centralised information.

Option C making use of a comprehensive system dialogue with
similar assumptions about numbers of terminals as the main
strategy but still with a separate limited network to access
the centralised information source.

Option D again a comprehensive dialogue and full set of

terminals but these now switchable between systems.
17. The results of the calculations are summarised in Table 3.

Table 3: Costs and savings of alternative strategies

ALTERNATIVE 2

Option A Option B Option C Option D

Total Cost 450m £510m £510m £620m £620m

Total Savings £780m £870m 1410m £1590m £1880m

Cumulative NPV#* £150m £150m £360m £460m £540m

Year positive NPV#

achieved 1992/93 1994/95 1993 /94 1992/93 1992/93 1993/94

on investment# 50% 50% 70% 1007% 120% 120%

Return

Net present value
he return is calculated by dividing the net savings by the

costs (both discounted at the recommended rate of 5 per cent)

and multiplying by 100,
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GLOSSARY
ACT

Analogue

ADP

Batch computer

CCTA
CHB
Conts

Data and functional analysis

Database

Data input validation
program

Datalink

Dedicated leased telephone
line

APPENDIX 4

Automatic Credit Transfer

Normal way of sending speech over the telephone
system, gradually being superseded, in computer
use, by digital transmission (q.v.)

Automatic data processing

Computer system where work is processed in
batches and results may be returned within
hours rather than minutes or seconds

a binary digit

bits per second

British Telecom

a number - usually 8 - of bits

Contributory Benefit

Central Computer and Telecommunications Agency

Child Benefit
Contributions

The study of data required by an organisation
to fulfil its business; and the study and
identification of the functions the business
performs (associating the data items) in
achieving its objectives, irrespective of the
organisational structure

A pool of data available to different users

Program to prevent misinformation being
entered into a system

DHSS computer system to enable local office
to obtain contribution records using over-
night telephone calls

A telephone line leased from British Telecom
(eg for computer traffic) used exclusively
by the lessee; also know as a private
circult

Departmental Central Index

Department of Employment
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DHSS

Digital

EAO

Encryption

FIS
GI

Hardware

ILO
Intelligent

Interactive

NPV

NUBS

copier

Department of Health and Social Security
Telephone (or other) circuits where the
transmitted signal is encoded as a series
of pulses which can be represented as
numbers

Economic advisers' office (of the DHSS)

Encoding of data to prevent unauthorised
access

Family Income Supplement
General Index

The physical pieces of equipment that make
up a computer

Integrated local office (run by DHSS)

=

acsimile copying through the telephone system

One in which the user enters data in response

to questions by the system
Inland Revenue

Invalidity Benefit

Local office

Non-contributory invalidity pension

North Fylde Central Office

National Insurance

Net present value

National unemployment benefit system
erminal remote from but connected to
main computer so that it can communi-

with it
Operational Research Service (of the DHSS)
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Pay-as—-you—earn

PO Post Office

Prestel Information held on computer database
accessed through public telephone network

for TV display

PROMPT
planning

Packet Switched
PSS is known as

Retirement Pension

SB Sickness Benefit

Software A set of instructions for the computer

Switchstreanm See PSS (q.v)

Terminal Apparatus for transmitting messages to
and from computer

Trade Union Side

Unemployment benefit
Unemployment benefit office (run by DE)

Visual display unit (television screen
display of computer information)

Widows' benefit

”

X-stream The range of British Tele
communication services (i
Switchstream (q.v))

com's digital
ncluding PSS/
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INTRODUCTION

This paper provides a brief guide to the social
security operational strategy including its
origins, the main proposals now put forward in
Working Paper II, the costs and the returns. A
gloséary of terms is at the end.




SOCIAL SECURITY TODAY

The scale of social security operations is huge:

25 million claims a year;

24 million beneficiaries at any one
time;

1,200 million payments a year;

117,000 staff in the Department of
Health and Social Security (DHSS)
and the Department of Employment
(DE) - predominantly clerical staff
working outside London;

£1,400 million administration costs
(1981/82).

The work is highly complex: over 30 benefits are
paid (10 introduced in the 1970s); staff rely on over
100 bulky instruction manuals - closely printed,
frequently amended and full of cross-references.

DHSS and DE already rely heavily on computers,
housed at four centres. Newcastle is one of the
biggest centres in Europe. Almost £40 million is
invested in computers and there are around 3,000 ADP
staff.

