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1. Introduction

Producers of official statistics of developed agskldeveloped statistical systems are faced
with similar external and internal challenges. €xéernal challenges arise, in part, due to the
shift of the national and international policy eviment from a narrow economic and social
development model towards a multidimensional spei@nomic and environmental
perspective. This new sustainable development ageaglires an interrelated set of micro
statistics, short term and annual statistics adatators, including those related to emerging
cross border patterns of production, trade andsimrent originating from the global
fragmentation of production of goods and servi@éss integrated set of household and
business statistics is required for evidence bpsédy and decision making around a
universal set of issues regarding multi-dimensiqguaderty eradication, economic growth,
employment creation and use of natural resources.

Also a response has to be formulated to the newel@ironment with its fast pace of
technological development and availability of neaditional “real time” data generated
through satellite imaging, social media, mobile phaose, sensory devices, etc. Unlocking
these non-traditional data for official statistiparposes would address the demand for more
real time data, but warrants new confidentialitgd @nivacy protocols on access to the
privately held non-traditional data sources andafsgew statistical techniques and
technology platforms.

Internal challenges are related to the evolvingrimation and knowledge societies at country
level demanding a repositioning of the role of nla¢ional statistical system. In many
countries, new regulatory and institutional enviramts are being created based on the
fundamental principles for official statistics, whiwill strengthen the independence and
integrity of national official statistics. Moreovewith the adoption of the fundamental
principles, the demand for improved quality an@inationally comparable sets of statistics
will further the quest for mainstreaming statististandards, lessening response burden
through use of administrative data and computast@sicollections, improving the cost
effectiveness of data production and securing aategqesource allocation for statistics.

It is expected that these multitude of external iaternal challenges will lead to an interest in
the evaluation of the national business and inftionarchitecture and its statistical



production processes. This evaluation should benakien with the intent to introduce a
collective drive of modernization and innovatiordenan integrated statistics programme
(ISP) for household and business statistics.

Already considerable progress has been made inmdsm to the internal and external
demands through modernization programmes for iategrstatistics. These modernization
programmes are characterized by technical and reaiahgpecializations of staff working in
the national statistical system, the much neededkemmization of the IT-environment and

their related statistical production processes,thadeed for repositioning the legal and
regulatory environment of the statistical organaag. It has become obvious that business as
usual with fragmented, gradual and generally madjustments to statistical processes,
institutional arrangements and organizational stimecwill not be enough.

Partnerships in sharing practices and capabilitiestdination of a global programme on
integrated household and business statistics aifdirgutechnical capacity among national
statistical agencies in coordination with regiomadl international agencies have to be central
to the global strategy for a global transformatgenda on integrated statistics.

The independent and generally prominent statudfiofad statistics will only be guaranteed

in the emerging information and knowledge sociéthé statistics continue to be relevant,
visual and offered with more open data accessgospatially-based platforms and available
on mobile devices and social media.

This background document will set out the strateljjiections in adopting integrated
household and business statistics programmes thritiegmodernization of the statistical
production processes, institutional arrangemerdsoaganizational structures of the national
statistical systems. These integrated statistisgrpmmes should facilitate the mainstreaming
of statistical standards in the statistical operatiand institutional and regulatory
environments of the national statistical systems.

A stepwise gradual approach for a national prograrfonintegrated statistics is envisioned.
A flexible and modular approach is advocated ofclhational steps towards modernization
can be taken independently of other, while othexgsscould be taken in sequence with a
global programme on integrated statistics charaeterby multi-year thematic focus on
specific aspects of the modernization of the instihal arrangements, statistical production
processes and organizational structures such asgnevement in access to and use of
administrative sources and the harmonization oiness and household statistics
programmes.

2. General organizational principles, corporate services and way forward for aflexible
and modular transfor mation

Often the traditional way of producing official 8&tics, has seen production organized in
what are called “stove pipes” or “silos”. Small angzational units are responsible for the
complete production cycle of a single set of stigigi.e. the monthly production statistics for
manufacturing) starting from designing the collectof data through survey and
administrative sources, developing IT-applicatitmgisseminating the results. This way of
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organizing the production processes easily leadwefficiencies, lack of coordination,
duplication of specialization, high costs of mairgece of IT-resources and a fragmented
quality culture and assurance framework. The waydod to an efficient and highly
professional organization is to organize the prtidngrocesseésn a small number of larger
subject matter organizational ufiitnd a number of specialized corporate servicgs®uni
This organization is based upon on a service-@thtsiness and information architecture.

The service-oriented statistical business and métion architecture and the statistical
production processes have to be carefully designétl,and implemented with a flexible and
modular approach that is incremental but progressaking into account the limited budget
and staff resources. Evidently, the way forwardestels strongly on the starting position of
statistical agencies and the regulatory and irigtital environment of the national statistical
system. That said, national statistical systenesdy stages of development can embark on
the process of modernisation without the transféioneof legacy systems by a gradual
introduction of a standards-based business managend service oriented process.

To realise a modern statistical organization throadlexible and modular transformation,
existing production processes should be evaluatdgassibly redesigned, taking into
account the need for production processes for matrgtcs to fill in the data gaps and colour
the “white spots” in the statistical landscapes Itlear that the successful implementation
should have a medium-term perspective and maynequarge human resource investment
in training of highly qualified and specialist dtahd in IT-resources. Moreover, it will
require a full commitment of the top managemerthefnational statistical system to put
through the modernization processes. During thissfiormation period, strict prioritizing of
all activities is necessdhyincluding maintaining the regular production atissemination of
statistics.

A step-by-step implementation of programme on irgtg household and business statistics
takes into account as point of departure, the miffelevels of quality and scope of statistics,
the differences in statistical infrastructure almel brganisation of official statistics in various
countries and regions. The implementation of a nogne on integrated statistics has three
distinct componentsstandards as conceptual organising frameworkstitional and legal
arrangements and statistical processes. All thesgaonents contribute to the realisation of a
highly efficient and effective production system fagh quality statistical outputs.

The way forward should be to elaborate and operalize the framework provided by the
Guidelines on Integrated Economic Statistizshich have been recognised by the Statistical

1 The production process is considered to be an amggnd never ending cycle of the following eididtinct phases: specify needs, design, buildectll
process, analyse, disseminate; and evaluate.

2 For example the statistical organisation careloeganised in two main divisions for statisticadghuction in addition to a division for support sees: a) a
division responsible for integrated system of ecoiwoand environment statistics for sectoral subjeatter and macro statistics guided by the SNASIEEA;
and b) a division responsible for the integratestesy of demographic and social statistics.

3 Examples of corporate services units are: ddtaaton, methodology and process developmentggtapanagement, IT-services and application
development and Bureau of Standards. These uri@stbeir harmonised services and products to tétisgcal production units.

4 Compliance with new official obligations and saty of urgent quality problems in existing key &fts must always have a high priority.

