This month LOLA
{Lendon On-Line Loca!
Authorities) becomes
fully fledged, a
tomputer consortivm™ o
tour Landon boroughs—
Hackngy, Haring®¥:
Hillingden and Tewsr
Hamiets. On the eve @
nationwide local
fovernment
reorganisation it could
well becomiv 4 |Ill.lllﬂ|
for the rest of the
tountry, Derck Schartat!
describes how.

DEREK SCHARTAU

London boroughs ‘on-line’

In January 1969 the London Boroughs
Management Services Unit published an
1 18-page book entitled Repord on the fnitinl
sindy; Lomdon borongh of Havingey lorg-
term compuler project. At the time it re-
ceived muoch more atfention in the compu-
ter techmical press than in the local govern-
ment preis. Mevertheless, the word quickly
got around, and a gratifying number of
copies was sold both in the UK {io most
major authorities and nearly all manage-
ment copsultants) and also abrosd, motly
I Europe.

The basic concepls propounded were:
the requirement for an erganisation “datn
huse' which would be consistent with the
departmental ‘data bases” and which would
be of equal utility to all the lepitimate in-
terests concerned; nnd the peneral meed for
increasing emphasis on informution as o
resource in iself. This implied a large com-
puter equipped with muss storage devices
and linked to ull major departments through
a telecommunications network.

Stored on the central eompnter would e
enough information to fulfil the centralising
fumction—basically the common items of in-
formation relevant to dhe work of meore
than one department, and crose-references
to more extensive files of imformation
maintained in each department.

Furthermore, these records would have
to be capable of being updated on-line and
the system not restricted merely to provid-
ing Facilities for inquiry. Thess jdeas are
summarised in the illustrition overleal.

The systam

The complete system was se=n a8 pro-
viding ! .

{1} & duta collection and up-dating system
—capturing dala as near a¥ posible to the
point of origin: -

2} a data retrisval system permitiing {at
long last!) the suceessful implementation of
‘management by exceplion” syshems, SIEC
the ad hoc retrieval Tacilities would provide
access o mormal cases omitted from the
rotG PEpOTEs;

{3 = communicalion Ssysicm
differing interests, in different locations, 10
obtain the same level of knowledge aboul
the state of activities in which they had &
muteal interesd

The sdvanlages can be summarized 18
follows:

—allowing

(a) standardisation of recordimg and re-
feranving i the moat eritical and public
areas of information, mamely people and
property, within a logical framework and
with proper cross-indexing,

(b} o similar logical framework for in-
termal records, in arder io extend the scope
of integrated datn processing;

{g) better communications and Co-opera-
tion between departments, thus providing a
more efficient and humane ssrvice to the
public;

id) less effort in acquiring, transmitting,
copying,  magunising, cxirpcting  ond
analysing information;

(e} laying the foundations of & progressive
system of reporling on operational fune-
tions for managerial and strategic require-
ments for what we have begwn to call un
Orperational Management Information Sya-

fem).
Size of consortium

WU Soroe ot By Gm dode et
: ; ¥ (i tbiwls expeesi-
thon, that is, although unfortunately not yet
in  their implementation), were readily
neceptable to Hanngey's chiel officers and
members.

The difficulty was that even in 1969 it was
clear that the scale of invesiment and re-
sources needed Tor implementation was well
beyond the means of one London borough.
It was etimated that the computer hard-
ware would cost aboui £1 million and that
the sysem development work, for what
were then identificd as the basic “mucleus
computer applications, would involve at
least B0 man-years.

However, the onginal terms of reference
for the study had included determination of
optimum size for a conerlium of London
horoughs, and there alrendy exsied a pos-
sible basis for this, in that Hanngey had
joined in 1966 a consortium st up by Hack-
fey and Tower Hamlets to cope with the
shost-lerm  requirements arising from the
Greater London reorganisalion.

This consorlium, (he MNorth-East Loadon
Computer Scheme, had made rapid progress
wsing a LEOQ I installed in a converted
factory in Hackney and standarised pro-
grams developed andd implemented earlier
by the London Boroughs Management Ser-
vices Unit for the London Boroughs Joint
Computer Committee (Bexkey, Greenwich
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and Sonthwark).

