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Report of the Comptroller and Auditor General 

The Development of the Integrated Short-term Schemes Computer System 

I have, m accordance With the provisions of Sectwn 9 of the Comptroller and Auchtor 

General (Amendment) Act, 1993, earned out a value for money exammatlon on the 

development of the Integrated Short-term Schemes computer system by the 

Department of Social Welfare 

I hereby subnut my report of the above exanunat10n for presentatiOn to Dau E1reann 

pursuant to Section 11 of the said Act 

John Purcell 
Comptroller and Auditor General 

4March 1997 
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Summary of Findings 

Background 

The Integrated Short-term Schemes (!STS) system ts the name gtven to the computer 
system bemg developed by the Department of Soctal Welfare (the Department) to 
provtde for the operauon and adnnmstrauon of short-term schemes ISTS ts the ftrst 
system to be developed by the Department on an mtegrated basts and replaces a 
number of systems whtch had been operatmg mdependently of one another 

The development of theISTS system began m July 1992 and the proJect ts expected 
to be completed m 1997 The total costs mcurred by the Department m the 

development and tmplementatwn of the ISTS system amounted to £25 Om up to 31 

December 1996. 

Factors whtch mfluenced the declSlon to develop an mtegrated system mcluded the 
need to modermse the servtces provtded at Local Offtces, the destrabthty of 
computensmg Supplementary Welfare Allowance schemes and the reqmrement for 
tmproved controls and better management mformat10n In January 1992 the 
Government dectded to tax Unemployment Beneftt (UB) and Dtsabthty Beneftt at 
source. Thts declSlon copper-fastened plans to develop an mtegrated system, as the 
Department dtd not constder tt feasible to adapt the extstmg computer systems to 
tmplement thts new pohcy 

Objectives and Scope of the Study 

The study set out to examme 

• whether the proJect was properly planned and managed 
• the use of consultancy asststance 
• the costs mcurred and the extent to whtch the proJected beneftts were reahsed 
• the efftetency wtth whtch the system was tmplemented 

Project Planning and Management 

The Department dtd not carry out a formal cost-beneftt analysts of the proJect because 
of the urgency of meetmg the Government tmposed deadlmes for mtroducmg 
taxauon and because the hkely yteld from thts source would outwetgh the costs 
mcurred m developmg a new computensed system 

Plans for the mdtvtdual components of the proJect, prepared by the Department 
between July 1992 and February 1993, were madequate and unrealtsttc m thetr 
esumat10n of ume, costs and resources reqmred Co-ordmatwn was also lackmg as 
these plans were drawn up mdependently. 
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The Development ofthe Integrated Short-term Schemes Computer System 

A rev1ew of the status of the proJect by consultants m September 1993 concluded that 
the proJect needed to be re-orgamsed and that additional mvestment would be 
reqmred wh1ch would, however, be JUstified by reference to the benefits wh1ch would 
accrue from the new system On this bas1s the Department deCided to proceed w1th 
the development of the system. Followmg the re-orgamsation and consolidation of 
the proJeCt a comprehensive plan was drawn up m Apnl1994. 

Although much of the admm!Stration of short-term schemes 1s earned out m Local 
Off1ces the ISTS system has been developed usmg a centralised architecture w1th local 
termmals connected to a smgle computer over a network Th1s was a reasonable 
approach bearmg m mmd the time constramts, the skills defic1t and the costs 
associated w1th developmg an alternative system usmg a chent/server architecture 
However, there are likely to be sJgmfJcant costs 1f theISTS system 1s reqmred to be 
re-engmeered for a chent/server architecture at some time m the future 

A strategic executive committee set up to direct the proJect met only on two occaswns 
over the course of the proJeCt In addition, the proJect board had up to 16 members 
w1th frequent changes m personnel, wh1ch would have hmdered efficient deciSion 
making The Department has stated that followmg the re-orgamsatwn of the proJect 
clear ownership and responsibilities were established for both the board and the 
management team and that the proJect was managed m such a way that It was 
delivered on time and w1thm the rev1sed budget 

The level of uncertamty m relatiOn to the taxatwn reqmrement 1mposed by 
Government deciSions made It difficult to properly plan and manage the proJect m 
the early stages However, 1t IS recogmsed that the Department succeeded m 
convertmg a number of chum processmg and payment systems to a modern mtegrated 
system without any disruptiOn of serv1ces. 

Use of Consultants 

Two sets of consultants were used dunng the proJect - techmcal consultants and 
mformat10n systems consultants The mformatwn systems consultants who earned 
out the rev1ew of the status of the proJeCt were retamed to asSISt m the development 
and 1mplementat10n of the system as the Department did not have the necessary skills 
and expenence to develop a system of this s1ze and complexity. The cost of the 
consultanCJes up to 31 December 1996 was £3 Om for the techmcal consultants and 
£5 8m for the mformatwn systems consultants The extent of the reqmrement for 
this level of assistance and the resulting costs had been s1gmficantly under-estimated 

by the Department. 
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Summary ofFmdmgs 

The approval of the Government Contracts Committee was not obtamed for the 
award of the consultancy contracts dunng the proJect In addmon, EU procurement 
directives were not adhered to. 

Realisation of Benefits 

The mam benef1ts 1dentif1ed by the Department, which could be reahsed through the 
mcreased use of technology of wh1ch ISTS was the key component, mcluded the 
mtroductwn of a faCJiny to tax UB payments at source, mcreased productivity at 
Local Off1ces, mtegratwn of all short-term schemes and 1mproved serv1ces to 
cla1mants. 

The benefits of ISTS cannot be comprehensively assessed until the system 1s fully 
Implemented However, some of the proJected benefits may not be reahsed. The 
Government dec1ded, m October 1995, to defer mdefm1tely the d1rect taxation of 
short-term benefitS w1th the result that th1s ant1c1pated source of revenue IS not bemg 
reahsed. Moreover, at the time of the exammatwn, there had been lmle change m 
work practices m the Local Off1ces VISited 

Implementation of the System in Local Offices 

Due to delays m the development of the ISTS system and the reqmrement to 
mtroduce chrect taxatiOn of UB from Apnl1995 the Department deCided m July 1994 
to set up a centrahsed UB sectwn m Dublm to fac1htate the processmg and taxation 
of UB payments Followmg a Government deCISIOn m January 1995 to defer the 
taxatiOn of UB payments at source until Apnl1996, the Department d1sbanded the 
sectiOn and brought forward the ImplementatiOn of Phase 1 of the system m Local 
Off1ces. The costs mcurred by the Department m estabhshmg the unused centrahsed 
UB section amounted to £1 OSm 

Apart from some mmor delays because of capac1ty problems, Phase 1 of the ISTS 
cSystem was successfully Implemented m all Local Off1ces dunng 1995 and early 1996 
However, the system has not been Implemented m Branch Off1ces, wh1ch are 
operated on an agency bas1s, as agreement has not been reached w1th the managers 
As a result, 24% of Unemployment Assistance drums are not processed through the 
ISTS system 
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Part 1 : Introduction 

Overview 

1.1 	 The Department of Social Welfare (the Department) IS responsible for the 
admm!stratwn of social msurance and social assistance schemes The Department 
consists of three mam entitles 

• 	 the A1reacht, which 1s responsible for pohcy formulatiOn and general 
admmistratiOn 

• 	 the Social Welfare Services Off1ce (SWSO), wh1ch IS responsible for the day-to-day 
admm1strat10n of schemes and operates largely at local level through regwnal 

offices 

• 	 the Social Welfare Appeals Off1ce, wh1ch 1s responsible for determmmg appeals 

agamst decisiOns on social welfare entitlements 

The Social Welfare Services Office 

1 2 	 The SWSO was established as an executive office m 1985 and 1s structured as follows 

• 	 Long-term Schemes, Central Records and Control 
• 	 Support Services mcludmg Information Technology (IT) 
• 	 Regwnal1satwn and Localisation Development 

• 	 Short-term Schemes. 

1 3 	 There are ten regwns' wh1ch report to a Regwnal Director Each regwn 1s responsible 
for the dehvery of local services covenng mamly unemployment schemes, Illness 
schemes, the mvestlgatwn of entitlements and the control of fraud and abuse W!thm 
the regwns there are 57 Social Welfare Local Offices (Local Offices) staffed by ciVIl 
servants. In addmon, there IS a network of 72 SoCial Welfare Branch Off1ces (Branch 
Offices) wh1ch are operated by pnvate mdiVIduals on an agency bas1s for the 
Department and wh1ch are controlled by the nearest Local Off1ce 

1 4 	 The schemes admm1stered by the SWSO can be categonsed mto long-term or short­
term schemes Long-term schemes are essent1ally penswn schemes such as old age, 
w1dows and Illness schemes of a long-term nature Short-term schemes cater for 
Situations considered to be of a temporary nature such as mcapaclty (through Illness 
or inJury), matermty and unemployment A hst of long-term and short-term schemes 
1s set out m Appendtx A. 