5 Guidelines on Integrated Economic StatisticsESB/STAT/SER.F/108, Chapter 3 General Frameworkritagrated Statistics

6 Guidelines on Integrated Economic StatisticsESR/STAT/SER.F/108



Commission for organizing the statistical productiocesses for official statistics. It is
proposed to introduce a service-oriented businedsrdormation architecture through
advancing, a distinct set of general organisatipnakiples for the institutional arrangements
of the national statistical system; and the harsetion and centralisation of statistical
production processes using corporate statisticaices. By formulating a stepwise approach
on the way forward, the paper sets out the impleatiem of national programmes on
integrated household and business statistics.

2.1 General organisational principlesfor institutional arrangements

The institutional settings (e.g. the degree of i@dized or de-centralized of statistical
production, the management culture and the qualitile IT-environments) play an important
role as the building blocks for the development emplementation of integrated systems. By
advancing general organisational principles fos¢himstitutional arrangements, it is proposed
to modernize the national statistical system intingahe external and internal challenges of
our changing environments. These issues are elaidaraAnnex 1.

Use of corporate business and information architect

Adopt and update legal mandates based on fundahpeimtaiples for official statistics
Mainstream standards and metadata

Optimize use of administrative data

Maximize multi-use of data

Top down editing and imputation

Initiate methodological innovation and modernizatibrough harmonisation
Develop modular IT-applications across statistitahains

Establish quality culture

Manage development and change

O OO0 O OO0 o0 o0 o oo

2.2 Corporate servicesin organising statistical production processes

There are several over-arching and cross functistadistical processes that are universally
applicable to statistical production of a natiosialtistical system, being in an advanced or
less advanced stage of statistical developmentantualised or decentralised statistical
system. Targeting modernization through the hargaiin and centralisation of the
statistical processes in corporate services cartgibto the efficiency, effectiveness and
quality of these processes. The details of the@smf harmonisation and centralisation of
these statistical production processes in corpeetéces are set out in Annex 2.

Standards and metadata (Bureau of Standards)
Population and business registers and frames

Data collection and processing

Dissemination

Methodological innovation and process development
IT services

Project management

O O 0O o0 o o o



2.3 Way forward (in a step-by-step approach)

The way forward consists of a number of distinepst leading to an integrated system of
statistics. The results of course will vary and atfongly depend on the point of departure of
the national statistical system. In a strictly celided system of official statistics, it may be
possible to create one organisational unit witheniational statistical institute responsible
for the whole chain of economic and environmentaistics and one unit responsible for the
integrated system of demographic and social Staidh a more decentralised infrastructure
of official statistics the results may be a syst#rolosely collaborating agencies which are
each responsible for a clear and distinct parefchain of coordinated statistics. The details
are set out in Annex 3.

Establishment of partnerships

Assessment of current statistical system
Identification of domains for improvement
Formulation a programme on integrated statistics
Communication and advocacy

Governance of the programme

Design of integrated systems of statistics
Evaluation of the programme on integrated stasistic

O O 0O O o o o o

3. Ben€fits

The benefits of integrated programrhes economic, environment, demographic and social
statistics are manifold and significant for polexyd decision making by businesses, the
government sector and the general public. The iated statistics programme would be
instrumental in progressively generating a moresceit, timely and policy-relevant set of
multi-dimensional statistics, reducing the admiaiste burden for the business world,
reducing the costs of production and create roamda developments within the same
financial budget. One important benefit is thathvthe new way of processing basic data in
high quality statistical outputs, (e.g. introduatiof automated “cleaning” and strictly
regulated imputations and editing procedures) reshould become traceable raising the rate
of reproducibility.

These benefits, quality, timeliness, consistenmalker risks of errors and a higher rate of
reproducibility, are hard to quantify and to exgr@asmoney terms but are no less important.

7 Guidelines on Integrated Economic Statistics ESA/STAT/SER.F/108, Chapter 2 Policy needs, benafid challenges of integrated
statistics



4. Investments

Reorganizing and re-engineering the productiongsses of official statistics will take a
period of at least several years and will demagt mvestments of scarce expertise (like
subject-matter specialists, IT-developers, prajeahagers and methodologists). The strategic
objectives are of course dependent on the stgpbing and the ambition of modernization
programme. Furthermore, the regular productiostatistics has to go on during the
modernisation process.

Any modernisation of statistical production pro@ssshould build on the significant amount
of documented good practices and standards orvigeariented business and information
architecturto guide the redesign of the production procesaashermore, validated
methodology is available for almost all sub proesstike top-down editing and imputation
processes and automatic editing of primary datatlaadise of administrative records in
combination with primary data from surveys. Sevegtional statistical institutions have
extensive experience in successfully organisinghbaised services like data collection, IT-
services, methodology and project management jpocate service units. With the
development of internationally agreed and standaed®d business and information
architecture based on best practices, the intemeltstatistical community should mobilise a
broad based partnership and implement a coordiraealcity building programme in
institutional modernisation and change management.

With the allocation of the required financial resms being a main constraining factor for
modernisation and innovation, the redesign/reomgiun of those parts of the process, which
will produce a high efficiency gains and a medi@mnt return on investment should be
identified and taken up as a priority.

It is difficult to generalise the direct costs dmehefits of redesign and reorganization of
statistical processes. Much depends on the stgyting. Costs (investments) may be as high
as 60 per cent of the direct annual operationagbdosnning and maintaining) of the original
processes, but annual rates of efficiency gair0ef 25 per cent and a return on investment
in a 3 year period is not uncommon. Detailed ptgpens will facilitate more accurate
estimation of costs and benefits. Of course, thdgbtiallocated to the national statistical
system and national statistical offices in low immand low middle income countries have to
be structurally increased to meet new demand &disHts.

Apart from budget constraints, there is often & lafcexpertise in the national statistical
system for redesigning and reorganizing produgtimtesses and undertaking project-
management. The production of official statist&sot a standard production process and
most of the needed expertise and specialisations toebe generated by the national
statistical systeﬁn For this purpose, project teams are to be craaittxdcontent/subject
specialists of source statistics and national attzous to formulate the design and build
processes and participate in the implementationgases.

8 Based on the Generic Statistical Business Pradedel (GSBPM).
9 Production processes of official statistics argequnique, which complicates the use of commeaffathe-shelf (COTS)-applications. Therefore tarslard

commercial customer relation management (CRM) apptin may for example need complex alterationsteet can be used for data collection processes.
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Experience has taught that highly qualified pergbmessential and should be appointed as
project managers for the daily running and managewiethe design and implementation of
the new production processes. These change managskilis are scarce in many countries,
and therefore the integrated statistics progransheasld give early attention to the
development of the change management skills daheglesign phase.

5. Conclusions

National statistical agencies and the nationaissieal system face considerable challenges;
delaying the design of the modernization and intiomawill only compound the challenges
in responding to the varied and multitude of nemadads on official statistics in the post
2015 era. In order to meet the challenges, bestipes have shown that adopting a distinct
set of general organisational principles along whth harmonisation and centralisation of
statistical services will result in efficiency gaiand reductions in response burden in
statistical production while improving the qualdf/official statistics.

This paper advocates that countries should embagrmational programme on integrated
household and business statistics that is flexabtk modular in introducing a service-oriented
business and information architecture. These naltiprogrammes should have the objective
of moving away from a fragmented and silo apprdactindividual statistical outputs

towards an integrated systems approach for prodwstatistical outputs. These integrated
systems are characterized by distinct organisdtjmiraciples for the institutional
arrangements with a more optimal use of adminisgatources, the harmonisation and
centralisation of statistical production processad the introduction of technological and
methodological innovations.

