
WITH a considerable number of our members having 
received the Covid-19 vaccinations, hopefully we will 
experience some normality again soon. 

Plans for major trials are underway, and these are likely to take place 
in a low-key format. With such uncertainty regarding Covid-19 we con-
tinue to review the situation on a weekly basis. Upon further guidance 
from government, the situation may change, and if it does, updates will 
be published on the ISDS website and Facebook page. 

Many of you are experiencing severe delays that are due to the current 
work backlog that the ISDS faces. There seems to be a lot of general con-
fusion and misinformation about why this backlog exists, the following 
sections explain facts I hope you will find useful.

It seems very few members of the ISDS, including most of Council and 
Directors, are aware about what’s actually happening in the office on a 
weekly and monthly basis. Of course, this is my job to manage and is my 
concern, but it seems that some exposure of operations may lead to more 
of a sympathetic view of the challenges we are facing.

Customer (members and non-members) 
management software 

The ISDS uses inappropriate software to process and manage mem-
ber, non-member, and dog data. Bespoke software was introduced to the 
ISDS almost 20 years ago. The software is not fit for purpose and is now 
also very outdated. Furthermore, the lack of integration between internal 
software applications results in lengthy processing times and duplication 
of data. The ISDS has a long-standing history of taking shortcuts with its 
data, but the current team has stopped this approach. Ensuring that data 
is entered cleanly and that the existing inconsistencies are being corrected 
is a significant overhead for all staff.

As with most years, National Trial entry (via MyISDS) has been prob-
lematic. Many members have experienced problems when making online 
payments. Again, the system is not meant for this kind of use and over 
the years has been adapted to try to incorporate trial entry, with partial 
success.

Ironically, an increase in ISDS staff levels sometimes pushes our soft-
ware beyond acceptable limits. One more person accessing a system that 
was designed to manage family accounts is sometimes too much for it. 
This has caused failure and a significant period of outage whilst a fix was 
implemented. 

The underlying message is that outdated and inadequate software as 
well as really poor historical data entry practices is having a significant 
impact on the processing time of work.

Accounting software
Until recently, the ISDS had been storing decades of data in the live 

accounting system. Removal of historic data had not been carried out, 
making the system slow and unresponsive. Furthermore, software up-
dates had been outstanding for four years.

Archival of historic data took place during May this year and four years 
of outstanding software updates were applied. This took two full work-
ing days to correct. During this period, staff were unable to access ISDS 
accounts software and so this prevented them from completing work.

Data cleansing
During the last two decades, the ISDS has failed to implement sensible 

processes for capturing essential data and putting it in the right place. 
This has resulted in inconsistent data being recorded and the impact of 
this is hugely significant. For example, and you should be shocked by 
this, trying to determine who should be sent a magazine takes as much as 
a full day to calculate and even then, is not entirely accurate. Historically, 
this problem has been solved by over ordering which is also very expen-
sive and wasteful.

The ISDS is now faced with a considerable undertaking to cleanse its 
data. Accurate data is essential when producing reports, for magazine 

distribution lists, membership renewals and accounting reports for the 
annual audit. 

During the last 12 months, processes have been implemented that en-
sure that data is captured consistently and accurately by all staff – pre-
venting further problems. Cleansing of historic data is also underway. 

The underlying message is that this has placed an additional burden of 
effort on all staff – not cutting corners means work takes longer.

GDPR
As previously detailed in the March/April ISN magazine, currently, 

the ISDS is not GDPR compliant. GDPR regulations were introduced in 
May 2018 and further amended on January 31 2020 following Brexit. The 
ISDS did not adequately prepare for GDPR and is now working towards 
compliance.

A large-scale project is being executed to both ensure that: a) the ISDS 
operates within GDPR compliant constraints, specifically regarding 
processing, storing, and sharing of ‘personal data’, and; b) can continue 
to function as an organisation that provides services to customers and 
members. ISDS GDPR compliance is being tackled in a phased approach 
following four separate areas that require immediate attention, they are:

Phase 1 – Studbook and Pedigree Certificates.
Phase 2 – Dog Registration Certificates.
Phase 3 – Dog Registration Transfers.
Phase 4 – ISDS Website and Social Media.
Again, the underlying message is that GDPR compliance has a signifi-

cant impact on the time taken to process work and is using resources that 
were not anticipated at the start of the fiscal year.