Three regwns tn Dubltn and seven covertng the remaznder ofthe country 
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The Development ofthe Integrated Short-term Schemes Computer System 

1 5 	 The obJeCtives of the SWSO as set m 1985 are m Appendix B These obJectives have 
smce been developed m the context of the Department's Strategic Management 
Inmauve 

Information Technology in Social Welfare 

1 6 	 All schemes admm1stered d1rectly by the Department are computensed, with 
approXImately 800,000 payments bemg processed weekly. The Department uses a 
pnvate network to lmk 1ts off1ces throughout the State. 

1 7 	 ApproXImately 250 staff are ass1gned to the IT diVISIOn and are responsible mter alta 

for the development, mamtenance and support of all departmental computer systems 
Expenditure on IT m 1996 amounted to some £18m 

1 8 	 Pnor to 1992, computer systems had been developed by the Department on a scheme 
by scheme bas1s and each of the systems was operatwnally mdependent However, 
ansmg from a rev~ew of the Department's busmess reqmrements, contmumg advances 
m computer technology and improved telecommumcatwns services, the Department 
adopted a new strategy under wh1ch systems would, m future, be developed on an 
mtegrated baSIS 

The Integrated Short-term Schemes System 

1 9 	 The Integrated Short-term Schemes (ISTS) system 1s the name g1ven to the computer 
system bemg developed by the Department to prov1de for the operatiOn and 
adrmmstranon of short-term schemes. Th1s system w11l supercede all systems used for 
processmg Unemployment, General Benefits and Supplementary Welfare Allowance 
(SWA) schemes. It 1s the fmt system to be developed by the Department on an 
mtegrated bas1s The system has one of the largest databases of 1ts kmd m Europe and 
caters for approximately 197,000 payments totallmg£14 3m per week 

1 10 	 Appendix C shows the key events and deciSIOns surroundmg the development and 
implementatiOn of the ISTS proJeCt up to December 1996 

Objectives and Scope of Examination 

1 11 	 The development of the ISTS system 1s one of the largest computensatwn proJects 
undertaken m the pubhc sector m recent years The study set out to examme 

• whether the proJect was properly planned and managed 
• the use of consultancy assistance 
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lntroductton 

• the costs mcurred and the extent to wh1ch the proJected benefits were real1sed 
• the eff1c1ency w1th wh1ch the system was implemented. 

1 12 	 The exanunauon was conducted by staff of the Off1ce of the Comptroller and Auditor 
General, assisted by management consultants 2 The f1eldwork consisted of mterv1ews 
and correspondence w1th relevant IT and user personnel and the exammatwn of 
departmental records. A number of Local Off1ces3 were also VISited 

2 DB!Assoczates Ltd 

Navan Road (Dubhn), Tallaght, Cork and A thlone 
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Part 2 : Planning and Management of the Project 

Background 

Government Decision to Tax Short-term Benefits 

2 1 	 In August 1991 the Issue of taxmg short-term benefits was raised by the Mm1ster for 
Fmance With the Mm1ster for Soc1al Welfare In December 1991 the Government 
decided that D1sab1hty Benefit (DB) payments should be taxed as soon as poSSible after 
April 1992 However, the precise method of ImplementatiOn had yet to be dec1ded 

2 2 	 Following chscusswns mvolvmg the Department of Fmance {Fmance), the Revenue 
Comrmsswners (Revenue) and the Department, the Government decided m ]anuary 
1992 that 

• 	 DB should be taxed as soon as possible after 6 Apnl1992 by way of Statutory S1ck 
Pay for the f1rst four weeks of Illness and m subsequent weeks by the Department 
through the operatwn of a P AYE system 

• 	 Unemployment Benefit (UB) should be taxed With effect from 6 Apnl1993 or as 
soon as possible after that date w1th the Department chrectly collectmg the tax 
through the operation of a P AYE system 

• 	 methods of taXIng maternity benefit with effect from Apnl1993 should be devised 

• 	 a h1gh-level mter-departmental workmg group, cons1stmg of off1c1als from 
Fmance, Revenue and the Department, should be established to agree and co­
ordmate measures for 1mplementmg the Government declSlons. 

2 3 	 In 1ts mmal report of Apnl 1992, the workmg group considered that It would not be 
feasible to mtroduce d1rect taxatwn of DB before Apnl1993 and UB before Apnl 
1994 Therefore, 1t recommended that an mtenm arrangement should be established 
for the taxatwn of DB and that further cons1derat10n was reqmred regardmg the 

taxatiOn of UB. 

2 4 	 UB and DB were made subJect to mcome tax m the Fmance Act 1992 Taxatwn was 
brought Into effect for DB payments from Apnl1993 and for UB payments from 
April 1994 usmg mtenm arrangements operated by Revenue The mtenm 
arrangements are descnbed m Appendix D 
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Plannmg and Management ofthe Pro;ect 

Deficiencies m Existing Systems 

2 5 	 The Department dectded that an mtegrated system should be developed for all short­
term schemes to replace the extstmg systems because 

• 	 The extstmg systems were not capable of supportmg a complex P AYE system 
whtch would be reqmred for the taxatwn of short-term benefits 

• 	 The replacement of the extstmg systems by an mtegrated system would provtde 
tmproved controls across all short-term schemes, better management mformatwn 
and would support Local Offtce modermsatwn, mcludmg the locahsauon of 
serv1ces 

• 	 There were dtfftculties m processmg mcreasmg volumes of clatms on the extstmg 
computensed system for unemployment clatms Thts system was mcreasmgly 
unstable, wnh unsatisfactory levels of performance and downtime 

• 	 The extstmg General Beneftts system was ongmally developed m the 1970s and 
was m need of constderable enhancements 

• 	 A common payment module was reqmred to provtde for payment by methods 
other than cash, such as cheque, postdraft or electromc funds transfer 

• 	 SW A schemes were admmtstered on behalf of the Department by the Health 
Boards at Commumty Welfare Offtces usmg manually based systems Thts 
restncted the level of control by the Department over thts scheme and mcreased 
the nsk of duphcate payments on other schemes 

2 6 	 In July 1992 the Department began the development of the mtegrated system The 
timetable for the completiOn of the system was based on meetmg a revtsed target date 
of Aprtl 1994 for the mtroductwn of dtrect taxatwn of DB and UB Thts deadhne 
became the mam focus m the planmng and development of the new computensed 
system 

Project Appraisal 

2 7 	 Gmdelmes Issued by Fmance recommend that Government departments should carry 
out a cost-benefit analysts at the commencement of a maJor computensatwn proJect 
Thts analysts should mclude 

• 	 an estimate of all the potenttal costs of the proJect 
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• 	 a statement of all the potential benefits m broad terms to ensure that they are 
catered for m the des1gn and development of the system 

• 	 an estimate of the cost savmgs and benef1ts m suff1c1ent detail to satisfy 
management that the development w1ll break-even w1thm an acceptable timescale 

• 	 an assessment of benef1ts over and above those necessary to ach1eve break-even m 
order to fac1htate a sound management judgment on the JUStlflcatwn of the 

project 

2 8 	 The Department rud not carry out a fnll and formal cost-benefit analys1s of the ISTS 
project The Department has stated that, g1ven the urgency of the taxauon deadlmes 
1mposed under Government declSlons, there was httle chmce but to proceed w1th the 
development of the system In adrutwn, the Department stated that the hkely ywld 
from the taxauon of short-term benefits, and the costs mvolved m operatmg a manual 
system for taxatwn, far outweighed the costs wh1ch would be mcurred m developmg 
a new computensed system 

2 9 	 An analys1s of the costs and benefits at the mceptwn of a proJeCt, even m cases where 
there appears to be a sound bas1s for proceerung, should be earned out Such an 

analys1s would prov1de a basts for 

• 	 momtonng progress on the proJect at key pomts 
• 	 detectmg stgmftcant vanauons from the proJeCt plan 
• 	 re-appra1sal of the proJect at later stages, tf necessary 
• 	 a strong focus on the containment of costs and on the achievement of benef1ts 

!dent1f1ed 

2 10 	 The Department has stated that, although no cost-beneftt analys1s was earned out, lt 
was able to sausfactonly mruntrun an overv1ew of the costs, benef1ts and developments 
of the proJect as 1t evolved 

Project Planning 

2 11 	 In May 1992 the Department produced an IT posttlon paper on the development of 
a computer system to cater for the core fnncuons of authonsatwn, drum mruntenance 
and payment calculation for all short-term schemes. Accordmg to the posmon paper 
tt was envisaged that the core proJect would take 17 months to develop and tmplement 
wnh a target completwn date of October 1993 and that addmonal modules would be 

reqmred to comptete the system 
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2.12 	 The posltlon paper envisaged that resources for the proJeCt would be provided mamly 
from withm the IT divisiOn of the Department, apart from some external techmcal 
consultancy which was estimated to cost £98,000. The paper also stated that the 
provlSlon of the necessary resources was a prereqmsite for the successful development 
of the core system. 

2.13 	 In October 1992 the IT d1V1s10n of the Department produced an overview of the four 
computer systems which would together compnse the ISTS system. 