The way forward is to carefully plan and executerédesign of the production processes at
the country level based on a standards-based sewviented business and information
architecture for official statistics. A global dtegy on integrated statistics should be put in
place to guide the formulation of the national pemgmes on implementation by mobilising
the partnerships in developing data, the coordinadgind governance structures for the
programme on integrated statistics and the fornmradf the capacity building and training at
national, regional and global level.

6. Pointsfor discussion

How can we make and communicate the business case that benefits exceed the costs of
national programmes on integrated statistics in support of the post-2015 development
agenda?

What ar e the challenges and constraints for national statistical agenciesin implementing
the proposed organizational principles on institutional arrangements and the

har monisation of statistical production processesinto cor por ate services for integr ated
national statistical systems?

What are the modalities for statistical capacity building, coordination and partner ships
for launching national moder nization programmes on integrated statistics?



Annex 1
General organisational principlesfor the programme on integr ated statistics

The general institutional arrangements from th&l€&lines on Integrated Economic
Statisticd® can be reinforced and complemented with a limitechber of general
organisational principles for optimizing the fureting of the national statistical system and
facilitating the development and implementationndégrated systems of statistics.

1) Use corporate Business and Information Architectulbéue print for process
development

The implementation of a programme on integratetissitss will involve redesigning existing
production systems and developing new systemsad@bption of a common business and
information architecture for statistical productiera way to structure statistical processes
according to their mutual relationships and theret@ate a robust foundation for the
development of efficient IT-systems for the intdgdastatistics. Without such a statistical
architecture in mind, it becomes difficult to deMgland document subsystems for different
productions processes that are interrelated. Sevatianal statistical agencies have
developed business and information architectu@s,increasingly documented by the
Generic Statistical Business Process Model (GSBRMjusiness and information
architecture will facilitate the transformationtbe present, IT-environment with possible
numerous applications in different languages ancabus stages of the lifecycle in a more
structured landscape with lower cost for mainteraama less risks for the business.
Progressively, with the use of the GSBPM and thesldgment of similar architectures, it
may become possible to efficiently develop IT-apgions which can be shared. The creation
of a community of practitioners for the implemeitatof an integrated system of statistics
based on a common statistical business and infaymatchitecture will allow for the
development of a library of new applications anocgisses and may accelerate
implementation in the future.

2) Adopt legal mandates based on fundamental prirgipleofficial statistics

Appropriate legal mandates for national statistegggncies should be in place based on the
fundamental principles for official statistics. Tlegal provisions should allow data collection
via surveys and use of administrative sources dod or the combination of data from
surveys and from administrative sources. Compliariad economic entities in surveys
should be obligatory. It should be possible to share micro data betwieemgovernment
agencies and national statistical offices espggialthe sharing of information related to the
maintenance of common business register for thedawation of the collection of economic
and environmental statistics. Privacy and confiiddity of information should be guaranteed
and the collected data (from either surveys or admative source) should not lead to the
disclosure of individual economic units without sent. If the present legal provisions are

10 Guidelines on Integrated Economic Statistic€{EB/2011/37).
11 It should be possible to impose fines on comgzawhich refuse to cooperate. Otherwise, especiddlyghters” of foreign multinationals and smaltlan

medium enterprises may refuse to comply. Their filsnfeom official statistical information may beds than their costs of complying.
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insufficient to effectively collect basic data, cented efforts should be undertaken to
improve them. These efforts will require a well-dped communication strategy and
regional and international support to make the izt for the lawmakers.

3) Mainstream standards and metadata

With the objective of standardizing the concepésijables, definitions and classification
being used by the national statistical system, @éBu of Standards” (BoS) can be created.
This is an organisational unit (this may be a smaif, as most of the work is done in the
statistical departments), in charge of the statittineta database The concepts, variables and
classifications should be in line with internatibagreements and when different this should
be made clear in the definition and the terminoldgyr the output concepts, it is advisable to
use two descriptions: one for scientific use angl fon more popular publications for general
usé?. All agencies which produce official statisticoshl assist in creating and maintaining
this metadata database. Without a BoS it becomgstficult to create coordinated

statistics and it will lead to endless and tiresaliseussions on concepts with equal names,
but different content. The BoS is the basis fotHfer coordination and integration of
statistical processes and an important sourcegioeigting harmonised questionnaires. The
natural place for a BoS is in the national statétorganisation. This agency is responsible
for the consistency, the completeness and the reamagt of the system. All information is
made public and available to all interested parti@e BoS should cover all statistical
domains.

4) Optimize use of administrative ddta

In a programme on integrated statistics, the useiofo data from administrative sources
should receive the highest priority. Progressividgal mandates should be put in place to
make administrative sources available by the hsldéthe administrations to the producers
of official statistics (without charge). Only indltase where there are no administrative
sources available (or too late for a timely stat#tproduction) then data may be collected at
the enterprises, persons and households. Thesaiatiative sources should not be restricted
to administrations and registers of (semi-) govegntal institutions. Under certain
conditions, also administratively generated souficas the private sector may be very
useful. For instance, the scanner data of bigleesaand their register of barcodes have
proven to be very reliable and cheap sources ®cdmpilation of consumer price indexes.
Also client administrations of energy providers égvoven to be a reliable source for
detailed statistics on the production and conswnpif energy by households and
enterprises. The availability of both governmerd arivate administrative sources varies
from country to country, but should be actively emaged.

12 An experiment in The Netherlands showed that imigs school students had problems understandimdormal, scientific definitions.

13 Several NSI's publish this kind of information their websites (e.g. ONS UK).

14 For the use of administrative sources in offistatistics see: 1. Wallgren & Wallgren, Regidiased statistics, Administrative data for statétpurposes,
Wiley 2009. 2. Handbook of Principles and Practidsgg Administrative data and Secondary Source®fficial Statistics, UNECE. 3. Check List for the
Quality Evaluation of Administrative Data SourcBsatistics Netherlands 2009.
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5) Maximize multi - use of data

The integrated system should be organised in suegdyahat it facilitates the multiple use of
micro data for a variety of different statisticabducts. At several clearly defined stages in all
the production processes, the micro data (wittatireed and standardized meta data) should
be stored in data depositories for use in othezga®ses. These depositories function as library
and archive. Micro data from period t-1 may be usedhe calculation of missing records for
period t. Micro data from the tax authorities oa thcome of independent entrepreneurs may
be used for income statistics and for businessstat Information from tax administrations,
social security administrations, and client adntiatisons from for example telecom providers
and energy providers may be used to decide upotheha business is “active”, “dormant”

or “dissolved” and may in this way become an imaottadditional source of information for
the business register.

