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Our Vision  

Provide excellent customer 
service, combining skills and 
technology to maximise 
efficiency and deliver best 
value to taxpayers in Scotland.  

 

Our Mission  

Putting customers’ needs at 
the heart of all we do.  

“This will prepare the Agency for the future across all     
dimensions – including customer care, internal             

operations and physical premises – in a secure and            
resilient way.”   

Penelope Cooper,  SPPA Chief Executive 

Our Strategic Aims 

 Customer First 

 Operational Excellence 

 Developing our People 

 A Great Place to Work 
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1 Our Digital Vision 

As a Scottish 
Government 
public body, the 
Scottish Public 
Pensions 
Agency plays a 
central role in 
the delivery of 

public pension services across a 
range of sectors including 
healthcare, education and the 
police and fire services.  
 
To deliver this we have established 
digital services that manage over 
half a million scheme members 
and beneficiaries with a value of 
payments of around £2.9bn a year.  
 
Our commitment  

The Agency will always put our 
customers first and that means 
being able to have the flexibility 
and scope to meet ever changing 
needs. To do this, we need to 
become a centre of excellence 
that is better digitally equipped 
and enabled to  service 
tomorrow’s world, today. 
 
Our Digital Strategy will provide a 
guide to achieve our mission to 
put our customers’ at the heart of 
our decision making. It will drive 
the benefits we can obtain from 
our established digital services.  
 
 
 

 

A digital culture 

This Strategy has been prepared 
to align our digital delivery against 
our Strategic Plan and it’s 
objective is to embed a digital 
culture across the Agency. This will 
prepare the Agency for the future 
across all dimensions – including 
customer care, internal operations 
and physical premises – in a 
secure and resilient way. 
 
“...we need to become a 
centre of excellence that is 
better digitally equipped 
and enabled to service 
tomorrow’s world, today.” 
 
The Strategy will ensure continued 
integration within the Scottish 
Government digital vision and be 
open to the opportunities for 
collaboration across the public 
sector and other partnerships that 
develop.  
 
The Strategy will be updated and 
adapted to ensure continued 
alignment with the external 
landscape and to ensure its 
ongoing relevance. 
 
Penelope Cooper  
Chief Executive Officer 
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2 Digital scope 

What’s in scope? 

For the SPPA, digital is the complete set of software and associated 
hardware that underpins the digital services that support all aspects of 
the services that we deliver to our customers – both now and in the 
future. It also involves the supporting culture, ways of working, skills, 
partnerships and suppliers that we need to deliver these digital. 
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 3.1 Internally 
 

 The SPPA Strategic Plan 2018-
2023 describes our overall 
strategic business objectives, 
and how we will embrace digital 
technology. 

 The SPPA Strategic 
Architecture Review 
completed in February 2020 
outlines the upgrade of our core 
pensions administration 
platforms. 

 The SPPA Environmental 
Strategy 2019-2023 influences 
how we will procure and 
develop digital services in an 
environmentally friendly way 
and reduce our impact on the 
environment. 

 The SPPA Records 
Management Plan and Policy 
guides how digital technology 
will support records 
management in the SPPA. 

 The SPPA Information 
Assurance Strategy shapes 
how digital will help to deliver 
secure records management, 
business continuity, information 
sharing and the preservation of 
public records. 

 

3.2 Scottish Government 
 

 Realising Scotland’s full 
potential in a digital world.  
This sets the national digital 
framework within which we 
operate, in particular in areas 
like developing digitally mature 
businesses and delivering digital 
public services around the 
needs of users. 

 Digital Scotland Service 
Standards describe the 
minimum standards required 
when delivering a digital public 
service in Scotland.  These have 
been incorporated into the 
Digital Principles described in 
Section 7. 

 The Scottish Approach to 
Service Design guides how we 
will approach the user centred 
design (UCD) of our digital 
services . 