• 	 The Authonsation and Mamtenance System to provide for the authonsatwn of 
drums and the modificatiOn of drum and daimant detruls An mmal plan for the 
development of this component was produced m July 1992 

• 	 The Common Claims RegistratiOn System to provide for the registratiOn of all 
daims for short-term schemes An Initial plan for the development of this 
component was produced m February 1993 

• 	 The General Payments System to provide for the generation and Issue of smgle 
and composite payments usmg a number of different payment methods An 
Imtial plan for the development of this component was produced m December 

1992 

• 	 The TaxatiOn System to provide for the calculation and deduction of tax from 
payments to daimants and for mruntrunmg records of taxatiOn deductions An 
Initial plan for the development of this component was produced m February 
1993 

2 14 	 These proJect plans were madequate for the followmg reasons 

• 	 The mdividual milestones and the target completiOn date of October 1993 were 
unrealistic given the scale of the prOJect and the level of resources and skills 
avrulable Withm the Department 

• 	 The plans under-estimated the extent of consultancy assistance reqmred for a 
proJect of this nature The Department has stated that this was due m part to an 
expectatiOn that addmonal mternal resources would be provided for the proJect 
from an early stage For exrunple, while approval had been obtamed m February 
1992 for the recruitment of additiOnal IT staff, 26 posts remruned unfilled one year 
later. This was largely due to uncertamty regarding budgets 

• 	 The plans did not mdude estimates of costs for the acqmsltlon of equipment, the 
Implementation of the system, user trammg and for on-gomg mamtenance and 
support Three of the plans mduded estimated costs totallmg £458,000 m respect 
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of mternal staff resources and external techmcal assistance However, the plan for 
the mam module covenng authonsatwn and mamtenance of claims only mcluded 
estimates of IT trammg costs 

• 	 The plans for the different components were drawn up mdependently of each 
other and there was no cons1deratwn as to how the modules would mterface With 
one another or w1th other systems such as the Central Records System4 (CRS) 
The Department has stated that the mterface between the ISTS system and the 
CRS was a complex one, wh1ch could not be deCided until more mformatwn 
became available 

2 15 	 In September 1993 an external review of the project, earned out by a f1rm of 
mformat!On systems consultants, concluded that the scope of the project was too large 
and complex to be delivered m one phase Ansmg from this review the Department 
deCided, m November 1993, to spht the proJect mto two phases 

• 	 ISTS Phase 1 would provide the bas1s for the operation and admm1strat10n of 
unemployment schemes and the taxatiOn of UB payments at source 

• 	 ISTS Phase 2 would mclude the operations of the General Benefits and SW A 
schemes The functions to be mcluded m this phase are set out m Appendix E 

2 16 	 In February 1994 Fmance wrote to the Department expressmg Its concern that the 
proJect was behmd schedule and over budget One of the mam concerns was that no 
comprehensive plan had yet been drawn up for the prOJeCt wh1ch set out the goals and 
overall budget for the proJect, broken down on an annual basis and analysed over the 
chfferent cost elements, mcludmg hardware, software and consultancy costs The 
Department was requested to submit an overall budget on these hnes to Fmance by 
March 1994 

2 17 	 In Apnl1994 the Department submitted a summansed cost breakdown of Phase 1 of 
the proJeCt to Fmance, wh1ch estimated total costs of £157m to 31 December 1995 
A detatled functional speCificatiOn for Phase 1 was also drawn up by the Department 
at that time 

2 18 	 In addmon, the Department produced a plan for the development and Implementation 
of Phase 1 of the system Th1s plan mcluded 

• 	 details of the work to be completed 
• 	 pnnc1ples on wh1ch the project would be managed 

The Central Records System IS the Department's permanent database ofall msured persons and 
zncludes thetr personal detatls, contrtbuttan records and clatm htStory 
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Plannzng and Management ofthe Project 

• estimates of the work to be completed 
• key milestone dates 
• cntlcal dependenCies from a plannmg perspective 
• proJect nsks and how they would be controlled 

Systems Architecture 

2 19 	 The ISTS system has been developed usmg a centralised architecture wnh local 
termmals connected to a smgle computer over a network However, from an analys1s 
of the busmess processes 1t was apparent that much of the admm1strat10n of short­
term schemes IS earned out m Local Off1ces 

2 20 	 When plannmg the proJect the Department cons1dered local processmg usmg locally 
Sited client/ servers' but reJected th1s because 1t was deemed to be a h1gh-nsk approach 
The Department cons1ders that a move to a client/ server environment for the core 
ISTS system IS poss1ble, should 1t be reqmred However, It IS the opmwn of the 
consultants appomted to ass1st me m th1s exammatlon that s1gmf1cant costs could be 
mcurred 1f the ISTS architecture 1s re-engmeered based on a client/server 

env1ronment 

Project Management 

2 21 	 The Department used a proJect management framework known as PROMPT' to 
manage the development and 1mplementatwn of the ISTS system Th1s methodology 
reqmres, mter alza, the establishment of a strateg1c execut1ve committee and a proJect 
board Appendix F Illustrates the management structure normally used under 
PROMPT. 

Strategic Executive Committee 

2 22 	 Under the PROMPT structure, the strategic executive committee has overall 
respons1b1llty for the chrectwn of the proJect but control1s delegated to a proJeCt 
board based on a busmess case7 for the proJect The committee, established by the 
Department, held 1ts f1rst meetmg m February 1993, some three months after the 

In a cltent/server envtronment users recover and storefiles through a centralfile server but the 
processtng ofdata or the use ofan applzcatzon zs camed out on locally based processors 

Project Resource Organzsatton Management Plannzng Technzque 

A buszness case zs usually produced durzng a feaszbzlzty study and descrzbes the scope and costs 
of the project, the !tkely tzmescales and the expected benefits and zs revtsed at crttzcal poznts 
durzng the projeCt 
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establishment of the overall project board The comrmttee met on one other occaswn 
only, m June 1993 

2 23 	 The Department has stated that the SWSO management committee, wh1ch IS made 
up of semor management of the Department, met at regular mtervals dunng the 
penod concerned and would have d1scussed ISTS related matters at these meetmgs 
However, It has not been poss1ble to ascertam the extent to wh1ch the ISTS project 
was rev1ewed at these meetmgs as no mmutes were kept 

Project Board 

2 24 	 Separate project boards were set up between July 1992 and February 1993 for each of 
the four components of the ISTS system An overall proJeCt board, wh1ch superceded 
the separate boards, was estabhshed m November 1992 The records of the proJect 
board suggest that 1t acted mamly as a steenng committee rather than m a deCISIOn 
makmg capac1ty throughout the project w1th deCisiOns, m general, bemg made by the 
mdJvJdual project managers at an operational level However, the Department 
mamtams that all maJor dec!Slons relatmg to the proJect were made by the proJect 
board or by semor management of the Department m consultatiOn w1th Fmance. 

2 25 	 Durmg the penod November 1992 to March 1995 membership of the proJect board 
mcreased m stages from 6 members to 16 members The board also had 25 rufferent 
members and 4 rufferent cha1rpersons These constant vanations m personnel, would 
have hmdered eff1c1ent decJs!On makmg. The Department has stated that followmg 
the re-organ1satwn of the proJeCt m Autumn 1993 ownership of and respons1blhty for 
the proJect was more clearly defmed for both the proJect board and the management 
team with the result that the proJect was dehvered on time and w1thm the rev1sed 
budget and was rolled-out to the Local Off1ces w1thout any disruption of serv1ces 
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Part 3: Use of Consultants 

Cost of Consultancy 

3 1 	 The Department reqmred extensive consultancy assistance dunng the proJect These 
Consultancy costs amounted to £9 1m to 31 December 1996 The costs are shown m 
Table 3.1. 

Table 3.1 
ISTS Consultancy Costs to 31 December 1996 

1992 1993 1994 1995 1996 Total 
£m £m £m £m £m £m 

Techmcal 
Phase! 013 0 35 1 25 002 - 1 75 
Phase 2 - - - 0 88 0 37 1 25 

Informatwn Systems 
Phase 1 - 0 60 2 69 0 07 - 3 36 
Phase 2 - - - 1 83 0 65 2 48 

Other 
Phase 1 0 06 0 02 0 19 0 03 - 0 30 
Phase 2 - - - - - -

Total 0.19 0.97 4.13 2.83 1.02 9.14 

Source 	 Department ofSoczal Welfare 

Initial Appointment of Technical Consultants 

3 2 	 In July 1992 the Department sought tenders from s1x f1rms for techmcal consultancy 
support durmg the llllt!al stages of the proJect A contract was awarded to a firm of 
techmcal consultants m August 1992 for analys1s, proJect management, and techmcal 
support at a cost of £153,750 In July 1993 this contract was extended at an adchtwnal 
cost of £171,400. 