6) Top down editing and imputation

An important element of the production of statssii the cleaning and editing of the micro-
data. In an integrated system almost all cleanimbealiting should be done automatically by
algorithms. After a check at the level of the calishe lowest publication level, it may be
decided that for certain cells a further (intenae}iediting of individual records which a score
as implausible may be necessary. The identificadidhese records is based upon strict
criteria and not upon the well-intended feelingshef statistical specialist. This interactive
editing should be well documented and should folétrict procedures. After this editing
phase, no further changes to individual records beagnade. The exception in this editing
phase is the cleaning and editing of the micro dathe large and complex enterprises,
which are due to their size of eminent importararetlie quality of the economic statistics.
Without high quality micro data for these entergsist is impossible to produce reliable
statistics.

7) Develop modular IT-applications across statistittahains.

The development and the implementation of an iategr IT system for the production of
statistics will take time. It is not possible tosag a detailed blue print for the whole system
at the start. Rather, an incremental and modularoagh should be adopted. The modules in
the integrated system for different phases of tieeyction process should be designed and
developed in such a way that they can be usedfferent statistics without a complex
redesign. The introduction of a new mode in datkection (for example the use of internet
robots for the collection of price information filwe CPI) must be possible with only small
adaptions in the module. The main challenge igi & balance between robustness (an
application should have a life span of at leasyd#s), simplicity (to keep maintenance costs
down) and flexibility (to facilitate multiple useg-use and new developments). Where
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possible COTS-applications or specific applicatidaseloped by sister institutes or
international agencies should be used

8) Initiate methodological innovation and moderniaati

The fast technological developments and the ragddyving availability of new data sources
may open new ways to produce official statisticd tndisseminate the statistical products.
Due to the pressure of the day to day productlmaretis often not much room in the
production and service units to explore these neywswEspecially in times where there is
much pressure on developing new production syst&me.can stimulate innovation in
several ways within the NSI, apart from the regalad planned official research
programmes, such as using competitions, innovédiooratories and twinning arrangements.

9) Establish quality culture

To guarantee the quality of the statistical outhete should be a quality culture in the
organizations. The establishment of such a cultufacilitated by introducing a quality
assurance frame work. Ti&uidelines for the Template for a Generic NatioQaiality
Assurance Framework (NQAK) a tool for NSI's to provide the general struetwithin a
country-specific national quality assurance framéwsan be developed. In the NQAF
guality is expressed in terms as relevance of tieud, timeliness, punctuality, accessibility,
clarity and coherence comparability and not jusuaacy.

The main benefits of a NQAF are to:

» provide a systematic mechanism for facilitating@ng identification of quality problems
and possible action to their solution. At the saime, it serves to stimulate and maximize
the interaction among staff throughout the orgaiona

» (give greater transparency to the processes by veuality is assured and reinforces the
image of the office as a credible provider of goodlity statistics;

» provide a basis for creating and maintaining aiguaulture within the organization and
contains reference material that can be helpfulréoning;

» support quality improvements and their maintenanag time;

» provide mechanism for exchange of ideas on qualdapagement with other producers of
statistics with the national statistical system wiitth other national and international
statistical organizations.

It is recommended delegating the development apteimentation of a NQAF to a
Taskforce, made up of a team of experienced stafifierent phases of the statistical
production process. As the development, implemiemtatf a NQAF and the ongoing quality
assurance activities are time consuming and camtisilit may be advisable to place the task
force and the ensuing quality unit under directesuision of the top management of the
institute to ensure the necessary support at alagement levels.

15 For an inventory of IT-applications available different phases of the statistical productioogess see: Software inventory by GSBPM phaseswdnd s
processes, UNECE Statistics Wiki.
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10)Manage development and change
(a). Project portfolio and portfolio management

To be able to make an optimal use of scarce ressuitds important to make a clear
distinction between regular and structural producand supporting activities and all other
special activities with a non-regular charactee lilesigning and developing new production
systems. All these special activities should beoiged as projects.

Each business unit (statistical and supportingstiwis) has its own project portfolio which
contains all projects (with or without an IT-compory). For each project, a business case
should be formulated.

The business case details the contributions gbtbgct to business and strategic objectives
of the organisation (For example: reduction of sostduction of administrative burden,
improvement of quality). The business case alsatimenthe assessments of the stakeholders
needs for this project, the critical dependendtes foreseen risks and countermeasures, the
costs and benefits, the alignment of the projet tie business architecture and the use of
proven methodology. Costs and benefits are quedtis best as possitiieThe “zero

option” of doing nothing is analysed. Especially oojects aimed at reducing costs, the
return on investment (ROI) time is estimated. Alsimess cases should be checked by
controllers. When substantial changes in the ptaecurs during the execution phase, the
business case should be updated and reconsiddtedti#e implementation phase of the
project, the project is evaluated and compared thighprojected benefits. The outcomes of
these evaluations are reported to the board oftdire on an annual basis.

All projects with an IT-component are proposed g business units for inclusion in the
overall IT-projects portfolio. The IT-projects pfotio is managed by the IT-portfolio board.
The members of the board are the directors of tisenbss units and the CIO is chair of the
board. The execution of all projects is regularlymitored with a special score monitor made
up of the information from the project monitorsrfraghe business units. The portfolio board
decides upon overall planning and programming efithprojects, exceptions (requests for
additional resources or facilities above the oadlinplanned) and prioritization of new
projects.

(b). Planning and prioritisation

An important part of portfolio management is thegass to decide the projects which are
going to be carried out and which are not. Therlancycle is in most cases a calendar year,
but for good preparation of larger projects, thejgut cycle is extended to a longer period (2
or 3 years) based on an annual rolling plannindecykhe first step is the selection of the
projects by the programme board. This decisiorageld mainly upon the urgency of certain
projects and upon an objective comparison of thenass cases of all individual projects.

16 Not only the direct costs but also related cfistéraining, additional computing and storageilfaes etc. should be taken into account.
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Criteria for selection that have been used are:

* Project is necessarily for compliance with (intet)anal regulations and obligations.
» Project is necessarily due to changes in inpusoorces.

» Business case is positive

* ROl time is less than 3 years

« Project length is less than 2 yHar

» Foreseen project risks are manageable

It is essential for the management of the totatfplio to have accurate and timely
information of the progress of the projects andube of the budgets.

(c). Centralisation and chain management

A programme on integrated statistics may be congptirea complex and long chain of related
activities and interdependencies, which operateustiict timelines. For a programme on
integrated statistics, this chain starts with thsitess register and ends with the compilation
of macro accounts and statistics (national accoentgaronmental-economic accounts, etc.)
and the dissemination of the statistical outputsrbter to manage such a process chain,
practice has learned that is advisable to orgahesenain parts of the chain in one dedicated
organizational unit.

17 All projects should have a limited timeline. jeis which a long duration for execution, tenduo a larger risk of failure than smaller projetttat have a

more restricted scope, timeline and budgets.
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Annex 2

Corpor ate services

With the objective of standardization and harmotnireof the statistical processes in mind to
gain efficiency and improve quality, it is importato consider both in a decentralised and
centralised national statistical system which statl production processes can be re-
organised as service providers in central unitss plocess of centralisation will also make it
possible to reach a higher level in professionalises for statistical production processes.

(2) Population and business registers and frames

The backbone for an integrated system of integrstimistics covering the economic,
environment, demographic and social domains arféedrand harmonised business and
population registers and frames. It is the coottitigetool for data collection and processing
Without such registers and frames, it will be veif§icult to carry out coordinated sampling
of statistical units for surveys and to maximize tise of administrative sources.