 Digital, Data and Technology 
(DDaT) framework describes 
the various digital roles in 
government and the skills 
required to do them. 
Establishing these roles will 
ensure that we have the 
capacity to define and support 
our digital services. 

3 Digital context 

Our digital operations exist within the context of various internal and 
external plans, strategies and standards that influence our approach to 
digital technology. The key influences are: 

https://pensions.gov.scot/corporate-publications/strategic-plan
https://pensions.gov.scot/corporate-publications/strategic-plan
https://www.gov.scot/publications/realising-scotlands-full-potential-digital-world-digital-strategy-scotland/
https://www.gov.scot/publications/realising-scotlands-full-potential-digital-world-digital-strategy-scotland/
https://resources.mygov.scot/alpha/service-standard/digital-scotland-service-standard/
https://resources.mygov.scot/alpha/service-standard/digital-scotland-service-standard/
https://www.gov.scot/publications/the-scottish-approach-to-service-design/
https://www.gov.scot/publications/the-scottish-approach-to-service-design/
https://www.gov.uk/government/collections/digital-data-and-technology-profession-capability-framework
https://www.gov.uk/government/collections/digital-data-and-technology-profession-capability-framework
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4 Digital drivers 

External customers 

 Retired members 
 Active members 
 Prospective members 
 Dependents 
 Deferred members 
 Attorneys and guardians 
 Financial Advisors 
 Employers 
 Pension Boards 
 Scheme Advisory Boards 
 The wider public 
 
Partners  

 Scottish Government 
 Scottish Ministers 
 Trade Unions 
 HMRC 
 Potential and current suppliers 
 The Pensions Regulator 
 Office for National Statistics 
 Government Actuary’s Department 
 Department for Work and Pensions 
 Audit Scotland 
 UK Government / Treasury 
 
Internal customers 

 Business Affairs 
 Business Management 
 Customer Services 
 Digital and IT Transformation 
 Finance 
 Pensions Platform Programme.  
 
 
 

Who is it that 
drives our need 
for a better 
digital 
experience? 
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4 Digital drivers 

4.1 Business drivers 
 

The evolution of our digital 
services over the next five years 
will be driven by business factors 
and the expectations of our users 
and stakeholders.   
 
There will be opportunities arising 
from advances in the technologies 
that support our digital solutions, 
as well as constraints relating to 
our legacy digital technologies, 
resource availability, and how 
easily we can obtain solutions in 
the market.    
 
Digital evolution 
 

There are a number of major 
business factors that will have a 
significant impact on how our 
digital services evolve. The 
pensions landscape is becoming 
increasingly complex – driven by 
policy changes, increasing 
retirement ages and more 
complicated benefit  
arrangements.   
 
At the same time public sector 
budgetary pressures will continue, 
driving the need for improved 
efficiencies supported by value for 
money digital solutions. The 
COVID-19 pandemic has already 
placed unprecedented demands 
on our digital services in areas 
such as remote working, and has 
underlined our needs for resilient 
digital capabilities.   

Political developments (such as 
Brexit) may also require digital 
developments, and will impact on 
the resources available to deliver 
these changes.  
 
Digital also has a key role in 
helping us meet our 
environmental obligations in areas 
like reduced use of paper and 
energy consumption. 
 

“...the pensions 
landscape is becoming 
increasingly complex.” 
 
Taking a long-term view  
 

In the long-term we need digital 
platforms that support our 
ambition to be a centre of 
excellence and the partner of 
choice for pension administration 
in Scotland.   
 
Digital must help us exploit our 
unique size and expertise in the 
Scottish public sector pensions 
market. The platforms we use 
must facilitate the take-on of new 
schemes, and the development of 
shared services. 
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4 Digital drivers 

4.2 User expectations 
 

External Customers 
 

We have a wide range of member 
customers, with varied digital 
expectations – influenced by their 
aptitude, levels of online access, 
first language, the type of services 
required, and other personal 
circumstances.   
 