Review of Project 

3 3 	 In February 1993, at the request of the Department, the techmcal consultants earned 
out a rev1ew of the proJect The1r report m Apnl1993 stated that there were senous 
problems m the areas of proJect management and change management wh1ch were 
endangenng the proJect Subsequently, the Department earned out 1ts own mternal 
review of the proJect dunng June/July 1993 The techmcal consultants mformed the 
Department that they were not m a posltlon to supply the relevant support m the 
areas concerned and recommended that a named f1rm of mformatwn systems 
consultants should be appomted to ass1st the Department 
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3 4 	 In August 1993 the Department mltlally appomted the recommended firm of 
mformatlon systems consultants, at a cost of £48,000, to review the status of the 
proJect and assess the amount of work reqmred for completwn The Department 
deCided not to seek tenders for this asSistance on the basis that the firm concerned had 
been recommended by the techmcal consultants and because of the ume constramts 
mvolved 

3 5 	 In their report of September 1993, the mformatwn systems consultants concluded that 

• 	 the full level of funcuonalny of the system could not be dehvered by the revised 
target date of October 1994 

• 	 the scope of the system would have to be reduced 

• 	 the Department's IT divis!On did not have the expenence necessary to manage 
and develop such a large scale mtegrated system 

• 	 highly skilled external resources would be reqmred to supplement existmg 
resources given the revised deadhne' to begm taxation of UB at source from Apnl 
1995 

• 	 the four components were at a different stage of development, were not 
synchromsed and were poorly mtegrated 

• 	 the proJect needed to be consohdated and re-orgamsed to ensure that there were 
no duphcatwns or omisswns m funcuonahty 

• 	 it was unclear as to how vanous transactwns should be processed 

• 	 the ISTS architecture lacked the depth of speC!ficatwn and content reqmred to 
proceed to the development stage 

• 	 the mterfaces between the modules and the CRS were only partially defmed 

• 	 m a number of areas the design was too complex and could be difficult to 
implement, particularly regardmg the processmg of payments 

• 	 users were not takmg full ownership of the design of the ISTS system due to a 
lack of clanty and understandmg of the new system 

It was agreed wzth Fmance followmg dtscusswns late zn 1993 to reschedule the mtroductwn 
oftaxatiOn to A pr.t 1995 

12 



Use ofConsultants 

• 	 the operatiOns and network staff were not provided with sufficient mformation 
to prepare for the Implementation of the system 

3.6 	 The report also noted that 

• 	 While addmonal mvestment would be reqwred to complete the proJect, the future 
benefits of the system strongly supported the addmonal mvestment 

• 	 The development approach adopted by the Department was correct, given the 
design components, the exiStmg knowledge base and the tight time frames 

• 	 Due to the strategic nature of the system, It may have been worth considenng an 
alternative approach to the overall systems architecture such as chent/server 
However, given the constramts relatmg to time, skills and costs It would not have 
been possible to pursue this optwn The design of the ISTS system did not 
preclude migration to a client/ server environment at a later date 

• 	 The ISTS logical data model, on first review, was well thought out and clearly 
defmed an mtegrated and detailed representatiOn of the data reqmred to support 
the ISTS system 

• 	 The development of the ISTS system on a 'relatwnal database' 9 posmoned the 
Department With a leadmg edge technology 

3 7 	 Based on the fmdmgs m the consultants' report the Department decided to contmue 
with the development of the ISTS proJeCt 

Consolidation of the Project 

3 8 	 Ansmg from the deCisiOn to proceed with the proJect, the Department sought 
proposals from the techmcal and mformatwn systems consultants to Jomtly provide 
assistance m consohdatmg and re-organ1Slng the proJect The proposals from the 
mformatwn systems consultants and techmcal consultants for this work were 
accepted by the Department m October 1993. The costs of this assistance was 
estimated at £350,000 and £98,000, respectively 

3 9 	 As the scale of the consolidation work was greater than the Department had ongmally 
anticipated, the consultancy assistance from the mformatwn systems consultants and 
techmcal consultants was extended m December 1993 at a further cost of £214,000 and 
£36,000, respectively 

A database orgamsed and accessed accordmg to relatwnshtps between data ttems and whtch ts 
percetved by tts users as a collectton oftables. 
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Additional Consultancy Support 

3 10 In November 1993 the Department sought proposals from the two ftrms of 
consultants for assistance m the development and Implementation of Phase 1 of the 
system Followmg negotlatwn, both f1rms were appomted, m January 1994, to 
prov1de further asSIStance at an estimated cost of £2 8m m respect of the mformatwn 
systems consultants and £629,000 m respect of the techmcal consultants. These costs 
were not f1xed but were based on the projected number of days reqmred for the 
assistance at agreed rates per day 

3 11 The Department has stated that 1t did not seek competmve tenders for these contracts 
on the baSIS that, Ill ItS v1ew, no other firms had the reqmslte knowledge, expenence 
and resources to prov1de the level of assistance reqmred for such a large and complex 

proJect 

3.12 The two Consultancy firms were also retamed dunng 1995 and 1996 to prov1de 
assistance m the development and 1mplementatwn of Phase 2 of the system In the 
Department's v1ew It was not necessary to seek tenders for th1s work on the bas1s that 
both firms would prov1de contmmty to the proJect and would mamtam the reqmred 
level of progress to meet the remammg deadlmes 

Public Procurement Procedures 

Government Contracts Committee 

3 13 Government Contracts Committee (GCC) approval 1s reqmred where normal 
tendenng procedures are not followed for the awardmg of contracts The approval 
of the GCC was not obtamed for the award of the contracts to the two f1rms at each 
stage of the project although the contracts were awarded Without followmg normal 
competltlve tendenng procedures 

3 14 The Department has stated that wh1le GCC approval was obtamed for hardware 
purchases they d1d not cons1der th1s procedure m respect of the consultancy contracts 
as the GCC gmdelmes are less clearly defmed m respect of such contracts 

EU Public Procurement Directtves 

3.15 Under EU Pubhc Procurement D1rect1ves any contract placed by a pubhc contractmg 
authonty, over a relevant fmanC!al threshold, must be awarded m accordance With the 
procedures set out m the d1rect1ves In the case of management services contracts, 1f 
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the estimated value of the contract exceeds 200,000 ECUs,10 the award of the contract 
must be open to competmon across the EU by means of an advertisement m the 
supplement to the Offtctal Journal of the European Communmes (OJEC) 

3 16 	 The exammauon noted that detatls relatmg to the assistance reqmred by the 
De~ment from the techmcal and mformatwn systems consultants were not 
adverttsed m the OJEC The Department has stated that 1t avatled of an exemptiOn 
under the dtrectlve whtch allows contracts to be awarded Without pnor pubhcatwn 
of the contract notice m the OJEC m cases of extreme urgency brought about by 
events unforeseen by the contractmg authonty The basts, accordtng to the 
Department, for avadmg of the exemption was the urgency of meetmg the 
Government tmposed deadlmes for tmplementmg taxatwn of short-term beneftts at 
source 

10 The eqmvalent amount m Insh pounds ranged /rom approxzmately £158,000 to £160,000 
durmg the perzod October 1993 to December 1995 
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Costs 

4 1 	 The total costs mcurred by the Department m the development and tmplementanon 
of Phase 1 of theISTS system amounted to £15 7m. Table 4 1 sets out these costs 

Table 4.1 
Costs for Phase 1 of the ISTS PrOJeCt 

1992 1993 1994 1995 Total 
£m £m £m £m £m 

Management Staff 0 03 011 013 0 04 0 31 

Techmcal Staff 0 15 0 38 1 22 027 2 02 

User Staff - 0 10 0 93 2 37 340 

Trammg - 0 11 0 65 0 61 1 37 

Consultancy 

Jnformatwn Systems - 0 60 2 69 007 3 36 

Technzcal 013 0 35 1 25 0 02 1 75 

Other 006 0 02 0 19 0 03 0 30 

Hardware - 0 74 1 84 0 25 2 83 

Other Associated Costs - - 0 38 - 0 38 

Total 0.37 2.41 9.28 3.66 15.72 

Source Department ofSoCial Welfare 

4 2 	 These costs do not mclude £2 9m mcurred dunng the penod 1993-1995 on upgradmg 
the extstmg network facthty to Local Offtces The upgradmg was reqmred for a 
number of reasons, mcludmg the tmplementanon of ISTS The Department has 
stated that 1t ts not posstble to apportion these costs to the dtfferent areas 

4 3 	 The costs of Phase 2 of the proJect amounted to £9 3m bnngmg the total cost of the 
proJect to £25 Om up to 31 December 1996 The costs mcurred m developmg and 
tmplementmg Phase 2 of the system are set out m Table 4 2 
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Table 4.2 

Costs for Phase 2 of the ISTS ProJect 


1994 1995 1996 Total 
£m £m £m £m 

Management Staff . 0 09 013 0 22 

Techmcal Staff 0 04 0 56 0 62 122 

User Staff - 0 02 057 0 59 

SWA/Health Board Staff 0 05 0 57 114 1 76 

Trammg - - 0 19 0 19 

Consultancy 

Informatton Systems . 1 83 0 65 2 48 

Techntcal - 0 88 0 37 1 25 

Hardware - 0 73 0 86 1 59 

Total 0.09 4.68 4.53 9.30 

Source: 	 Department ofSoczal Welfare 

Projected Benefits 

4 4 	 As the Department dtd not carry out a formal cost-benefit analysts of the proJect 

there are no proJected benef!ls agamst which the actual benefils of the ISTS system 
can be evaluated However, a document11 produced by the Department, m June 