Pedigree certificates
Due to GDPR compliance, the ISDS has been forced to temporarily sus-

pend its four-generation pedigree certificate production service as well as 
annual paper studbook production.

I’d like to lay out some historical facts regarding pedigree certificates. 
Until recently, the ISDS has had no capability to generate its own pedigree 
certificates – and even now, capability is very limited. The ISDS’s dog da-
tabase is not fit for purpose and also suffers from decades of missing data, 
it’s not capable of producing the simplest pedigree certificate. 

Few people understand the relationship between the ISDS, dog gene-
alogy data and pedigree certificates and so I will attempt to clear any 
confusion by explaining the system that was in place. 

Before January this year, all pedigree certificates that were sold and 
produced by the ISDS were produced electronically by a third-party and 
then printed on certificate paper by office staff. This third-party had the 
capability to generate electronic pedigree certificates and has done so be-
cause the ISDS has been giving customer (members and non-members) 
and dog registration data to them for some years; most significantly from 
a GDPR perspective, since May 2018 when that data sharing should have 
stopped. This third-party also sells pedigree certificates directly to con-
sumers and was doing so without permission from those whose data is 
being shared. 

This illegal sharing of data was halted in January this year and the 
ISDS agreed with the Information Commissioner’s Office (GDPR) that 
it would immediately cease data sharing and so put a plan in place to 
do so. The ICO also instructed that the third-party should immediately 
cease producing pedigree certificates because they are also breaking the 
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law by doing so. Furthermore, the third-party was instructed by the ICO 
to delete all data supplied to them by the ISDS since the start of 2018. A 
major customer of this third-party service was the ISDS, before January 
this year, the ISDS purchased back the data that was illegally shared with 
the third-party in the form of pedigree certificates.

Resolving these issues has taken considerable time during the last six 
months. Investigations took place within the ISDS and the ICO investi-
gated the ‘data sharing’ compliance breaches. Fortunately, the ISDS has 
been given a stay of execution by the ICO and is now attempting to rectify 
GDPR compliance breaches. However, apart from transitioning to lawful 
processes, one aspect of this should be absolutely clear, the ISDS should 
be able to generate its own pedigree certificates from its own genealogy 
database.

The ISDS recognises the importance of dual registration and the re-
quirements of Kennel Clubs both home and overseas. A limited pedigree 
certificate production service has been reinstated where dual registration 
requirements can be proven. The pedigree certificate production process 
has had to be created and modified to suit GDPR requirements.

Currently, ISDS pedigree certificates are manually generated and can 
take up to an hour of processing time to complete. Furthermore, the 
ISDS’s electronic dog database only contains 20 years’ of data and so dec-
ades of genealogy is missing. As a result, the ISDS dog database is not ad-
equate for some of the pedigree certificates that are produced. Therefore, 
manual input is required with referral being made to the physical paper 
studbooks for missing data!

The underlying message is that this has generated work that was not 
being undertaken prior to the start of this year and that this also has a 
significant impact on time that staff have to undertake work.

ISDS forms
During the last 12 months, and mostly due to data security, all 

work-submission forms produced by the ISDS have been amended to 
exclude credit and debit card details. We recognised the vulnerability to 
anybody using ISDS services and made changes quickly. If these forms 
were intercepted on route, full credit card details could be seen. Many 
ISDS customers had already started to refuse to complete this section of 
the forms – and rightly so. 

Until the ISDS purchases new payment software that can integrate 
with other software used by the ISDS, telephone calls requesting payment 
are required for all payment card transactions. To be clear, the ISDS has 
to attempt to make contact with each customer in order to take payment 
over the phone.

ISDS staff having to chase customers for payment, many of whom re-
quire multiple phone calls before answering, is unsustainable and this has 
a huge impact on staff and therefore work processing times. 