Customers can be confident with 
digital technology and expect 
comprehensive mobile friendly 
digital services – or they may 
prefer paper and phone based 
communications.  
 
Keeping it simple 
 

We also need to cater for those 
with a busy lifestyle and limited 
time who a need efficient and 
convenient high availability digital 
services.   
 
Our customers often need our 
services at times of stressful 
periods of change and we need to 
deliver services that are easy to 
use and appropriate for their 
circumstances. 
 
 
 
 
 
 
 
 

Covering a range of needs 
 

Similarly, we have employer 
customers with very diverse digital 
needs and skills, operating at 
different scales – from a single GP 
practice to complex health boards.  
 
We understand that we need to 
help members access digital 
services by following user centred 
design approaches to develop 
accessible and usable services, 
supported by an effective assisted 
digital approach (as defined in 
Section 5.4).   
 
We recognise that sometimes it 
may be better to deliver services 
by phone, paper or possibly face-
to-face, and we must provide 
consistency between our digital 
and other channels.   
 
In all cases we need to meet our 
customer’s expectations for 
modern digital services in areas 
like security, enhanced self-service 
facilities, one-stop digital services, 
usability, mobility, availability, 
timely response, accuracy and 
reduced paper forms.   
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4 Digital drivers 

Partners and Stakeholders 
 

A modern digital infrastructure 
will help meet Scottish 
Government and Scottish 
Ministers expectations that the 
Agency can quickly and easily 
adapt to policy, environmental 
and operational changes.   
 
The Scottish Government also has 
an expectation that our digital 
services will comply with the 
frameworks and standards 
described in Section 3.   
 
Wherever possible we will make 
use of shared digital solutions and 
resources from the Scottish 
Government or other public sector 
bodies.   
 
The wider public have an 
expectation that our digital 
services will provide value for 
money, and will support simple, 
open and effective 
communications across all of our 
digital touchpoints.  
 
Current and potential suppliers 
have an expectation that we are a 
digitally mature organisation to 
work with, able to clearly express 
our requirements and act as an 
intelligent client. 
 
 
 
 
 

Internal users 
 

We have spent considerable time 
with colleagues to better address 
this balance of now vs the 
evolution of our digital model.  
 
Internally, there is a significant 
appetite for easy to use digital 
systems that will reduce time 
consuming and/or low-value tasks 
– allowing more time to be spent 
with our customers.   
 
Our strength is in our knowledge 
of pensions and customers, not 
pension systems. We want to 
deepen this to include data, 
systems and servicing technology. 
 
Our teams want efficient digital 
systems with accurate 
information, that allow flexible and 
resilient working arrangements.  
 
Our digital solutions will influence 
our future workforce culture while 
recognising our current ways of 
working, including the varying 
levels of digital skills and appetite 
for change.  
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5 Digital objectives 

5.1 Pensions Platform 
Programme 
 

Our highest priority over the next 
five years is to more effectively put 
our customers’ first.   
 
To support this aim we will 
implement a programme of major 
change to our core pensions 
platforms, consisting of: 

 Improved core administration 
and payroll systems 

 Enhanced self-service portals 
for members and employers 

 Improved management and 
operational reporting 

 Open and extractable 
calculations and business rules. 

 
In all areas the programme will 
deliver improved usability, 
accessibility, resilience, availability, 
scalability, quality and security.  
 
It is currently exploring the priority 
and means of delivering these 
functions.  
 
5.2 Other digital objectives 
 

The size, scale and cost of the 
Pensions Platform Programme 
means we will carefully prioritise 
our other digital initiatives in order 
to keep technical and business 
change within manageable levels. 
There are specific and large areas 

of digital change that are likely to 
happen within the next five years, 
e.g. support for: 

 Changes arising from the 
McCloud judgement 

 The proposed UK Pensions 
Dashboard. 