A civil registry is an important source on persansl households being a system of records
on vital events of its citizens and residents. fidslting repository or database is called civil
register or population registry. The primary pugpo$ civil registration is to create

legal documents that are used to establish andgdrthte civil rights of individuals. However,
its secondary purpose is to create a data sourcega@ompilation of vital statistics that is a
critical administrative source for statistical posgs in combination with population censuses
and sample surveys. The World Bank and the WorlaltHérganization with input from
several agencies and countries have developedmIi3lavil Registration and Vital Statistics
(CRVS) Scaling Up Investment Plan. It covers atigiover a 10 year period from 2015 to
2024, with the goal of universal civil registratiohbirths, deaths, marriages, and other vital
events, including reporting cause of death, andsxto legal proof of registration for all
individuals by 2030.

For the comprehensive statistical coverage of prigars, a centralised business register and
frame is a critical asset of the national stat&tgystem.The economies of most countries are
characterized by a rather small number of verydangd often complex enterprises and a
large number of household and , very small and omediize enterprises. For , small and
medium sized enterprises, it is often possibléniothe statistical unit to the fiscal unit in the
administration of the tax authorities (for examated to value added taxes, payroll taxes,
registration tax and social security systems). Hexethese administrative systems are not
suitable for the profiling of large and complexamptises. However, these enterprises are
very important for the overall quality and consigtg of statistics given the size of their
operations. Therefore, it has become good practicestablish a specialized organizational
unit for the profiling, collection and editing di¢ micro data of these enterprises.
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(2) Data collection and processing

The corporate service unit Data Collection as as#p and independent unit delivers
products and services to the statistical diviswitkin the national statistical agency but can
also do this for parties outside the agency, ag &mthis does not affect the services to the
internal customers in a negative way.

The corporate service unit Data collection is resgae for all data collection for the national
statistical agency regardless of the source ofl#ita.

For each planning period (i.e. a calendar yeary#émeice Data Collection and its customers
(the statistical divisions) make a detailed plantfi@ respective data collections. For each
collection agreements have to be reached abowotitents, the sources, the chanfiethe
frequency, the quality and its monitoring, timeslefivery, the non-response strategy, the
costs and so on. The final agreement on the tatztai is the basis for the annual contract
(SLA) between the service Data Collection and utstamers.

Data from all sources are enriched with the unigeetifiers® used within the national
statistical agency to facilitate the combinatiordafa from different sources, the comparison
over time and to stimulate multi-use of the datse Guality of all raw micro data either from
surveys or from administrative sources is monitof@olvious mistakes are corrected with
algorithms. For each file, a standard quality répgth information on missing records (non-
response), missing values, number and type of ciores is made available. In this report
comparisons are made with previous surveys.

The service unit Data Collection is responsiblether desigff and testing of questionnaires
for the surveys and the continuous monitoring eféffectiveness and efficiency of the
survey design, of the questionnaires and the miodess" .

In an integrated system of statistics, the focusikhbe on the use of administrative data to
minimize the administrative burden (especiallydorall and medium enterprises (SMES)).
This means that all information, which can be deglifrom administrations and registers
should be used and only additional information &thdse collected from persons, households
or enterprises. This data collection strategy aehey the principle that information should be
asked only once and used multiple times. This m#@tsa coordinated system of samples for
the various surveys should be developed alongtaitbr-made questionnaires for sections of
the target population. The coordinated system wipd@s may in some cases become quite
complicated due to national regulations that SMBy only be included in the sample for a
limited number of consecutive periods. For busirgasstics, it is advisable to produce an

18 Channels include face to face interviews, tedeghinterviews (mobile and fixed lines), reporting smartphones, tablets, internet, via paper ¢qurestires.
19 This linking is in the case of the availabilitiya system of unique integral basis registers witigue identifiers for persons, enterprises, askirs, buildings,
land, cars and so on In countries without thesisteg and without unique identifiers, a progransheuld be initiated to establish these registetis unique
identifiers.

20 The ongoing research for new sources and nemnelgis a part of the regular R&D programme of & with involvement of the experts of Data
Collection.

21 The monitoring of the modes use is especiallyoirtant in surveys, where a combination of modesél. For example in the case of a survey forerim

experience, interviewing by telephone led todovesults compared with data collection via inéern
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individual survey agenda for each enterprise. igay the business community and
especially individual SMEs know what to expect.

In the development of questionnaires, the maireissust be the answerability of the
questions. The conversion of the administrativecepits or business accounting concepts
used in enterprise surveys to statistical conasytge responsibility of the statisticians. With
most national enterprise and household surveysigaiimilar scope and contens, a global
repository of standardized and harmonized questmmisousehold and business surveys
could further the sharing of practices in compatgsisted technologies and techniques.

To reduce the cost of the most expensive phagdeegiroduction of statistics, the cleaning
and editing of primary data, it should be organigesuch a way that the active involvement
of subject matter specialists should be kept taramum. This may be done in the following
way. In the first phase the checking, correctiod editing of the bulk of the micro data from
either surveys or administrations and register$y(exception are the limited number of large
and complex enterprises) is done automatically aigforithms. These algorithms detect and
correct obvious mistakes, compute missing valuéscaitulate for the set of records of a
person, household or enterprise the value of asjildity indicator. After applying the
weighing procedures, the next phase is a top ddawsibility check at the lowest detail level
of publication level (the core cells). If there ai@ubts about the plausibility of the results at a
certain cell level then an interactive editingasried out for the records of an enterprise with
a low score of the plausibility indicator. This #alj is carried out according to strict
procedures (the whole process of cleaning andngdsi “rule driven”). All changes in all
records are documented.

3) Dissemination

The general principles of official statistics cantbanslated into a limited number of
requirements which have to be met for the dissetioinaf all statistical outputs:

» Official statistical outputs are accessible at asts to all.

» Dissemination of official statistics is organisedsuch manner that all users are able to
access them at the same moment. Pre-releasesambargo to a limited number of
official authorities are made public.

» Confidentiality of information which may be linked individual entities is guaranteed.

» Statistics are to be published in a comprehen$ibie, accompanied by meta data and
analytical context.

» All statistics shall be presented in a clear andp@hensible form.

* Micro-data may be made available to users for $ifieand statistical research under
strict conditions to assure confidentiality andsdimination of results.

To meet these requirements, it is necessarily ¥eldp a dedicated infrastructure, to structure
the main output products and to investigate aduitigervices and products to satisfy the
special needs of users of statistics in governnagaitiemia and business world.

It is even more important to develop a strategytlierdissemination and communication of
the statistical outputs. To develop such a straté@y necessary to understand the present
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status and image of the national statistical agamclthe view of the important stakeholders
(government, business, academia, public in gendrase findings are important inputs for
the formulation of a strategy. The results willdega a dissemination and communication
policy, which can vary between the extremes obav“profile” (just publish the basic outputs
with a minimum of context on the websites and therunas to come and collect them) or a
“high profile” (introduce all new outputs with mawum publicity and “push” them to
potential users, engage in public debates as dlistgtal authority and act as a high profile
expert institute).