Work submissions – error rates
Within the Mar/Apr edition of the ISN, the error rate for work submis-

sions was reported at 80% – this has since risen.
Incorrect or incomplete work submissions have a significant impact on 

staff and these errors result in the following additional work:
l A single or multiple telephone calls or emails to request missing data 

or to clarify it.
l Notes adding to the ISDS database to track rejected work submis-

sions and subsequent telephone calls and letters following-up.
l Filing complications of outstanding work.
l On a regular basis staff have to revisit work submissions to try to 

resolve them.
Work that is completed incorrectly has a significant impact on the turn-

around time for members that do complete their work correctly as they 
are an unwitting and unfortunate part of the same queue. 

The underlying message is that inaccurate and hard to read work sub-
missions are taking an increasing amount of time to process.

National trial entries
Late requests for dog transfers and outstanding eye test results meant a 

significant increase in work within the office during the last week of May 
and the first week of June. 

National trial entry work was fast tracked, which alone, contributed 
additional days to the backlog. During Monday June 7, every member 
of staff was taking telephone calls to assist with the last-minute entries, 
equivalent to more than 50 working hours.

Membership
The current fixed annual subscription start-date model, whilst being 

incredibly flexible for those who do not wish to pay their subscription fee 
by the end of the year, is extremely burdensome and costly. 

This, coupled with poor data and tracking of those members who oper-

ate in the grace period, costs the ISDS thousands of pounds per year. The 
connection may not be obvious to you, but the ISDS has been over-or-
dering magazines for years as a result of using this model. Processing 
mistakes are rife because database querying is so poor.

Currently, thousands of renewals take place within a short period of 
time between January and March each year. Every single one has to be 
processed manually – each one taking 5-12 minutes of time. This huge 
impact is experienced at a time when the ISDS annual audit is being con-
ducted.

As another example of why membership is substandard as a facility, 
anyone can choose to purchase any type of membership. Most people 
choose the correct one, but many do not, this results in phone calls, emails 
and refunds.

Again, the ISDS membership process was subject to corners being cut 
and has suffered from some poorly designed changes. Preventing cor-
ner-cutting has meant that processing times have increased. A really poor 
membership system means spending money doing manual work that 
should be entirely automated.

 

Staff training
The nature of work at the ISDS means that staff retention is not as high 

as you might expect. The pressure of work submission demands, com-
plexity and difficulty of operating error-prone manual systems means 
that we struggle to retain staff. The systems are so complex (mostly be-
cause they are very manual) that learning them and becoming productive 
tends to be a long-term project.

The impact of this is serious as a staff member leaving the organisation 
results in further burdening an already busy workforce with new staff 
training requirements.

Summary of ISDS office operations
The first Covid-19 lockdown impacted processing time for work sub-

missions. Staff were not permitted to enter the office and post was redi-
rected. The team worked hard and adapted to the new situation, opera-
tions were far from ideal, but they did the best they could. An alternative 
well-functioning system is now in place that is far more efficient and 
works as well as the system that was used when everyone was based in 
the office. At the start of the Covid-19 lockdown, the ISDS work backlog 
rose to four weeks and has now increased to six weeks. I hope you now 
understand more about why that is.

Details shared in this report should give you a good idea how and why 
the landscape inside the ISDS office has changed during the last 12 to 18 
months. I am pleased to report that Covid-19 has had a very limited im-
pact, and this is much the same for remote working. The biggest impacts 
and the primary causes of the work backlog are:

1. Preventing staff taking shortcuts with processes and data, work is 
now taking longer to complete. Cutting corners was an ill-advised strat-
egy to adopt in order to be able to continue to deliver work at the same 
rate, it masks a serious underlying issue.

2. Use of software (membership and accountancy) that is inappropriate 
for the task and is so loaded with data that it’s stretched to breaking point 
and become unavailable to use at times – sometimes for days.

3. Undertaking a significant programme of GDPR compliance projects 
as well as necessary internal process changes towards compliance.

4. A new manual pedigree certificate production process.
5. Since the beginning of this year, a reversal of the ordinary commerce 

relationship between the ISDS and its customers – staff now have to con-
tact customers and chase payment.

6. Really poor membership and magazine subscription systems that are 
not automated and have to be operated manually.

7. New staff training requirements.
Impacts on staff efficiency that have not been driven by GDPR, poor 

software provisions, poor data, reversal of the payment relationship and 
a broken membership model include, most significantly, accuracy of form 
submissions. More than 80% of work that the ISDS undertakes, requires 
a phone call or letter to clarify or correct the submission. This alone has a 
huge impact on staff.