1994, set out m detail the benefils whtch could be reahsed through the mcreased use 

of technology m the proviSion of welfare services The ISTS system was recogmsed 

as a key component of this technology 

4.5 The mam benefits Identified m the document were as follows 

• the mtroductwn of a facthty m Phase 1 to tax UB payments at source 

• mcreased productiVIty at Local Offtces 

the mtegratwn of all short-term schemes to provide better management• 
mformatwn and control 

• Improved services to claimants 

ISTS Implementatzon · Reahsatzon ofBenefits 
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Realisation of Benefits 

Facility to Tax Benefits at Source 

4 6 	 ISTS Phase 1 provides a facihty for the taxatwn of UB payments at source and Phase 
2 for the taxatwn of DB at source In October 1995 the Government decided to 
defer the Implementatwn of taxatwn of these benefits at source beyond Apnl 1996 
As a result one of the core proJected benefits of developmg the new system has not 
matenahsed 

4.7 	 The Department has esumated that the total potenual yield from the direct taxauon 
of these benefits IS £54m per annum, of which an estimated £44 Sm Is bemg collected 
under the mtenm arrangements (see Appendix D) A proportwn12 of the esumated 
extra y1eld of £9 Sm would represent a one-off cash-flow mcrease 

Increased Productivity m Local Offices 

4 8 	 The Reahsatwn of Benefits document mdicated that there was a potential for 
productivity Improvements of up to 30% m Local Offices ansmg from Improved 
work practices, the reduced number of forms reqmred and the reductwn of clencal 
work mvolved m the processmg of claims 

4 9 	 The exammatwn found that Phase 1 of the ISTS system prov1des a number of 
Improvements m the admmistranon of unemployment cla1ms These mclude 

• 	 The automatic calculauon of unemployment cla1ms 

• 	 A fae1hty to register and authonse a cla1m for payment m one workmg day m 
companson w1th the old system wh1ch took a mm1mum of three workmg days 
to carry out the same functwns 

• 	 Computensauon of payments to casual workers which were prevwusly 
manually processed at Local Offices 

• 	A reductwn m the overall level of manually processed payments 

• 	A facihty to suspend payments 

The automauc 1ssue of all Signmg dockets by the system • 

Under a dtrect taxatwn system tax would be collected tmmedtately, whereas under present 
arrangements a proportion of the tax due ts collected through an adjustment of taxfree 
allowances m subsequent years 
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• 	 A fac1hty to calculate and 1ssue arrears payments for drums closed on computer 
wh1ch were prevwusly manually processed 

• 	 The automatiC product! on of weekly and monthly stausucal reports reqmred by 
the Central Stausucs Off1ce This replaced a system under wh1ch Local Off1ce 
staff were reqmred to manually count the number of cla1ms processed by them 

• 	 A reductwn m the number of transactwn hstmgs to be checked 

4 10 	 However, the exatnmatwn found that, wh1le these fac1l1t1es are now m place, staff 
m the four Local Off1ces v1s1ted dunng the exatnmatwn have been slow to change 

from the work pracuces wh1ch were m operatiOn pnor to the 1mplementat10n of 
ISTS There are a number of reasons for th1s 

• 	 Local Off1ce staff mtemewed stated that they sull manually recalculate payment 
rates to venfy the rate calculated by the system. The Department has md1cated 
that th1s may be a reflectiOn of the lack of expenence With the new system at the 

ume of the v1s1ts to the Local Offtces 

• 	 Local Office staff contmued to mamtam paper records as a contmgency agamst 
the system bemg unava1lable Th1s was due to early performance problems 

• 	 The workload m Local Offices had grown dunng Phase 1 of the proJeCt as a 
result of an mcrease of 20% m the hve reg1ster of unemployment 

4 11 	 The Department has stated that a dec1s10n was made not to Implement changes m 
the work procedures of Local Off1ces unul after the 1mplementat10n of Phase 2 of 
the system An exerc1se has been earned out to mtroduce changes m work pracuces 
With the a1m of maxlmiSlng the use of the ISTS system and ehmmatmg redundant 

clencal procedures 

Integration of Short-term Schemes 

4.12 	 The mtegratwn of short-term schemes was expected to prov1de better management 

and control of short-term schemes through 

• 	 the mterface of the ISTS system w1th the CRS, enablmg the Department to 
detect duphcate payments under the d1fferent schemes 

• 	 the computensatwn of SW A, proVIdmg the Department w1th better mformauon 

and control of the scheme 
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4 13 	 The followmg Improvements m control arose from the 1mplementat10n of Phase 1 

of the system 

• 	 A new cla1m cannot be opened where a cla1m already exiSts 

• 	 Cla1mants cannot cla1m for dependants who are already cla1mmg m the1r own 
nght 

• 	 Payments to claimants are automatically reduced at certam stages, for example, 
when a dependent ch1ld reaches 18 years of age 

4 14 	 However, the followmg constramts ex1st wtthm the system as developed up to the 
completion of Phase 1 

• 	 Due to a lack of agreement w1th Branch Offtce managers, Unemployment 
AsSIStance (UA) cla1ms at these off1ces are not processed usmg the ISTS system 
As a result, some 13% of all UA cla1ms contmue to be processed manually 
Although Branch Off1ces are reqmred to notify the Department's Central 
Records Section of all cla1ms opened and closed, the nsk of duphcate payments 
rematns 

• 	 Phase 1 prov1des for the adm1mstrat1on of unemployment cla1ms only The 
admm1strat1on of General Benefits and SW A schemes was postponed until the 
Implementation of Phase 2 

• 	 At the time of the exammatlon, a hm1ted amount of management mformatwn 
was prov1ded under Phase 1 of the system. However, the Department has smce 
Implemented an enhanced management mformatlon system as part of Phase 2 
(see Append1x G) 

Improved Service to Claimants 

4 15 	 Phase 1 of the system prov1des a fact!tty to mput a cla1m on rece1pt and to mform a 
cla1mant of payment arrangements dunng a smgle v1s1t to a Local Offtce However, 
v1s1ts to the Local Off1ces dunng the exammat10n showed that th1s fae~hty was not 
m operatiOn The Department has stated that th1s facthty 1s now operational m a 
number of Local Off1ces and 1s bemg extended as part of the contlnumg re­
orgamsatwn of Local Offices 

4 16 	 Phase 1 facthtates payment m a vanety of ways such as by payable order, through 
Post Off1ces or by chrect transfer to a claimant's bank account. In addmon, the 
system prov1des for payments to be made separately to a clrumant and/or a 
cla1mant's spouse 
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4.17 Local Off1ce staff have 1mmeruate access through the system to cla1mants' records 

enablmg them to respond promptly to quenes 
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Part 5 : Implementation of the System 

5 1 Delays m the development of the ISTS system and the reqmrement to mtroduce 
c.hrect taxatwn of UB from Apnl1995 resulted m msuff1c1ent time bemg ava1lable to 
complete user testmg, user trammg and roll-out of the system to Local Off1ces 
G1ven the tlme constramts mvolved, the Department dec1ded, m July 1994, to set up 
a centrahsed UB sectwn m Dublm to fac1htate the processmg and taxatwn of UB 
cla1ms. 

Centralised UB Section 

5 2 The centrahsed UB sectwn was estabhshed m an off1ce prem1ses vacated by the 
Central Stat1st1cs Office under 1ts decentrahsation programme Followmg the fmmg 
out of these off1ces, 132 staff were ass1gned to the section on a phased bas1s w1th 
effect from August 1994 

5.3 Followmg the Government deC!S!Dn m January 1995 to defer the taxatwn of UB 
payments at source until Apnl 1996, the Department dee1ded to d1sband the 
centrahsed UB section and bnng forward the 1mplementation of Phase 1 of the ISTS 
system at Local Off1ces 

5 4 At the time of the d1sbandment of the centrahsed UB sectwn, preparations for the 
commencement of operations had been completed The total costs mcurred by the 
Department m relatwn to the centrahsed UB sectwn up to January 1995 were 
£1.08m, as shown m Table 5 1 

Table 5.1 
Costs of the Centrahsed UB Sectwn' 

£' 000 

Staff Costs 730 
Telecommumcauons Equtpment 157 
Furmture and Ftttmgs 127 
F1ttmg Out 67 

Total 	 1,081 

Source 	 Department ofSoctal Welfare 
Note a 	 These costs do not mclude rental costs ofthe accommodatwn m the 

perwd to january 1995, amountmg to approxzmately £100,000, whzch 
was pazd by the Office ofPublzc Works 

5 5 	 Followmg the d1sbandment of the sectwn, the Department, w1th the agreement of 
Fmance, re-deployed 55 of the staff to ass1st m the 1mplementat10n of the ISTS 
system m Local Off1ces The remammg staff were deployed to other areas w1thm the 
Department The bulk of the telecommumcatwns eqmpment and furmture was re­
used m other areas of the Department. Approx1mately half of the off1ce space was 
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retamed by the Department for ISTS trammg and other purposes and the remamder 
was allocated to the Department of Foretgn Affatrs. 