4) Methodology and process development

For an integrated system of statistics, the methisdsg should be tested and robust. To reach
this level of quality, a limited but comprehenssezies of preferred methods should be
developed and documented in a standard-based mamtiee further development of
statistical production processes, only methods filuispre-determined series of approved
methods and techniques can be used. If a methut svailable in the series, a new method
should be developed, tested and validated. Impiostasjects for the series of preferred
methods are: determining statistical units; desigmanels of economic and social entities;
designing and testing of questionnaires; applgingctural measures to increase response in
surveys; imputation of missing values in surveyd administrative records; selective and
macro-editing of records from surveys and admiaiste data; linking of records from
surveys and administrative data; small area estsnarevention of statistical disclosure;
seasonal adjustments; macro integration, methadadex numbers.

The concentration of methodologists in one orgdidral unit for methodology and process
development creates an independent authority dbhddy” of specialised knowledge and
expertise. Best practice has shown that it stireslakcellence and helps to set priorities and
allocate resource.

(5) IT-services

A national statistical agency is at present in esse data collecting, data processing and
information producing and disseminating instititee number of unique products which are
produced and published for a wide array of differesers is enormous compared with other
information producing organisations. The qualityndads are high and the public exposure is
large. The national statistical system are faceH faist technologic developments, increasing
internationalization, rapidly growing availabilibf new data sources, a sharp rise in the rate
at which data are becoming available, a growingatedrfor quicker information as well as
decreasing budgets and demand to decrease thesesparden.

To meet these demands, Information Technologyldys a critical role. Its position, its
organization, its relation to its partners andatsus in the organisation are essential. In most
organisations, IT has gone from strongly centrdli@aain frames, centralized structured
application development, central data entry uwits)more decentralized small units
(desktops, networks, server based computing catdmgntralized interactive processing,
decentralized non-structured application develogirtera central positioning of IT as a
service provider for the statistical productiongesses of the organisation as a whole. But
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just centralization is not enough. In this positiarsingle supplier IT-services should not act
as a monopolist, but should act as a partner toniole organisation, and not just as a
service provider with divisional clients or usefbis demands a different relationship with
the partners, an open communication and transpares services and products. Together
with the partners, it should develop an IT-strategyneet the demands sketched above. The
IT-strategy should of course be aligned with therail strategy of the statistical agency. Due
to the fast technological developments and thedhapiiverging IT-specialists (cloud
computing, web technologies, Big Data applicati®dsQ©D, 24*7 web service, interactive
visualisations, etc.) there will be an increasiegahto use expertise from outside or to
outsource certain IT-services. The IT-departmestthglay the directing and coordinating
role in this to safeguard standards, security,scast the integrity of the IT-environment.

(6) Project Management

Designing, developing and implementing an integratgstem of statistics is a programme
with a high level of complexity, substantial costgg timelines, considerable risks and a
number of partners. To facilitate the programmind emanagement of the programme, it is
therefore advisable to identify separate sub-prognas with clear distinct projects.
Moreover, a limited number of strict guidelines foe sub-programmes and projects should
be articulated to guide the overall programme:

1. Use a standard method for project managementR&INCE 2 is a widely accepted
standard).

2. Apply just 1 or 2 standard methods for softwdeeelopment. For example a Waterfall
model like the RUP method for the production preessand an agile development method
like the SCRUM method for a prototyping approach.

3. Start a project with a clear and positive bussnease, which should be updated after each
phase of the project.

4. Assign responsibility to the line managementlier sub-programmes and the projects (see
Governanced?

5. Conclude the project with an independent evaln&t

The success rate of individual projects is highRuenced by the management capabilities of
the project managers. Therefore, it pays to invetite change management skills of these
project managers. The concentration of a pool afified project leadefé in a specialised
service unit directly guarantees their independestimulates the exchanges of experiences
and improves the professional standard.

22 Line managers are not automatically qualifieplay this role, even if they think so. Trainingpgrammes in change management may be necessarily.
23 All evaluations are to be available to (top) mgement and all project leaders.
24 There are several programmes for certificatioproject managers (e.g. Ipma-certification). Aaepe career-line for project managers is verydtimg

for young, ambitious project leaders.
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Annex 3
The Way Forward

The Way Forward consists of a number of steps, wil@ad to a national programme on
integrated statistics. The results of course vétywand will strongly depend on the starting
point. In a strictly centralised system of officaatistics, it may be possible to create
organisational units within the statistical instuesponsible for the provision of corporate
services. In a more decentralised infrastructureffagial statistics, the results may be a
system of closely collaborating agencies which eaelresponsible for a clear and distinct
part of the integrated statistics.

Some of the steps are in a logical order with dep kads to another, yet others can be taken
up independently. The steps to be taken are ierdifit domains. Some are in the conceptual
domain and are prerequisites to reach the desigbdéwvel of coordination in the integrated
system. Some are in the domain of redesigningxtstirg (stand-alone) production
processes to attain a harmonised production prdoessme of the statistical sub-domains.
This leads to a redesign of the IT-environmentheke sub-domains. A new way of producing
statistics needs new skills, this means a traipmogramme for the involved staff and of
course the existing organizations may have to bptad.

Step 1Establishment of partner ships

If agencies outside the national statistical ingti$ are involved in the compilation and
dissemination of official statistics, then for ttreation of integrated system of statistics, it is
necessary to create partnerships. The first stepdsnvince all agencies of the necessity and
the mutual gains of such a system. This can onlydoe at the level of the top management.
The next step is agreement on the possible new aold responsibilities of the agencies in
the new systems. It may be wise to give this agesgran official status in a “Memorandum

of Understanding” (MoU). Such a MoU is a safeguardcontinuity by changes in
management; budgetary constraints etc. and arerieron the communication within the
agencies. The partnerships should facilitate exgharf knowledge, expertise and even
experts between the partners. The creation ofntiegliated systems of statistics should be the
shared responsibility of the top management cdgdincies involved. When agreement on the
more detailed programme, the roadmap and the spealiés and responsibilities has been
reached, then periodic high level meetings maydvg fruitful to discuss progress, solve
bottlenecks and strengthen commitment.

Step 2Assessment of the current situation

An inventory of all official statistics in the ecomic, environment, demographic and social
domains of the statistical system need to be chaig. This inventory consists of a list of
statistics, their scope, periodicity and timelingbeir coverage of the population, the
collection and reporting units, the data sourcesgas, survey and administrative sources),
the methodology of data collection and validatitve, modes of dissemination, the producing
agency, the main users and the official status {etgrnational or national obligation or
regulation or national agreement).
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This inventory should describe the “state of th& @frthe various domains of economic,
environment and social statistics. It should prewaaiswers to the following questions. Are
these statistics comparable? Do they cover the endomain? Are there overlaps? Are the
statistics relevant and on time? Is the level ¢hiladequate? The main users of the statistics
are an important source of information for answgthmese questions.

This inventory will also give an indication of thhiegency and priorities in the implementation
of the programme on integrated statistics.