The Agency may also develop a 
payments shared service in 
partnership with the Scottish 
Government. Out with these areas 
and the Programme, our ambition 
is to extend our digital services 
over the next five years, as shown 
in the Digital Objectives on page 
12.    
 
However, we recognise that  our 
ability to achieve significant 
improvements will be shaped by 
Pensions Platform Programme, 
and our available resources.  Our 
options to improve the current 
platforms may be constrained by 
supplier plans that do not match 
with our ambitions. In particular, 
options to improve the online 
portals are a customer service 
priority.   
 
We will consider technologies that 
can wrap around the internal 
administration platform, such as 
Robotic Process Automation, and 
will focus on smaller  objectives 
that we can implement using the 
project assessment methods and 
agile approach described in 
Section 8. 
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5 Digital objectives 

5.3 Summary of our aspirational objectives 
 
Pensions Platform Programme 

Other objectives 
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5 Digital objectives 

5.4 Constraints  
There are constraints on our 
digital ambitions, in particular: 
 

 Our current legacy 
administration systems and 
online platforms are inflexible 
and  a poor foundation for the 
large scale digital 
enhancements we need.   

 We need to focus a considerable 
part of our resources on 
improving these systems 
through the Pensions Platform 
Programme.  

 It will be inappropriate to over 
invest in legacy systems that 
may be replaced.  

 Budgets for digital 
improvements are likely to be 
limited due to the current 
financial pressures. 

 Internal and Scottish 
Government resources for 
digital developments may be 
limited, and specialist external 
resources can be expensive and 
have limited availability. 

 
5.5 Assisted Digital  
Objectives 
 

We will aim to make our digital 
services as easy to use as possible, 
with support provided to use 
these services if required.   
 
For those customers who cannot 
or do not want to use digital 
services we will provide alternative 
non-digital means of access, with 
an easy transition between the 
different types of services.  
 
The target model is shown below: 
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6 Digital solutions 

We have identified a set of current 
and future strategic digital 
solutions that are needed to 
deliver our digital objectives. 
 
Core Solutions 
 

There is a clear need to improve 
our outdated core pensions 
administration and payment 
solutions, and our customer 
portals, which do not effectively 
meet customer needs.  The 
Pension Platform Programme will 
implement significantly improved 
core solutions in these areas. 
 
Other Solutions 
 

Many of our non-core solutions 
require significant upgrades and 
additions, in particular our 
business information solutions, 
and our solutions for 
communicating with customers.   
 
We will continue to invest in our 
underpinning digital technologies, 
including cyber security 
protection, improved hosting 
services; better testing capabilities; 
and improving the resilience and 
availability of our solutions. 
 
Technical trends 
 

We recognise that it is vital to 
prioritise the implementation of 
solid digital foundations for our 
core solutions before we explore 
new technologies in other areas.   
 

All our identified solutions are 
relatively mature and widely 
available, which will allow us to 
access a wide range of solutions 
from various suppliers, using 
proven technologies.   
Furthermore this gives us 
excellent opportunities to share 
solutions and expertise with other 
public sector bodies. 
 
“We recognise that there is 
a clear need to improve 
our core pensions 
administration and 
payment solutions.” 
 
The exception is the bespoke 
pensions administration solutions 
market, which is limited to a few 
suppliers.   
 
This is why the Pension Platform 
Programme will take a flexible 
approach to solutions, including 
examining component based 
architectures. 
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6 Digital solutions 

Our current and future strategic digital solutions 
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7 Digital principles 

1. Understand users and their 
needs 

2. Solve a whole problem for users 

3. Design and deliver a joined-up 
experience 

4. Help users succeed first time 

5. Make sure everyone can use 
the service 

6. Have a multidisciplinary team 

7. Iterate and improve frequently 

8. Create a secure service which 
protects users’ privacy 

9. Define what success looks like 
and publish performance data 

10. Choose the right tools and 
technology 

11. Make new source code open 

12. Use and contribute to shared 
digital practices, processes, 
components, standards, 

Our development and 
use of digital 
technologies will be 
guided by high-level 
principles closely based 
on the Scottish 
Government’s Digital 
Scotland Service 
Standards.   
 