Follow-up studies at Tower Hamleis and
Hackney revealed the same characteristics
a5 those which had given rise to the Harin-
gev n'.-t:lmrnunl:|:u'.:|.u'|:i, e extremely complex
organisations, in scattered offices inherited
from the old metropolitan boroughs, with
data-processing, information retrieval and
analysis needs which were quite beyond the
capacily of existing procedures,  both
manual and computer.

Unfortunately three authorities were still
not really emouph: at this stape it was
simply not possible to show a clear-cut cost
justification of the mew proposals. This was
particularly so becaunse of the extremely
modest level of existing costs for LEO 101
wiapge, which wis based on the acqusition
of a second-hand central processor and had
na development element

Cost justification

Cost  justification s difficult
question—even for a sngle application—if
a completely new systems approach is en-
visaged. In this instasee a revolation ary new
owverall systems approach was being pro-
posed, with the component sub-systems de-
fined only in outline, and so the financial
arguments were even more difficult to pre-
sent.

The component applications could ob-
viously nod be defined in detail unil -

(1} the number of authorities willing to

form such a2 consortium had been detes-
maned;

always @
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(2} the hardware and specinlisced soflware
to be used were known, lopether with the
key performance factors relating to the new
data base and teleprocessing technology in-
volved;

(3} the objectives, order of priorities and
time scale for the developrnent programime
had been agresd, .

(4) the staff of the consortium members
had had time to assimilate the new com-
pater concepls involved and to appreciate
their full potential;

(5} both individuasl borough and joint
borough warking parties—in  conjunclion
with computer systerns analysis—had
died each application srea.

This until such o consortium had been
formed and considerable progress made,
there could be no cost justificntion, Some
chicken! Some egg! Obviously a more prae-
ticahle approach was reguired, to separate
the policy decison of forming a nmew con-
sortium and apresing a basic sirategy from
the esmentially lower-level task of justifying
the component applications,

slu-

Formation of LOLA

Further progress became possible when,
early in 1570, Hillingdon expressed interes!
in joining any consortium formed to pursue
the objectives expressed inm the original
Haringey report,

The four boroughs agreed that, if Future
strategy continued to be based essentially
on batch processing, (here would he little

opportunity  for  further

mmajor  develop-
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L mients of the basic Anancial and sdministra-
j nﬂdul‘l tive procedures. On the technleal and mon-
| ﬂmughs financinl fronts, howewer, there were still o

n-linaf number of balch processing opporunites Lo

be exploited,

On (his bosis, bl with the proviso that
in future high-level programming languages
would be wed, it was easy to show that the
capitnl cost for each authority’s own com-
poter eguipmenit would be betwecn
£3%0,000 and £350000. This in itell gives
some idea of the sophistication of the LED
1 sysiems

e

Our team of experts has completed it
DIGEST OF NEW LEGISLATION.
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Furthermore, & rensonable complement of
professional stall {excluding management)
for each single authority was asiessed 1o be
at least four systems analysts, eight develop-
mend programmers and Dwo  maintenance
programmers—¢ompared with a proposed
slalling of 13 software programmers, 240
aystems  analyst/programmers and  seven
mintenance progrummers for the proposed
conzorlium, ie 56 staff for four separale
installations compared with 40 stafl for the
consortium. Subszquent computer develop-
menis in London have largely demonstra-
ted the validity of these estimates

The decision to form the London On-Line
Local Awuthorities (LOLA) consoriium was
tnken in March 1970, Afler further exten-
alve hardware and softwnre evaluation an
order was placed f July 1971 with IBM for
the delivery of a 36050 computer with
512K bytex of miin store and two S-drive
disk upits (each of 236 million I‘l:_-‘[:"\i. MO =
nal capacity)l. A major faclor influencing
thiz deckion was the proven availability of
IBM's advanced datn  base ond  tfele-
packnge Information
Management System (IMS).