Implementation at Local Offices 

5 6 	 The ImplementatiOn of Phase 1 of the ISTS system to Local Offtces was earned out 
durmg the penod March 1995 to February 1996 by a team of user representatives 
The ImplementatiOn can be chvtded mto the followmg elements 

• 	 data clean-up 
• 	 Local Offtce conversiOns 
• 	 trammg of Local Offtce staff 
• 	 user support 

Data Clean-up 

5.7 	 Pnor to the ImplementatiOn of ISTS Phase 1tt was necessary to carry out a 'data 
clean-up' exercise on chum records whtch were to be transferred to the ISTS system 
Thts exerctse was reqmred to 

• 	 detect any extstmg data errors contamed wtthm the UA/UB system 

• 	 detect further data deflClenctes whtch would need to be rectified for clmms bemg 
converted to the new ISTS system 

5 8 	 Of the 220,000 clmms transferred to the ISTS system, 455 clmms were found to have 
data problems m relatiOn to the UA/UB system reqmrements A further 25,048 
clatms reqmred clean-up activtty to ensure they would be processed correctly on. 
conversiOn to the ISTS system The clean-up related mamly to the provlSlon of 
Revenue and Soctal Insurance numbers m respect of adult and chtld dependants 

Local Office Conversions 

5.9 	 The firSt conversiOn of a Local Offtee to the system took place on a ptlot basts m 
March 1995 Followmg the successful conversiOn of thts office, the tmplementatwn 
schedule to convert all of the Local Offtces to the system was mochfted wtth a target 
completiOn date of December 1995 The roll-out to Local Offtces was suspended for 
a four-week period m October 1995 to allow for upgradmg of the hardware due to 
problems wtth the system dunng the conversiOn process (see Appenchx H) The 
conversion of all Local Offtces was completed m February 1996 
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Training of Local Office Staff 

5 10 One week's trammg m the use of ISTS was provtded to all Local Offtce staff before 
the converswn of thetr office to the system Relief staff were used to provtde cover 
for those attendmg trammg courses As part of the trammg course a computer based 
trammg package was used to stmulate theISTS system A comprehenstve set of user 
documentation was also tssued to each user Local Offtce staff, who were 
mtervtewed, expressed sausfactwn wtth the level of trammg provtded 

User Support 

5 11 The support available to users was two-fold 

• A team of tmplementers, mcludmg the Local Offtce tramer, on-sne for one week 
before converswn and for three weeks afterwards 

• The Central Help Desk was mtroduced when Phase 1 went 'live' to provtde 
users wtth a centrallocatwn from whtch to seek assistance The Help Desk 
consults wtth the IT dtvtswn tf a speCific query reqmres more detailed techmcal 
knowledge The Help Desk 1s currently staffed by stx operators, all of whom 
have expenence m the operatiOn of the ISTS system and Local Offtce operations 

Processing of Claims at Branch Offices 

5.12 Pnor to the tmplementauon of Phase 1 of the ISTS system, Local Offices 
adnumstered unemployment drums usmg the UA/UB system Forty-three Branch 
Offtces also processed clatms usmg thts UA/UB system The remammg 29 Branch 
OffJces processed clatms usmg manually based procedures 

5 13 Followmg the implementation of Phase 1 of the ISTS system, all UB clatms dealt 
with by Branch Offtces were transferred to the ISTS system for processmg and 
payment The procedure for processmg U A clatms at Branch Offtces remams 
unchanged The Department 1s currently negouatmg wtth Branch Offtces regardmg 
revtsed contractual arrangements whtch would allow for the processmg of UA clatms 
through the ISTS system 

5 14 Ftgure 5 1 shows the method under whtch unemployment clatms were processed m 
the Local and Branch Offtces m March 1996 followmg the tmplementatwn of Phase 
1 of the ISTS system. 
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F1gure 5.1 

Processing of UA and UB Cla1ms' 


Cla1ms processed on ISTS 

Branch Off1ce UA 
Claims on manual 
system 

Branch Office U A Claims 
on UA/UB system 

Note· ' 	 As at 1 March 1996 

5.15 	 The effect of contmumg to process UA cla1ms at Branch Off1ces on systems other 
than the ISTS system are summansed as follows 

• 	 contmumg costs of operatmg and supportmg the UA/UB system have been 
estimated at £275,000 per annum 

• 	 contmumg costs of serv1cmg a cash payments system at the Branch Off1ces 

• 	 control of fraud and abuse IS !tmtted by the contmumg use of manually based 
systems m Branch Offices for some UA clatms 

Contingency Arrangements 

5.16 	 The Department has not made contmgency arrangements to prov1de for contmmty 
of busmess m the event of the fa1lure of any of 1ts computer systems However, a 
Contmuous Computmg Capab1ltty (CCC) study was mltlated by the Department 
early m 1996 w1th the speetf1c purpose of provHimg the necessary rest!tence and 
contmgency capac1ty Thts CCC study has not yet been completed 
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The ex!Stmg network on which theISTS system operates iS approximately 10 years 
old and iS currently carrymg two and a half times the volume of data for which it 
was ongmally designed An mvestment proposal to replace this network has been 
drawn up by the Department 
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Long-term and Short-term Schemes 


The schemes admm1stered by the Department of Soe~al Welfare can be categonsed 
mto long-term and short-term schemes 

Long-term Schemes 

• 	 Old Age Non-contrzbutory Penswn - A weekly payment made to people who are 
over 65 years of age who do not qualify for an Old Age Contnbutory Penswn 
It 1s pa1d subject to a means test 

• 	 Old Age Contrzbutory Penston - A weekly payment made to msured persons who 
are over 65 years 

• 	 Lone Parents Allowance- A weekly payment made to certam persons 1f they are 
bnngmg up a child without the support of a partner It 1s paid subject to a means 
test 

• 	 Wtdows Non-contnbutory Penswn - A weekly payment made to certam persons 
on bemg widowed who do not qual1fy for a Surv1vors Contnbutory Penswn It 
1s prud subject to a means test 

• 	 Survtvors Contnbutory Penswn - A weekly payment made to certam msured 
persons on bemg Widowed 

• 	 Invaltdtty Penswn - A weekly payment made to msured persons who are 
permanently mcapable of work 

• 	 Blmd Persons Penston - A weekly payment made to blmd persons It IS paid 
subject to a means test 

Short-term Schemes 

The short-term schemes listed below will be processed through the Integrated Short­
term Schemes system 

• 	 Unemployment Asststance - A weekly payment made to unemployed people who 
do not qualify for Unemployment Benefit or who have used up their entitlement 
to that benefit It IS pa1d subjeCt to a means test 

• 	 Unemployment Benefit- A weekly payment made to msured people who are out 
of work 
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• 	 Supplementary Welfare Allowance - A weekly allowance made to people whose 
means are msuff1c1ent to meet the1r needs and those of the1r dependants 

General Benefits 

• 	 Dtsabtltty Benefit- A weekly payment made to msured people who are unfit for 
work due to tllness 

• 	 Occupatwnal In;ury Benefit- A weekly payment made to people who are unf1t to 

work due to an accident at work or through a d1sease contracted due to the type 
of work 

• 	 Matern tty Benefit- A payment for women on matermty leave who sat1sfy certam 
tnsurance cntena 

• 	 Adopttve Parents Benefit - A weekly payment for an employed parent who has a 
child placed w1th her/h1m by a recogmsed placement agency 

• 	 Health and Safoty Benefit - A weekly payment for employed women who are 
pregnant or nursmg newborn ch1ldren and who are exposed to a prescnbed nsk 
m the1r normal workplace. 
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Social Welfare Services Office 


The SoCial Welfare Serv1ces Off1ce (SWSO), wh1ch 1s responsible for the dehvery of 
the Department's serv1ces and day-to-day operatwns, was set up m 1985 with the 
followmg objectives 

• 	 to dehver soCial welfare serv1ces w1th the m1mmum of delay and error 

• 	 to foster chent-onented serv1ces, attitudes and condmons 

• 	 to prov1de chents and the1r representatives w1th adequate mformatwn about the1r 
entitlements and chums 

• 	 to develop and mamtam appropnate management systems, mcludmg fmane1al 
management 

• 	 to develop adaptable and cost effective operatmg systems 

• 	 to control abuses of the soCial welfare system 

• 	 to respond to the reportmg, evaluatwn and accountab1hty reqmrements of the 
Department and to part1c1pate as reqmred- m evaluatwns of schemes bemg 
conducted by the Department 

• 	 to adv1se the Department, as reqmred, on the operatwnal1mphcatwns of pohe1es 
affectmg the social welfare serv1ces 