These principles will 
help to ensure that our 
digital services are 
always focused on 
users, and are always 
improving. 
 
We recognise that we 
may have to make 
compromises between 
principles (for example 
between a consistent 
user experience and a 
reuse or buy approach), 
but the principles will 
remain our digital 
guide in all of our 
digital decision 
making.   
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7 Digital principles 

7.1 Digital Ethics 
We will ensure that the way we 
use digital technology aligns with 
the ethical values of our 
organisation. Our external 
customers must have trust in the 
way that we use digital 
technologies: 

 Trust that the information we 
hold about them is accurate, 
and is held securely 

 Trust in the effectiveness and 
efficiency of our processes 

 Trust that we will use the 
information we hold about 
them in an ethical fashion 
(which will be beyond the basic 
legally mandated 
requirements). 

 
We will make our digital services 
as easy to use as possible, with 
support provided to use these 
services if required. Customers will 
not be excluded from accessing 
services as a result of digital 
technology (see Assisted Digital 
approach).   
 
Digital will not replace personal 
contact and human judgement 
where necessary.  We will ensure 
that our digital services do not 
mask responsibilities for actions, 
and that it is clear how outcomes 
are reached. We will be as 
transparent as possible about the 

data we hold – with customers, 
stakeholders and the wider public. 
 
Our internal users must also have 
trust in how we use digital 
technologies: 

 Trust that we will take their 
views into consideration when 
designing and implementing 
digital solutions. 

 Trust that we will manage the 
impact of digital technology on 
people’s jobs in a fair way, that 
maximises their skills and 
knowledge. 

 Trust in the accuracy of the 
information in our digital 
solutions. 

 
We will build an ethical approach 
into the planning, design, delivery 
and governance of our digital 
technology. We will engage with a 
diverse set of external and internal 
users to develop a deep 
understanding of their needs so 
that we can develop inclusive, 
accessible and unbiased digital 
solutions. 
 
“We will ensure that the 
way we use digital 
technology aligns with the 
ethical values of our 
organisation” 
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8 Delivering digital 

8.1 Digital Ways of Working 
To move forward, the Agency 
needs to develop a deeper 
understanding of our customers, 
and then feed this into highly 
usable digital services, that meet 
real needs.   
 
This has the benefits of: 

 A better customer experience.  

 Reduced development time by 
reducing ambiguity. 

 Reduced risk in development 
as design decisions are 
grounded in direct evidence 
from users. 

 
In line with the Digital Scotland 
Service Standards and the 
Scottish Government’s Scottish 
Approach to Service Design, we 
will adapt a user centred design 
approach that involves user 

research and the collaborative 
design of digital services that are 
fully integrated with our business 
services. 
“...our user research needs 
to be consistent.” 
 
We have undertaken user 
research activities in the past, and 
we have various sources of 
customer and colleague feedback. 
 
However our user research needs 
to be consistent, and combined 
with the design of end-to-end 
user journeys for our services, as 
well as the design of user 
interactions and content. 
 
We will use a Double Diamond 
design model to fully understand 
the problem before we design 
solutions: 

 

https://resources.mygov.scot/alpha/service-standard/digital-scotland-service-standard/
https://resources.mygov.scot/alpha/service-standard/digital-scotland-service-standard/
https://www.gov.scot/publications/the-scottish-approach-to-service-design/
https://www.gov.scot/publications/the-scottish-approach-to-service-design/
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8 Delivering digital 

User Centred Design (UCD) 
 
Our UCD approach will involve five 
core capabilities: 
 

1. User Research: Plans, designs 
and undertakes research 
activities with users to obtain a 
deep understanding of the 
people using our services. 