Figure 1 shows the organizational structure of the
whole system, in both DHSS and DE. The Reading and
Livingston computer centres are linked to a separate
network of Unemployment Benefit Offices (UBOs) - run
by DE - and pay benefits to the unemployed. Newcastle
Central Office records contributions for the whole
working population and pays Retirement and Widow's
Pension and Child Benefit. North Fylde Central Office
pays War Pensions and various disablement benefits.
At all these points in the network computers play an

important part.




O ORGANISATIONAL FRAMEWORK

DE HQ DHSS HQ
London London

(530) (2000)

Regiénal Regional
Offices Offices
(900) (4000)

Reading & Newcastle North Fyide

Livingston Central Central

Computer Office Offices
Centres

(500) (12000) (2900)

780

1050 Local

{(inciuding
UBOs Caller)
Offices

(27700) (65500)

Staff nos. shown in brackets
(October 1981)




DHSS local offices, however, are purely clerical with

millions of paper records held in rows of filing

cabinets. These offices are the initial contact
point for the public. Half the staff work on
calculating and paying supplementary benefit, while
the rest are concerned with sickness, invalidity
and other benefits and other local work.




WHY A STRATEGY?

A combination of concerns about the state of operations,
allied with an awareness of new technical opportunities,
surfaced together in the late 1970s and led to work on
a strategy for operations for the 1980s and 1990s.

The problems included reliance on paper and on more
and more clerical staff - expensive and inefficient
methods. Staff numbers, administrative costs and
supplementary benefit error rates all rose sharply in
the 1970s. Complexity increased and standards of

efficiency and service to the public seemed to
decline.

The computer systems were not able to give direct
and immediate help to front-line local office staff
in DHSS and, through them, to the public.

Meanwhile, computers and telecommunications were
generally bcoming cheaper, faster, more reliable and
able to handle more work. This opened up quite new
opportunities. Things which had been technically

impossible or too expensive to contemplate began to
seem feasible.

The present DHSS computers have to be replaced
during the 1980s and this offers an opportunity to
introduce a more coherent system providing real

improvements - for the public, the taxpayer and the
staff.




WORK SO FAR

The work started within DHSS in the late 1970s. The
pace quickened in 1980, when a new Strategy Team was
set up and the Secretary of State for Social Services
announced the work in Parliament:

'Piecemeal changes can never be enough.
We need a more radical approach if we are
to modernise the way we run the system and
give the public a quicker and more accurate
service. We also want the staff to have
more worthwhile jobs with greater satis-
faction.' (Hansard 21 November 1980.)

The first Working Paper was published in December 1980.
It explained the reasons for the strategy and stressed
as key issues the need for economy and efficiency; the
need to improve service to customers, particularly by

treating them more as 'whole persons' with a range of

social security requirements; and the need to involve
staff and pay particularly close attention to the

relationship between people and machines. Working

Paper I invited discussion and called for a further

paper with specific proposals for a strategy to meet

these needs.

In January 1981 the Parliamentary Secretary (Social
Security) chaired a two-day seminar at Sunningdale,
at which the strategy was considered by a group of
well-informed outsiders - including people with

extensive private sector computing and management
experience. The broad approach was welcomed, but the
scale of the undertaking and the need to avoid undue
risk was stressed. Since then wide discussions -
inside and outside Government - and analysis work
have led up to the proposals contained in Working
Paper II.




THE PROPOSALS

More Economic and Effective Use of Claimant
Information

Collecting, storing and wusing information about
contributors and claimants 1lies at the heart of
social security operations. At present the inform-
ation is poorly organised. Several separate records
may be held about one individual. It is difficult
to keep them up to date and consistent and for staff
in one part of the organization to get relevant in-
formation held elsewhere. This causes inefficiency
and waste and a risk of overpayments to which the
Public Accounts Committee has drawn attention:

'We urge the Departments [DHSS and DE]
to pursue their investigations to ensure
that full advantage is taken of the
facilities offered by computers to cross-
check and supply information at the point
at which a claim is decided.' (PAC 9th
Report, 1976/77)

This highlights a central issue: either DHSS and DE
continue to hold large numbers of separate records in
a form not easily accessible to local office staff, or
they link them together and make them readily available
to the staff who need the information. Technology now
makes it possible to pursue the second alternative and
we propose that the records should be re-structured to
minimise duplication of information and make it access-
ible to the staff who need it. There will be fears
about privacy, and strict safequards to control access
and prevent abuse will have to be built in. But to
take any other course would mean opting for less
efficiency and less control of public money and fore-
going opportunities to improve standards of service.