• 	 to adv1se the Department on leg1slauve or pohcy-related anomahes noted m the 
adrmmstratlon of the soCial welfare serv1ces and make proposals for ehmmatmg 
them 

• 	 to respond to the relevant reqmrements of other Departments and agenc1es who 
requ1re the co-operation of the SWSO 
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Key Events and Decisions 


August 1991 

November 1991 

December 1991 

January 1992 

February 1992 

Apnl 1992 

May 1992 

July 1992 

August 1992 

October 1992 

November 1992 

Issue of the taxatwn of short-term beneftts constdered by the 
Mmtster for Fmance and Mmtster for Soctal Welfare 

Consultancy report recommends that the Department's computer 
systems must support a customer personaltsatton strategy covenng 
consohdatlon of data, mtegratlon of systems and localtsatwn of 
services 

Imtlal Government dectston on proposals to tax Dtsabthty Beneftt 
(DB) as soon as posstble after Apnl1992 

Government dectswn to tax short-term beneftts- DB by means of 
Statutory Stck Pay and deduction at source as soon as posstble after 
Apnl1992 and Unemployment Beneftt (UB) at source from Apnl 
1993 Htgh-level mter-departmental workmg group estab!tshed to 
agree and co-ordmate measures for tmplementmg the Government 
dectswn 

Consultancy report on four maJor tssues facmg the Department 
equal treatment arrears, graduated entitlements, control and taxatiOn 
of short-term benefits Department of Fmance (Fmance) approval 
for the recruttment of 39 addmonal IT staff 

Report of the workmg group proposmg mtenm system for DB from 
October 1992, and deductton at source by the Department from 
Apnl1993 

Department proposed an mtegrated system for short-term schemes 
TaxatiOn at source vta the new system to commence m Apnl1994 
Department produced an IT posttwn paper on the development of 
the mtegrated system 

Fmance agreed to the development of the Integrated Short-term 
Schemes (ISTS) system and to taxatton at source from Apnl 1994 
Integrated Soctal Servtces System (ISSS) was proposed wtth ISTS as 
one of tts components Department produced an mtttal plan for the 
development of the Authonsatwn and Mamtenance System 
component of the ISTS system Department sought tenders for 
techmcal consultmg assistance for the proJect 

Consultants appomted to provtde techmcal support for the proJect 
Local Offtce tramers appomted and revtsed clatmants' stgmng 
arrangements mtroduced 

The workmg group set Apnl1994 as target date for the 
tmplementatwn of dtrect taxation vta ISTS, contmgent on the 
avatlabt!tty of resources 

ISTS proJect board and strategtc executive committee estabhshed 
Soctal Welfare swtpe card mtroduced 
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Date Events-and Decisions 

December 1992 Department produced an m1t1al plan for the development of the 
General Payment component of the ISTS system 

February 1993 Department produced separate plans for the development of the 
Taxatwn and Common Cla1ms RegiStration components of the ISTS 
system Ftrst strategtc executive committee meetmg held Twenty­
SIX of the 39 IT staff posts sancuoned m February 1992 remam 
vacant The workmg group conSidered that taxation of DB could 
commence from Apnl 1994 but that taxation of UB would not be 
poSSible from that date 

March 1993 Transfer of cash payments from Local Off1ces to automated Post 
Offices 

Apnl1993 DB hable for taxatwn under an mtenm arrangement operated by 
the Revenue Commtsswners (Revenue) Techmcal consultants 
mformed the Department of senous weaknesses m proJect and 
change management 

June 1993 Second strategic executive committee meetmg held 

July 1993 Internal techmcal review of the proJect earned out Overall proJect 
manager appomted 

August 1993 Department appomted mformauon systems consultants, on the 
recommendatiOn of the techmcal consultants, to revtew the progress 
of the proJect 

September 1993 Report produced by mformauon systems consultants ProJeCt 
restructured under newly appomted proJeCt manager Development 
and user teams consolidated 

October 1993 Full rev1ew of system functionality conducted Jmntly by the 
development and user teams Proposals for assistance for the 
consohdauon and re-orgamsauon of the proJeCt requested and 
received from the techmcal and mformatwn systems consultants 

November 1993 TheISTS proJect spht Into two phases Proposals for assiStance for 
the development and Implementation of Phase 1 of the system 
requested from the techmcal and mformatwn systems consultants 

December 1993 ISSS approved m pnnc1ple 

January 1994 Cash-out programme completed Proposals for asSistance for the 
development and 1mplementat10n of Phase 1 of the system rece1ved 
from the techmcal and mformatwn systems consultants 

February 1994 Consohdatwn stage completed and the constructiOn of Phase 1 
software commenced Ftnance expressed concern at the progress of 
the proJeCt and requested that an overall budget be prepared 

March 1994 Tenders mv1ted and received for the development of a tra1mng 
programme 
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Apnl1994 

June 1994 

July 1994 

September 1994 

October 1994 

November 1994 

January 1995 

March 1995 

October 1995 

February 1996 

Apnl1996 

May 1996 

June 1996 

November 1996 

December 1996 

Department drew up a budget for Phase I of theISTS system and 
prepared a functwnal spec1f1catwn and a detatled plan for Phase I of 
the ISTS system UB !table for taxatton under an mtenm 
arrangement operated by Revenue 

Department earned out the fmt formal assessment of the proJected 
benefits of the ISTS system 

Department dec1ded to set up a centralised sectiOn m Dubltn to 
fac1htate the processmg and taxatton of UB chums 

Centralised UB secuon established 

Branch Off1ce UB cla1ms transferred to parent Local Off1ce and put 
on postdraft method of payment Data clean-up programme 
commenced 

Delivery of Phase I software for user acceptance testmg 

Government dec1s10n to defer taxatton of DB and UB at source unul 
Apnl1996 Centralised UB secuon diSbanded 

Implementauon of ISTS Phase I m Local Off1ces commenced ISTS 
Phase I roll-out rescheduled with a target completiOn date of 
December 1995 

Government dec1s10n to defer taxauon of DB and UB at source 
beyond Apnl1996 Roll-out of Local Off1ces suspended to allow for 
hardware upgradmg 

ImplementatiOn of ISTS Phase I m Local Off1ces completed 

Network redeSign study completed 

ISTS Phase 2 Implemented for unemployment cla1ms 

ISTS Phase 2 for supplementary welfare allowance cla1ms roll-out to 
Commumty Welfare Off1ces m the Health Boards commenced ISSS 
report approved 

ImplementatiOn ofiSTS Release 3 

lmplementauon of Short-term InformatiOn System and TransactiOn 
InformatiOn System 
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Interim Taxation Arrangements 

Disability Benefit 

For short-term Disability Benefit (DB), where 85% of cla1ms are from people m 
employment, employers are not1f1ed of the amount of taxable benef1t payable and th1s 
amount IS e1ther mcluded as part of taxable earmngs or offset agamst the employees 
tax-free allowances, thereby effectively subJeCtmg It to mcome tax 

For long-term DB, the Department not1f1es the Revenue Comm1ss10ners of the 
amount of taxable benef1t so that they can adJust the amount of the reCipient's tax-free 
allowances by the amount of the benefit rece1ved 

There are approximately 42,000 persons m receipt of DB each week and 200,000 new 
claims each year 

Unemployment Benefit 

The Department contmues to pay the gross amount of benefit and tax 1s deducted by 
Revenue Comm1ss10ners through 

• 	 restnctmg tax refunds to unemployed persons 

• 	 adJUSting tax-free allowances where an unemployed person takes up or resumes 
employment 

• 	 rev1ewmg the persons tax affrurs at the end of the tax year 

There are approximately 60,000 persons m rece1pt of Unemployment Benefit at any 
one time and 120,000 new claims each year. 
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Functions of ISTS Phase 2 and Release 3 

Phase 2 

Phase 2 of the Integrated Short-term Schemes (ISTS) system contams more than 60 
changes and enhancements to Phase 1 of the system Most of these changes are 
specific functwns wh1ch are reqmred to support the processmg and operatiOn of the 
General Benefits and Supplementary Welfare Allowance (SWA) schemes 

General Benefits 

Bas1c General Benef1ts processmg IS largely supported by the functions of ISTS Phase 
1 However, spec1f1c functions umque to the operatiOn and adrmmstratlon of General 
Benef1ts were developed dunng Phase 2. Phase 2 developments m th1s regard mclude 

• 	 automated ISsmng of D1sab1hty Benefit (DB), Occupatwnal InJury Benefit (OIB) 
and Maternity forms 

• 	 mter-scheme cla1m transfer 
• 	 cert1f1catwn processmg for DB, OIB and Maternity schemes 
• 	 automatic ratmg of DB, OIB and Matermty cla~ms based on earmngs and 

contnbutwns. 