It is very useful to combine the creation of tligentory with a scan of all the IT-applications
in use for the production of the official statistidn most cases, this IT-application landscape
will not be very transparent and will be expensivenanage. Over the years probably, very
many different and dedicated tailor-made applicetibave been added to this landscape. This
scan will provide information on the complexity ate costs of the maintenance of this IT-
environment, the status of the applications, theerghip, the documentation and the quality
of the applications, the risks involved (outdateoh-supported versions, excessive use of
spreadsheets in production processes, large numbdegision points in modules, business
rules in tooling, etc.).

Step 3ldentification of domainsfor improvement

The implementation of an integrated system ofstia$i is an incremental and complex
process and will take several years (dependinf@p@istarting point). It is important to start
with a domain where it is possible to produce itss@ther quickly and with sizeable wins in
quality and costs. These results will convincedtaé&eholders that further investments are
worth spending. But before you set out to introdymer plans for an integrated system of
statistics make sure that the goals are attainHhtgere is a lack of funds, unclear
responsibilities or competences, completely diffieiltures and priorities and there is no
possibility to create “a coalition of the willingthen change your goals and the ambitions.

For an integrated system of statistics, the obveamlidate for the start is the domain of the
short term statistics for the branches manufaagudonstruction, trade, transport and
services. The first step is to describe the désitgput (the complete set of output tables at
publication level) in detail. The specification ltage made in three dimensions: the
population of units, the definition of the variabl® describe the phenomena and the
reference period (month, quarter, and year). Tasstbh be done together with the main users
(internally and externally). It is important to calate the costs of extra statistical output
(more details or more content) for the agenciesfanthe business world. Based upon this
output, the optimized statistical methodology isaleped and a set of coordinated and
harmonised questionnaires for the involved sub-faijfmns is designed. The questionnaires
should be developed for all modes, taking into merations the cost benefits (paper,
internet, tablets}> At this stage, one can investigate the possibilfitgombining reporting
obligations of businesses to other agencies istétestical system, tax authorities, social

25 For more details in designing and conductingrtass surveys see: Snijkers et.al., Designing amtiGcting Business Surveys, Wiley 2013.
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security funds, pension funds, and chambers of cemroen. A common technical reporting
standard (e.g. XBRL) can be introdut®d

At the same time the maximum use of administratimerces should be investigated. For
short term statistics, access to and quality armftion from the value added tax
administration should be actively investigated. Témearch should give answer to questions
like: Is the tax information in time available fimonthly statistics and for quarterly statistics?
For what scope of target population of enterpresaswe use the tax information? It is not
likely that tax information is sufficient for alhéerprises, which will lead to a design and
methodology for the combination of administratieeards and survey data. In this research
project, the use of other administration is als@gtigated. One should take care that the
combined monthly and quarterly estimates also@ast and unbiased estimates of year-to-
year developments.

For the inputs which cannot be derived from adriaisre sources, surveys with the optimal
sample size are designed. The combined recordsduoweys and administrative sources are
then corrected and edited from a top-down persgedRecords of small enterprises are
checked and corrected automatically. Records géland complex enterprises are edited
interactively (see above). Non-response or miskatds are corrected by imputation using
records of previous years and a factor for develprbased upon short term statistics of the
sector and size class of the particular unit. Atssof tables are checked for disclosure of
information on individual enterprises.

Step 4Formulation of a national programme on integrated statistics

For an undertaking like the development and implaatéon of integrated systems of
statistics, with large investments, a long timelserious consequences for the statistical
output and organizational changes, the formulatios comprehensive programme is
essential. The first version will have to be rogiany details are not known yet). In a later
stage, it can be more fine-tuned and detailechérptogramme, the rational, objectives and
scope are clearly formulated along with the methagioal approach, expected benefits, a
rough estimate of the costs, the expected timalnkthe parties involved. It is advisable to
design the programme in such a way that it can\ndedi in a limited number of sub
programmes and projects which can be carried dapendently. The first version is the
basis for discussions within the top managemetti@figency and later for discussions with
top management of the other involved agenciesebtaklers and financing partners. At this
stage, it is important to get a commitment to thlescope of the programme. If the full
programme on integrated statistics cannot be imphted immediately, one may decide to
implement some of the sub programmes first. Theathge is that budgets to be committed
to the sub-programmes are considerably less thaotmnitting to the full programme.
However, there is a risk that the timelines wiltbme considerable longer and that the full
programme will never be fully completed.

26 It may take a long time to realise a combingubre Another approach may be to achieve agreeorestandard business accounting and all institates

which the businesses have obligations to repovig laacess to the individual digital accounts oftihsinesses. Here reporting is switched to retigvi
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Step 5Communication and advocacy

Communication and advocacy for the programme @ynated statistics is essential, to
achieve, maintain commitment and support and oveecesistance for the programme. A
targeted communication and advocacy is best ldftéccommunication profession. So, it is
worthwhile to use professionals to formulate a camitation strategy and design a
communication plan. In the communication strategg,explicit detailed objectives of the
communications (information, commitment etc.), itlved parties, the communication
channels and tools and the communicators shoudtigbed. It is important to coordinate and
orchestrate the content, channels and tools afahemunication. One should avoid
communicating conflicting messages and contingitgssential.

It is important to distinguish between external antdrnal communication.
External communication:

The strategic external communication with importstakeholders such as main users
(ministries, planning offices, parliament, CenBalnk) and statistics producers (ministries,
Central Bank) is the responsibility of the top mgement. The more tactical communication
with data providers (ministries, Central Bank, feklof registrations and administrations) is
the responsibility of the line management. Foreamicating just technical information, like
methodological changes, changes in statisticalututew sources and publications schemes,
one can use the regular channels like advisorydsaaupplemented by dedicated meetings
and regular (digital) newsletters. For getting atitment and support from external parties
more effort is needed. At the implementation stéige stakeholders and users should be
informed in detail about the changes in outputtiedconsequences thereof.

Internal communication:

The internal communication is essential to creappert, commitment and to overcome
resistance. The creation of an integrated systestatittics will be threatening to many
employees and managers in the production prodess| &ffect their daily work, they may
have to learn new skills and may get new line mamant and colleagues. Many of them
may regard the integrated system as an accusatothey have not done their work well.
Most statisticians are emotionally attached tostiadistics they have nurtured to full
production.

Here again, all communication should be coordinatetiorchestrated. The communication
should be organised top down. The best way isatt with a management meeting with top
and middle management. In this meeting the backgtotne reasons, the challenges and the
gains of an integrated system of statistics shadfttessed. It should be made very clear that
there is no alternative. All top managers shoul#tenaear that they are in full support of the
programme and that they have committed themsedvdgetoutcome. It is important to be
very honest in the communication. If one of thelg@é the integrated system is to generate
efficiency be clear about it. If it will have comgeences for employees one should be open
about this. The next step is to inform the resthefmanagement and the employees as
quickly as possible. This is best done in meetpaysdepartment supported with central
information on the network (newsletters, FAQ’s cdission fora, etc.). During the course of
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the programme informal lunch meetings of top-manag# and employees are very
instrumental in keeping in touch with the work filoti is important to take doubts and
concerns of the employees seriously and it wilhbeessary to explain the reasons for an
integrated system repeatedly. One must make sat¢hdy messages are consistent over time,
otherwise it will be seen aghiey don’'t know what they wantvith all kind of negative
consequences.