Cross Benefit Approach

In the past each benefit has been administered
largely in isolation. The strategy work has
sought to 1identify functions which &are the same
irrespective of benefit. Printing order books or
giros is a clear example. We recommend that so far
as possible common approaches should be used for all
benefits, to achieve economies and a less confusing

system.

Common Communications Network

As telecommunications become more important, it is
essential to prevent the spread of different,
incompatible networks, which would restrict
flexibility and confuse staff. We recommend a
common, general purpose network spanning all social

security offices.

Terminals for Staff

Computer terminals on the desk would give staff
access to the information they need and to computer
assistance. We recommend the widespread use of such
terminals: they would replace paper and pens as the
basic working tool for benefit clerks.

New Computer Structure

To put these proposals into practice, DHSS and DE
would have to move from the present computer
structure to a more modern and integrated one.

Figure 2 illustrates the present arrangements. They
reflect the constraints of the 1960s and 1970s when
they were designed. For example, both sickness




EXISTING COMPUTER SYSTEMS
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Figure 2
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benefit - administered in DHSS integrated local
offices (ILOs) - and unemployment benefit -
administered through UBOs and the National
Unemployment Benefit System (NUBS) computers at
Reading and Livingston - rely on national insurance
records at Newcastle; yet these closely related
benefits are administered quite separately and rely
on separate and rudimentary communications links to

access these records.

Figure 3 shows the proposed long-term computer

structure. To concentrate computer resources at
either central or local offices would mean
excessive size and concentration at the centre and/or
unrealistic demands on local processing facilities.
The addition of area centres would enable a more

balanced structure.
Ultimately, each area computer centre would:

support a number of ILOs and UBOs,
making the same information and
computer resources (eg facilities
to calculate benefit entitlement)
available to both;

provide quick communications between
local and central offices and between
local offices themselves;

hold the main information about
claimants living in their area;

provide natural locations for fast,
efficient payment centres.

The structure would build up gradually. In the 1980s
the Area Centres would be established, holding infor-
mation and computer programs and with links to ILOs
and Newcastle. Among the first activities which
they would support would be the payment and uprating
of local office benefits, and the calculation of

10
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entitlement for claimants to supplementary assessment
and sickness benefit. In parallel, a new central
index would be developed at Newcastle; and the
existing large computer systems there would be

modernised.

Meanwhile, UBOs would continue to be supported by the
NUBS computers, but improvements - notably the intro-
duction of wvisual display units to improve 1links
between the offices and the computer centres - would

be introduced.

In the early 1990s UBOs would be linked to the area
centres. This would make attainable the objective
that unemployed claimants should not have to deal
with both DHSS offices and UBOs: the network would
enable the full range of benefit transactions for
the unemployed to be handled through 'one office’.
The North Fylde system would also be more closely
integrated and an option would exist to distribute
pension and child benefit administration from
Newcastle Central Office to area centres and local
offices to further the 'whole person' concept by
making the local office the point through which all
social security benefit transactions for an individual
are handled.

However, all this will take time and local offices
need computer help now. We propose that micro-
computers should be introduced into local offices as

an interim step - starting in 1983.

Implementation

The proposed new structure could not be implemented

as a single exercise: it must be broken down into
individual projects developed within a strategic
framework. Figure 4 shows the most important ones
and the suggested dates for systems development and

implementation.
12
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The first and fourth projects are relatively small-
scale micro-computer systems which could be
implemented quickly. The second and third are
particularly important, as they will together
established the frame-work (central index, area
centres, communications network, database) on which
subsequent projects will build.

Managing these inter-dependent projects will be a

complex and difficult task. Strong central management

will be essential.




THE GAINS

The proposals would enable a better service for the
public. As local office staff would have ready access
to all the information they need to deal with a case
they would be able to provide better information to
customers and a quicker and more efficient service.
As computers shoulder more of the burden of calcula-
tions and ensure that all the right questions are
asked, errors should be reduced and calculations
speeded up. As staff would be 1less burdened by
procedural and arithmetical work each of them would
be able to handle a wider range of social security
business, instead of requiring claimants to contact
different counters at different offices. It would

then be possible for them to treat customers as 'whole
persons'.