2. Service Design: Designs the 
end-to-end journey of our 
services. 

3. Content Design: Works across 
the end-to-end journey of a 
service designing content to 
meet user needs. 

4.Interaction Design: The best 
way to let users interact with 
services.  

5. Graphic Design: Graphic 
elements that underpin user 
interaction and service design. 

User research will be undertaken 
in a way that is: 
 

 Inclusive: We will create services 
that are appropriate for all our 
users, and avoid using our own 
abilities, opinions and 
experiences as a baseline. 

 Ethical: Making sure all involved 
are safe, and the research is 
legal, transparent and respectful  

 Collaborative: Results are used 
and shared. 

  
 

Focus Groups 
 

We will establish user focus 
groups for members and 
employers to provide ongoing 
representative input into our 
UCD activities. These groups will 
reflect the diversity of our 
members and employers.   
 
They will provide continuity over 
time, and ideally will be able to 
work with us to understand what 
is possible to deliver.   
 
 

This will involve working with 
other parts of the Scottish 
Government to help provide a 
joined up services based on life  
events such as starting work, 
retirement and death.  
 
Throughout, we will follow an 
agile delivery process involving 
four project stages: Discovery, 
Alpha, Beta and Live. This will 
build digital services in a flexible 
and incremental way that allows 
for changing business needs and 
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8 Delivering digital 

8.2 Digital skills 
We will establish the following 
internal digital skills and roles so 
that we have the capacity to 
define the digital services that we 
need, and properly manage the 
external resources delivering the 
changes: 

 Product Owners 

 Subject Matter Experts 

 Change management skills 

 Digital procurement expertise 

 Business Analysts  

 User research 

 Project Managers 

 Project support 

 Business acceptance testing 

 Digital service management 

8.3 Governance of the 
Strategy 

The SPPA Senior Leadership Team 
is responsible for the delivery of 
the Strategy  (delegated to the 
Head of Digital Transformation 
and IT Operations). On a regular 
basis the SLT will review that: 

 The strategy continues to reflect 
our user needs, as understood 
by ongoing user centred design 
activities. 

 The Strategy continues to 
reflect our goals and changes in 
technology. 

 Our digital services are 
developing in line with the 
principles and objectives 
defined in the Strategy. 

 The Strategy remains aligned 
with relevant internal and 
external plans, strategies and 
standards. 

 The Strategy takes into 
consideration all SPPA digital 
changes since the last review.  

 The Agency has the digital skills 
and support available to deliver 
the strategy. 
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8 Delivering digital 

8.4 Digital project 
assessments  

We’ll undertake an initial 
assessment of all candidate 
digital changes using a 
streamlined framework based on 
the HM Treasury ‘Five Case Model’ 
Strategic Outline Case approach. 
Digital changes that are approved 
will then proceed to a more 
detailed business case in line with 
the UK Government ‘Green Book’ 
principles.   

Important: Each business case 
must demonstrate value for 
money and only those cases that 
deliver the optimal return on 
investment will be taken forward.  
 
Ways of measuring the target 
benefits must be defined for all 
initiatives (for example: Key 
Performance Indicators).   

https://www.gov.uk/government/publications/the-green-book-appraisal-and-evaluation-in-central-governent
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8 Delivering digital 

8.5 Portfolio management  

Digital project assessments will operate in conjunction with a portfolio 
management approach that will be applied to all business and digital 
initiatives.   
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9 Digital roadmap 

Our digital roadmap for the next 
five years is dominated by the 
delivery of the Pensions Platform 
Programme that will transform 
how we service our customers.    
 
Timings for other possible major 
initiatives such as McCloud-
related changes and the Pensions 
Dashboard are uncertain at the 
moment.   
 
Other smaller changes to legacy 
core systems and other digital 

solutions will be driven by relative 
business priorities and Pensions 
Platform Programme 
dependencies, based on an 
annual planning cycle. 
 
Important: To bring our Digital 
Strategy to life, we must 
implement the digital ways of 
working described in this 
document as early as possible.   