Getling operational

It proved mpossible o fAnd a suitable
site for a new computer centre in any of the
member boroughs, amd the high cost of
office sccommodation nearer the heart of
London stimulated a senrch over am ever
wider aren, wntil finally a large modern offics
block was found at Eofield, This offered
18,3005 it of spuce; and, ag it had been lefi
completely unfitled, it offered full scope for
layout design. The usual building delays
postponed machine delivery, and it was not
until Augut 1971 tht the 360/ 50 was com-
misiioned,

The stall then comprising the compater
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division of the LEMSU moved over en
dlog from Wicloria on | October 1971 and
were formally transferred to the employ-
ment of the new joint committes one year
[ater,

The extensive tesling requirements of the
new system soon required more than single-
shift working, and two shiffs wers egtab-
lished from enrly January 1972, The first
application was an on-line rating system
with full conversational on-line up-dating
capability, using video {erminals for all as-
poects except rales receipts (which continued
to be captured using by-product paper lapes
associated with the cash registers), In its new
context this was, of course, very much more
than a rale actounting scheme, being the
foundation for the new property and people
dila bases,

The first implementation was seheduled
for April 1972 s Haringsy, The PO
problems of February, arising from  the
miners' strike, could not have come al a
worse time and affected both the fingl pro-
pram testing and wser traifning armnge-
ments. MNevertheless, at the expense of many
lost week.-ends and the Easter holiday, the
syslem went live on time, Hacknev and
Tower Hamlets followed in October and
Hillingdon this month, There is now total
network of 36 viden terrminals, ench with
L0000 character screens and supported by
teletypewriters,

The LEQ M1, which has heeq Tunming
iince December 1966, is expected to close
down by the end of the next financial year
(1973/74). This will be achieved by using a
forthcoming 1BM package 1o trunslate the
presenl wide range of LEQ programs as an
interim measure until their complele super-
s2sion by the on-line facilites,

Perhaps the best way to complele this
brief survey of LOLA% formation and
achievements is to quote some statistics (ses
table)

The next phase

The next on-ling application will provids
the foundstion for the ‘resources’ compo-
fent of the overall data bank and introduce
to all departments the concept of ‘cost cen-
tres’, ie wrrangements for sub-dividing the
expendilure accounts in such a way that the
separate cost hends w0 derived pertain
directly 1o the responsibility of one manager;
these will incorpornte extremely powerful
new budgetary control arrangements allow-
ing for a variely of expenditure patiéms and
the aggregation of vardsticks nnd measures
of performance,

Before thiz phase i implemented (stari-
ing once more at Haringey), the present
computer equipment will be replaced in
August 1973 by the new IBM 370/ 158 with
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————
Boromphs® resouroes i
] &1
Cerass revemie Capiral deter oursteading wumber of
l‘J.'PI"JIEﬂI‘WE (1 April 1971}
L
Hacknuy 12,300,000 B1,150,11% 30t
Haringey 32, 100,000 7,069, 700 9,243
Hillingdon T 57,845,514 9,12
Tewer Hamlets 13,400,000 45.873,718 53413
i a3
Tt 8,400,000 256,940,050 =3 B
Boroighs' charncterisiies of
wumbe?
Number of  Aren  Ravenble vajue  Popularion ',;-w” s
pre=fS05 (gcren) (] Aprid JOFI) 30 Sune {fapures
E:'Cllﬂ-llgnl;'d- 'I"I?'D I.-F|||I'II'|I|:"I|II
£
72,000
Hackney 1 4815 15,048, 55| 233,450 200
45
Haringey 3 7,450 13,816,99] 23R A0 o
o,
Hillingdon 4 2T .245% 18,502,633 235, TRD o0
&3
Tower Harmlets 3 4,994 14,570,633 158,080
T = 8 4 B gy
Tatal 13 44,557 62,348,808  B9S,T60 o
234
197273 l‘?f'm
Tetal LOLA budget for bath computer centres Bl ERG 1,019,

one megabyle of main storope and the
large-scale 3330 dise storape units,

This represents a major vote of con-
fidence by the authorities in the validity of
the new concepts and techniques and will
greatly facilitate an uninterrupied  pro-

mamme of major developments over the
DEXL sewen years,

installed at Fnfield

i
The 1BM 050 -:'w-'lPu
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