The reason that these problems have been brought into focus now is 
that we are not prepared to let systems, data and processes decay any fur-
ther. The time has come that the ISDS must not cut corners but accept that 
change is required. You are now starting to see the result of that change 
which, in the short-term will be painful but in the longer term will benefit 
everyone.

ISDS staff work incredibly hard, supporting all ISDS customers (mem-
bers or otherwise). They are conscientious and often work more hours 
than is required of them. They do not enjoy the continuous backlog. Stress 
levels and the pressure they face is high. However, being at the forefront, 
they fully understand and support the development that is now required 
by the ISDS. 

q Continued on page 8.
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MY goal as CEO is to steer the ISDS towards a more efficient, 
functioning organisation that offers attractive services to its cus-
tomers (members and non-members). Change will not happen 
overnight and requires careful consideration as a strategic inte-
grated solution is built. All processes, interactions, commerce, 
and data must be fully integrated and kept ‘clean’ by design.

Although this is a long-term mission, be aware that we are already tak-
ing steps towards this goal. Some steps will be permanent, and some will 
be transitional (required to save cost or effort in the short-term). More 
specifically, the following sections describe the types of changes that will 
start to appear during the next 12 months.

GDPR Compliance
A system will be developed that allows the capture and storage of 

consent that will be used by staff to determine the compliance status of 
all customers. Each customer will have the opportunity to consent to the 
ISDS processing, storing, and sharing their personal data. This is a transi-
tional system and much of it has been implemented.

Membership
Memberships will no longer operate on a fixed annual subscription 

start-date model, they will be modified to operate on a variable annual 
subscription start-date model. By altering the model of the annual mem-
bership subscription, processing will be distributed throughout the year. 
The cost saving will be significant in terms of effort but also in terms of 
the wastage during magazine ordering. 

The new model will also reduce the impact of staff availability during 

the important annual audit.
Membership categories will also be reviewed.

Staff
Two additional members of staff have been recruited to support the 

ISDS office admin function as well as general operations and events. Both 
members of staff have made a strong impact during their first period of 
employment.

Use of multimedia
The ISDS will produce video content that describes how to use spe-

cific facilities within the society. These will be produced with the aim of 
supporting those members who may not have necessary IT skills to use 
current facilities.

Pedigree certificates
In the future, the ISDS will be the sole source of ISDS pedigree certif-

icates. In order to prepare for that, some IT work will be commissioned 
that enables dog registration data to be processed, stored, queried and 
managed alongside the ISDS customer database. A plan is also being con-
sidered to generate decades of missing digital dog registration data from 
paper studbooks, but this is a long-term project.

The immediate concern for the ISDS office is to be able to automatically 
generate pedigree certificates from the data that is available, and this will 
be worked on during the coming months. Pedigree certificates will only 
contain breeder and owner names for those who have given the ISDS 
consent to share it.

What’s next?

Breeder puppy packs & dog registration
GDPR regulations and the requirement for all owners and breeders to consent 

to processing, storing and sharing of their personal data means that fundamental 
changes will be made to the process of puppy pack submission and dog regis-
tration certificate distribution. This will be managed as part of the GDPR com-
pliance programme of projects. The new scheme will come into force when the 
necessary project has been delivered but includes breeder consultation. 

Closing notes
Thank you for taking the time to understand and appreciate the challenges we 

face. If it appears that there’s a revolution taking place within the ISDS, you’re 
thinking in the right way. 

The ISDS requires fundamental change and with that comes disruption and 
evolution. We are trying to manage this evolution and change with minimal cost 
and impact but, be under no illusion, there will be cost and there will be impact. 
We realise we will not be able to keep everybody happy and so we are carefully 
aiming at the majority. 

I am sure this will instigate further questions of which I am happy to answer, 
hopefully in person, at the major trials. I would ask that each and every person 
that contacts my staff, or discusses them or their work, does so with the dignity 
and respect that they fully deserve.

 

Helen Vickery
Chief Executive Officer