It is also very important to engage the represaetmidf the unions of as they are important
interfaces between the employees and the top mareagelf they are well informed and if

they are convinced of the necessity of the prograrand treated as partners in business, they
may act not as stubborn opponents but as critiggparters.

The communication should be kept on an intensivel llnroughout the life of the
programme. Successes should be celebrated, bpEneaout disappointments, delays etc.

Even with perfect communication there always wdl“doubters” and “unbelievers”, but for
all management it should be made clear from the& stau are eitherith” and fully
committed or you aredut”, and will have to look for another job preferablgewher®'.

Step 6Gover nance of the Programme

Designing, developing and implementing an integratgstem of statistics is a large
programme and requires extra provisions for a gnodramme management. For the
programme and all the sub-programmes, programme&daad programme managers are
needed. The programme boards are chaired by thar seanager of the domain involved. If
the (sub-) programme goes beyond the borders ahargtional units, it is preferable to have
a senior manager as chair. Shared responsibil@yi@wer level may lead to conflicts which
needs higher management to solve anyway. The progeaboards and the programme
managers are supported by a small bureau in opeehtand administrative tasks. The
programme boards consist of the chair, the programmanagers and directly involved
management. All members have mandate to take dasigiithin the scope of the (sub-)
programme. Escalation in the exceptional case wfiicts is possible (to for example the
complete board of directors or the Director-Genefie chair and the programme manager
prepare the meetings and all members can put issude agenda. Discussion of conceptual
or methodology should be avoided in the programoeds and should be delegated to
experts.

To prioritize, to allocate budgets and resoura@sponitor progress of projects a central
portfolio® of projects (running and foreseen) is a usefutimsent. Periodically (3 or 4 times
a year) all running and foreseen projects are disll New projects will only be discussed if
there is clear business case with scores on thelmation of this particular project to the
main goals of the overall programme. Projects cdy start after commitment of the
responsible management for the supply of the nacgsssources. A system of a “rolling
planning” in which accepted projects are put onrtie of all projects with an intended start

27 Grumpy ex-managers can have a very negativeeinde in the organisation.
28 There exists an extensive literature on podfolanagement. See for example: B. Maizlish, Raartdler. IT portfolio management Step — By — Step.
Wiley 2005.
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in the future allows the organization to plan aady out the necessary preparations in time
for the start. In this way a possible long delage®n acceptance and start of the project may
be avoided.

All running projects are monitored on a monthlyibasd progress or lack of it is regularly
discussed in the programme board. Budgets areadédid@er phase of a project after the
previous phase is successfully realised. Addititmalgets or extra time and resources can
only be allocated on the basis of a new business. ¢bthere is no positive business case
anymore then the project must be stopped. A gowerdior execution of projecis time, in
scope and in budgé to cut the regular budget of the organizatiamat with the foreseen
efficiency gains at the moment of the intended engntation.

All projects have a steering committee; chair essknior manager of the domain involved.
Members are the project leaders and directly irrblmmanagers. The steering committee can
take decision within the scope of the project. Agdin, conceptual and methodological
issues are delegated to experts.

Step 7Design of integrated systems of statistics

When agreement on the scope of the integratedmsgstéstatistics has been reached, a
detailed design of the whole chain of all processgsits, intermediary products, outputs and
all interdependencies must be made. A part of ésigd is an estimateof the development
costs, the needed time for development and implé&tien (costs from training personnel
should be included) and an estimate of the daiggscof running the system. Also the gains of
the systems should be quantified. From the stagiesigning one should be aware of possible
consequences of the choices made in the d8gpase. The process of designing an
integrated system should be top down. The firgt ste¢o decide upon the total statistical
output of the systefh Then possible sources should be identified. Elspective production
processes should be designed according the lingae dfusiness architecture. The next step is
to carry out an extensive Proof of Concept (PoQgsd whether it will work in practice. It is
very important the check the timely availabilitytbé micro-data form the primary and
secondary sources and the time available for tbeggising. A part of the PoC should be a
check of the design with the business archite@uarkthe software architecture to get an
expert view on the consequences for the IT-envimnirunning time, storage etc.). If the
PoC shows bottlenecks, one must make sure thattmepe solved (for acceptable costs)
before the next phase can start. Based upon tagt@d) design, the PoC, the estimated costs
and benefits a decision must be made whether ttgraanme is feasible and acceptable for
all involved partners.

Step 8Evaluation of the programme on integrated statistics

The integrated systems of can be viewed as vélams and the strength of a chain is
decided by its weakest link. The integrated systbould be evaluated continuously to make

29 Estimates should have margins of not more tilgpe? cent and preferable less.

30 A choice of a design to use a complete regfster business tax for all the companies) may teakcessive storage demands and very long progessi
times. A design based on a pre-selection of téa ey be a better solution.

31 A large part of the output of official econorsiatistics is regulated (in detail) by the SNA, $E&hd by national or international regulationsstime cases

even the production processes are prescribed &il dethe (EU) regulations.

24



sure that all targets are reached. So it is imper#ihat total production process is planned,
controlled, and monitored across the complete chanall iterations of all (sub) processes
and for all steady states monitoring reports shoelgroduced and analysed. These reports
should always be compared by reports of previaratibns to detect trends. But not only the
internal processes should be monitored and evalpbtg also the processes and policies
affecting the administrations and registers whiehthe sources for the integrated system.

When anomalies occur, decisions have to be takeutahbe follow up. This has to be done
carefully and not at the level of the sub processegst the level of the overall change
management. Changes in processes may easily tiffecomparability in time.

Example 1: response rate in a business survey thalpw the agreed threshold, then one has
to decide either to increase data collection edf@intgher costs?) or solve this with statistical
techniques (lower quality?). What is the reasortlice drop? Is this an incident or a trend?
Example 2: screening of tax records shows an ummggencrease of income of dentists.
Contacts with tax authorities show that the conpiadicy for this group is intensified and is
responsible for this change. One has to decidetbhaleal with this.

Example 3: the government decides to raise thaltlotd for monthly payments of VAT. This
means that less businesses pay on a monthly bakimare on a quarterly basis. How does
this affect the quality of the statistics for theadl businesses? How to deal with it?
Example 4: there seems to be a systematic undeeggin of the GDP in the™lestimate of
the ' quarter of the year. Here one needs an analysispth to find the backgrounds and to
decide how to deal with this problem.

The integrated systems of statistics are compaitawalue chain, but they are more like
integrated networks of information flows. Justlithe integrated network of public transport
in a big city. On normal days, this network of lessrams, trains and subways transports
thousands of passengers from one place to anatddrack again without a hitch. But on
some black days due to a snowstorm, a nasty tratficdent or a power cut, it grinds to a halt
with crowds of angry and frustrated passengersiemplatforms. It takes time and effort to
get it running smoothly again. If this happens rofiee people lose confidence in the network
and they turn to different modes of transport.

The same may happen with integrated systems adtgtat So a continuous evaluation of the
system is essential and regular maintenance a must.
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