Software des1gn and development work has been completed Testmg and 
1mplementat10n of General Benef1ts has been deferred mto 1997 due to the necess1ty 
to complete development work m respect of h1gher pnonty Items ansmg, for 

leg1slat1ve and other reasons 

Supplementary Welfare Allowance 

There are 14 separate schemes wh1ch together make up the SW A schemes These 
schemes are admm!Stered by the Health Boards at Community Welfare Off1ces 
Payments under the SW A schemes are prov1ded to some 60,000 cla1mants Pnor to 
the Implementation of Phase 2 of the ISTS system SW A schemes were admm!Stered 
on a manual bas1s. ISTS Phase 2 supports the adrmmstratwn of the SW A schemes and 
the major benefits of th1s mclude 

• 	 on-line chent data mcludmg means deta~ls 

• 	 cla1m h1story 
• 	 customised authonsatwn 
• 	 automated payment productiOn 
• 	 automated reconc1hat1on and fmanC!al reportmg 
• automated SW A bas1c cla1m closure 
• on-hne venf1cat1on of busmess transactwns 
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• 	 streamlmed SWA scheme fundmg 
• 	 automated SWA recoupment 

About 14,000 SWA drums have been added to the ISTS system to date The roll-out 
wlll contmue dunng 1997 

Enhancements to Phase 1 

In addmon, Phase 2 mcludes certam enhancements to the operation and 
admmistratlon of unemployment drums which were not available m Phase 1 The 
mam enhancements which were implemented m May 1996 are ­

• 	 Recoupment - This feature apphes specifically m the case of award of payments 
under the SW A scheme ('substitute' payments) The recoupment fae1hty ensures 
that the correct amount of arrears iS apportwned between the clrumant and the 
Health Board 

• 	 Separate payments - Separate payments cases were tradmonally dealt With m a 
manual or senn-automated fashwn. ISTS enables the automatic issue of separate 
payments to the chent and spouse, and provides flexibihty regardmg the way m 
which the overall payment can be apportwned. 

• 	 Arrears processmg - ISTS automatically recogmses and computes payments m 
arrears and presents the user With options to either allow the arrears to issue or 
to Withhold arrears 

ISTS Release 3 

New legislation mtroduced m 1996 brought maJor changes m the admm!Stratlon of 
the Unemployment AsSiStance scheme mcludmg changes to the means assessment of 
earmngs The imphcatwns of these changes for the work m Local Offices and for the 
ISTS computer apphcatwn were sigmficant. Because of the timmg of the legislatwn 
it was necessary to implement the system changes dunng the latter part of 1996 

The Department dee1ded to mclude some further enhancements to ISTS Phase 2 for 
processmg SWA drums These were requested m the hght of expenence of hve 
operation of the ISTS system for SWA 

This overall package of work was dehvered, as ISTS Release 3m November 1996. 
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PROMPT Methodology 

The ProJect Resource Orgamsatton Management Techmque (PROMPT) 
methodology covers proJect organisatiOn, roles, procedures and effective methods of 
proJect control The followmg Illustrates the management structure that 1s normally 
found usmg the PROMPT method 

Strategic Executive Committee 

Project Board 

Project Co- ProJeCt 

ordmation Team 
-­ Manager -

ProJect 
Team 

Quahty 

Rev1ewTeam 


Strategic Executive Committee 

The strategic executive committee, wh1ch compnses semor management personnel 
has overall respons1b1hty for the d!recuon of the proJect and delegates respons1bllny 
to the proJect board based on an overall plan and cost-benefit analysis for the proJeCt 

Project Board 

The proJect board 1s responsible for the overall control of the proJect ProJect board 
members are managers who represent the three mam mterest groups. busmess, user 
and techmcal. 
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Project Co-ordination Team 

The project co-ordmatwn team 1s appomted by the proJect board Its role 1s to ass1st 
the proJect manager makmg sure that the busmess, user and techmcal areas are 
properly served at the workmg level 

Project Manager 

The project board delegates responsibility for the day-to-day runmng of the projeCt 
to the project manager based on a plan and budget for the overall project The proJeCt 
manager's mandate 1s to produce all the end-products of the proJect on ume, w1thm 
the speclf1ed budget and to the reqmred quahty standards 

Quality Review Team 

The quahty rev1ew team ensures that quahty procedures are followed throughout the 
proJeCt On successful completiOn of a quahty rev1ew the quahty rev1ew team IS 

reqmred to s1gn off and be respons1ble for the quahty of the end-products 

Project Team 

The project team compnses users, analysts and programmers and IS concerned w1th 
the techmcal and detailed aspects of the proJeCt. A team leader 1s normally appomted, 
whose funcuon 1s then to delegate, momtor and report on the deta~led progress and 
quahty of the team's work. 
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Management Information 

ISTS Phase 1 

Phase 1 of the Integrated Short-term Schemes (ISTS) system prov1des management 
mformatwn as follows 

• 	 N1ghtly transactiOn listmgs wh1ch prov1de details of transactiOns entered the 
prevwus day wh1ch can be checked agamst source documentatiOn Control 
summaries are also produced g1vmg overall totals for the vanous transactwns 

• 	 N1ghtly payments analys1s 

By scheme type, showmg the totals of payments made for each scheme for 
that day 

By payment mstrument type, showmg the totals of payments made for each 
of the payment mstruments used such as postdrafts, cheque and electromc 
funds transfer 

• 	 Statistical data files supplied weekly to the Management Serv1ces Umt of the 
Department for analys1s and productiOn of vanous performance reports, such as 
percentage of chums processed w1thm 1 week, 2 weeks, etc These analyses are 
used by the Department's semor management to momtor performance, cla1m 
loads and throughput. 

• 	 Data extract files are sent on a regular bas1s to the Plannmg Umt of the A1reacht, 
who perform further analys1s on this data Th1s mformanon forms an mput to 
the Department's plannmg and policy-makmg process. 

• 	 A monthly comprehensive stansncal analys1s of the Unemployment L1ve 
Register, by scheme, Local Office, payment category, age, sex, etc , wh1ch 
proVIdes the raw matenal for the published Central Stansucs Off1ce L1ve Reg1ster 
StatiStiCS 

ISTS Phase 2 

In addmon to the fac1lltles available under ISTS Phase 1, a new management 
informatiOn system- the Short-term InformatiOn System (STIS) was implemented m 
December 1996 as part of ISTS Phase 2. Th1s system IS a PC-based statistical 
mformatwn system wh1ch allows for the display and mampulanon of data extracted 
from the ISTS database 
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STIS provtdes detatled statistical mformation about ISTS data on a weekly basts 
Users of the system have the facthty to tatlor the reports produced 

Report categones produced by the STIS are 

• 	 Clatm Proftle - reports on all clatms on the ISTS database 

• 	 Chum Workload - activity on clatms durmg the prevwus week 

• 	 Payments- analysts under vanous headmgs of the number of payments made on 
ISTS the prevwus week 

• 	 Chum Duratwn - how Local Offices have performed agamst corporate key 
performance mc:hcators 

• 	 Ltve Regtster- detatled reports on hve regtster activity 

• 	 Dependency analysts - quarterly analysts of the famtly composltlon of clatmants 

Wtth the exceptwn of the dependency analysts report whtch ts run quarterly, all 
reports are produced weekly from data extracted from the ISTS database 

ISTS Phase 2- Transaction Information System 

The Transaction Informatwn System (TIS) provtdes a flextble, automated, on-hne 
faCility for selection and venf1cat10n of prevwus days' transactwns Thts system was 
Implemented m December 1996 The TIS replaced the paper transaction hstmgs 
whtch were used to check and venfy transactwns entered by users to the ISTS system 

The mam features of the TIS are as follows 

• 	 a datly summary hst of transactiOns selected for venftcatwn ts produced 

• 	 users can check selected transactions on-screen agamst somce documentatwn 

• 	 transactwns whtch are not venfted wtthm a gtven penod are automatically 
reported by the system to a level of superv1s10n or management 

• 	 the system automatically checks that the person checkmg the transactwns ts not 
the person who entered the transaction and ts the person authonsed to check 
transactions 
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It 1s planned to further develop the TIS to prov1de the followmg add1t10nal faCilities 

• Random sample requests from management. 
• User profile venf1catwn. 
• Data Integnty venf1catwn of chent changes 
• H1gh-nsk transactiOn combmation reportmg 
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ISTS Downtime 

Due to concerns about the level of downtime expenenced by users followmg the 

implementation of Phase 1 of the Integrated Short-term Schemes (ISTS) system, the 

Department established a workmg group to analyse the causes of the downtime and 

to 1dent1fy any problems wh1ch m1ght ex1st when Phase 2 was implemented 

The analys1s Jdenufled a downtime of 5% of the ava1lable workmg hours dunng the 
penod March to m1d-August 1995 A breakdown of this downtime 1s shown below 

• 	 16% ISTS applicatiOn - ISTS applicatiOn bugs accounted for 5%, system 
software problems accounted for 7%, and bugs m ISTS batch programs 

accounted for 4% 

• 	 20% Batch environment - errors encountered m managmg the mghtly batch 

reqmred by ISTS 

• 14% 	 Operatwnal - errors made by staff operatmg rusks m the computer room 

• 	 50% Environmental - Th1s mcludes a1r condJtJOmng fa1lure, power fa1lure, 

network equipment fa1lure and penpheral eqmpment fa1lure 
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