The Government would achieve substantial staff and
financial savings (discussed further below); fewer
complaints about inaccuracies, overpayments etc;
better controls against abuse due to improved cross-
referencing of available information; and a computer
structure which was more responsive and adaptable
to change than the present systems and more able
to cope with additional demands than the present
over-stretched manual systems. (The difficulties of

introducing a tax credits system, for example, would
be reduced.)

The staff too would benefit. The focus of their work
could shift from processing paper to dealing with
people and resolving their problems. By having the
information on which they depend readily available
they would be able to do a better and satisfying job.
The frustrations of not having information available,
of depending on others elsewhere to complete a task,

and of relying on complex and voluminous instruction
manuals should all diminish.
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COSTS AND SAVINGS

DHSS will need to spend around £900 million*
(November 1981 prices) over the 20 years 1982/2002
simply to keep the current computer structure running
with minimal improvement.

Implementation of the full strategy proposals would
cost an additional £700 million* and would produce
gross savings of £1,900 million* over the same period:
a return of 123j7. The internal rate of return (the

discount rate at which savings would equal expenditure)
is 27%.

Figure 5 shows the cash flow: net annual expenditure
in the 1980s turns to net annual savings after 1990.

In net present value terms the strategy will have paid
for itself by 1993.

Most of the savings would come from fewer staff in
DHSS and DE, particularly in local offices. The
build-up of staff savings is illustrated in Figure 6.
Savings would start in 1984, would build up gradually
at first but more sharply from the end of the decade.
By 1995 they would have reached 20-25,000. The aim

would be to achieve these savings through natural
wastage.

The strategy would thus facilitate continued reduc-
tions in the size of two major Government Departments;
would provide a planned framework for achieving them;
and would enable this to be done while improving the
level of service provided.

* At this stage the figures must be regarded as order
of magnitude estimates.
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It is not necessary to seek global approval for the

total investment needed to complete the strategy.

Each project within it would be individually costed
and decisions on investment would be taken one by one,
in the light both of their individual justification
and their contribution to the strategy as a whole.

During the time the strategy is developing technology
will advance and the demands on the system may change:
this reinforces the need for a flexible approach, with
constant reappraisal.




KEY REQUIREMENTS

Success 1is only possible if a number of key require-

ments are met.

The strategy must be flexible and responsive to
change - not a straight-jacket. It should be seen as
a framework within which individual projects are
justified and carried forward. Constant monitoring
will be necessary. In addition, several review
points are built in at each of which it would be

possible to stop or <change direction. wWorking

Paper II also outlines several variants, which would
be less comprehensive and less expensive but would
offer smaller savings and lower attainment of
strategy objectives.

Privacy and security must Dbe safequarded. The

strategy does not require any additional personal
information to be held by the Departments: it
proposes that it should be used better. Forthcoming
legislation will provide the framework for data
protection. Access to sensitive information would
be controlled (eg by passwords, badges, voice prints,
special authorisation procedures, etc). Significant
back-up support to cope with machine failure would be
needed and has been included in the costings. The
extent of security controls and back-up provision will
be determined in the detailed planning of the individual
projects, in the light of the possible risks and costs
involved.




Effective management will be essential:

to ensure unity of purpose through-
out the planning and implementation
process;

to ensure that necessary resources
(including skilled technical personnel)
are available and efficiently deployed;
and

to maintain momentum and proper control.




CONCLUSION

The proposed strategy would enable DHSS and DE to

provide a modernised and more efficient service at
lower cost. It would also have wider implications

for Government:

it would continue the Government's
drive for greater efficiency and
lower Civil Service staff numbers,
beyond 1984;

it would give practical expression

to the Government's determination,
in Information Technology Year, to

take full advantage of modern tech-
nology in its own directly run
services;

it would make a major contribution
to technological advance in the
UK, generating high technology
business and jobs.




GLOSSARY

Department of Employment

Department of Health and Social Security
Integrated Local Office

Local Office

Newcastle Central Office

North Fylde Central Office

National Unemployment Benefit System
Public Accounts Committee

Unemployment Benefit Office

Visual Display Unit




