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Mr. ChairmaTi mId Members of the Subcommittee: 

Thank you lor inviting me today to testify about the ways in which lhe Social 
Security AJministrutiul1 serves the American public. I would like to thank this 
Committee for holding this hearing on an issue that is of greul importance 10 SSA 
and commands a tremendous amount of our time and attention. 

Mr, Chaimlan, it is hard to fuUy describe the magnitude of our vast service 
Tesponsibii1ties. But let me give you some examples. We are committed to 
providing the right benefit payment to the right person on tjme~ and to do so over 
600 million times a year, which represents 50 million monthly payments to Old­
Age, Survivors and Disability Insurance (OASDI) and Supplemental Security 
Jncome (SSI) recipients. On average, each workday about 100,000 people visit one 
ofQUI' 1 ,300 field offices and ovcr 240,000 people cull our 800 number. Each 
workday we process an average of20,OOO initia! claims for retirement, survivors, 
disability or SSI bcncfitst and hold 2,400 hearings before Administr'.ttive Lu\v 
Judges CALls}. Each year) we make certain that over 250 million earnings items arc 
correctly credited to workers' accounts to ensure that future benet1t payments arc 
accuratc. 

We tuke these responsibilities very seriously, because millions of Americans rely 
on us as they have for the past 65 years. I say in all candor thut my greatest pride as 
Commissioner is the spirit and cummitment thnt Our employees demonstrate each 
and every day in serving the American people and the high quality of service we 
provide, 

We navt: a long history at SSA uf solid and reliable customer service. Ir: hu.:t, in 
1999, customer satisfaction was at em all time high with 88 percent of customers 
rating our service as excelltmt1 very good, or good. But wc clearly recognize that 
we face- !;UTfcnt and Jllturc challenges to our ability to deliver timely, high-quality 
::icrvice to the public, and that We need to formulate concrete strategies to deal with 
these challenge~. Let me assure you, Mr. Chairman, that we have an unwavering 
commitment throughout our agency to provide the American public with superior 
customer service. and we intend to translate that commitment into practice in every 
aspect ofour service delivery. 
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The Socinj Security Administration has been known for some time as a 
Governmefit~ wide leader in management, planning, and service to the American 
public. lust last year, the Maxwefl School of Citizenship and Public Affairs of 
Syracuse University ranked SSA at the top of 15 Federal Government agencies in 
one of the most comprehensive studies Dfmanagement performance ever 
tonducted. But, In spite of these accDlades, we, like aU other public institu(ions, 
face significant demands, changes and challenges. 

Given the growing workload demands that we face) rapid changes in technology, 
expansion of our mission, continued resOurce constraints, and the prospects for a 
loss of our knowledge base as many employees become eligible for retirement, il is 
clear Ihat we are facing significant strains on our ability to conlinue to deliver 
quaJity service to the public, Clearly, We need to address today's challenges and we 
need to plan better for the changes that confront us in the future. While we arc 
taking steps to address today's challenges, we are also developlng plans Hnd 
establishing processes that will prepare us for the additional work that WI! will 
encountt:r later this decade as the "baby boom" generation begins facing disabling 
conditions or reaches retirement age. J believe that the: Social Security 
Administration. with adequate resources, will meet these challenges, us we have in 
the past. 

Today, r would like first to discuss the challenges we face and then layOut how 
SSA plans tu align itself to meet them. 

THE CHALLENGES WE FACE 

We face a number of sizable challenges that I would like to highlight tor the 
Cornmittee~increasing workloads, an increased focus On program integrity, II 
smaller and aging SSA workforce> and tight resource constraints, 

1'. Jncn::uslng Workloads 

The Social Security Administration is experiencing significant strains due to 
increased workloads, and the aging of America will place even greater challenges 
on our abHity to continue to deliver the high quality of servke that Americans have 
come 10 expect from our agency, 

SSA's main workloads l:an be broadly grouped as foHows: 

• 	 Processing of initial claims for retirement, survival'S) disability and SSI 
benefits including appeals; 

• 	 Maintenance of bcneficbry records tor those on the mils, This workload, 
whieh we refer to as "posHmtitlement" actions) includes continuing disability 
reviewst ssr redetermfnations, and benefit recomputations; 

• Establishment and maintenance of Social Security Number records; and, 
.. Maintenance of individual earnings records. 

Each of these categories reflects major workloads, but the vast majority of SSNs 
and the Disability Detennination Services' (DDSs) workyears ~ more than two~ 
thirds - are investeu in processing initial disability claims and appeals for both 
Disability Insurance (DJ) and SSI, and in various post-entitlement actions for our 
disability progrillns. 
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A sizable shift in our workload took place in the late 1980's and early 1990's, with a 
dramnlie increase in the number of claims for D1 and SSt disabiHty benefits. These 
grew from about 1.5 million claims processed in FY 1985 to abou12.6 million 
processed in FY 1995, With a large ponion of denials flowing into the appellate 
process) our hearing workload also increased dramaticallv, from about 250,000 
processed in FY 1985, to about 580,000 in FY 1996. Qn \he heels of this dramatic 
growth in our onguing claims and appeals work came significant legislative 
mandates and the large one~lime weifare refonn-related workloads of the mid­
1990£, These included drug addiction and alcoholism reviews~ childhood and 
noncitizen reviews, and rereviews. With all these increases, the corresponding 
backlog in disability claims dominated the attention of the agency for some time. 
As J will make dear later in my testimony:> we hod to make significant shifts in our 
workforce to deal with these demands" 

Because the baby boom generation is aging, and a large number of peoplt: are in 
their late: 40's and 50's, our current estimates indicate that new daims for all types 
of benefits will increase over the next 10 years: by 23 percent, from 6.3 million to 
7.8 million, roughly double the level of increase experienced in the 1990's. Our 
initial retirement claIms workload wiH increase by roughly 2 J p:rcent by 20 I0, and 
our lu:tial disability claims workload will increase by roughly 25 percent by 2010. 

The workload of post-entitlement actions has grown by almost 25 percent over the 
past 10 years, from 80 million to 100 minion. Increases in this area arc dUt:, in part, 
to n growing focus on program integrity activities. For example, representative 
payee actions increased by 2,2 million over thi~ period of time, and overpayment 
actions increased by 1.5 million, In addition, the number of Continuing Disability 
Reviews (CDRs) we processed jumped from about 100,000 ill FY 1994, to over 1.7 
million in FY 1999, By 2010, the Jmsl~entitlemt!nt workload is expected to grow by 
at least l6 million, in Hne wHh the projected growth in the numbers of beneficiaries 
on the OASDI and SS[ rolls. 

In addition to the large volume of disability work we face) most of which is 
perfonned in our field offices, DDSs and large service centers. the work we 
pctfonn in support of our national 800 number ut our telescrvice centers has also 
increased dramatically over the last decade, from less than 30 million calls served 
in FY 1989 to almost 60 million served in FY 1999. The popularity of this servjc~ 
continues to growl and we continue to seek ways to improve it lo assure that we 
meet customer demand. 

rn addition to the work we perform today ~ we need to be cognizant of the broader 
service missions that Social Security Administrnlion will face in the future. Two 
key examples of challenges are service to our growing non-English speaking clients 
and implementation ofthc recently passed "Ticket to Work and Work Incemives 
JrnpTQ\'cment Act. It 

The number of our non~English~speaking customers will increase. The Census 
Bureau predicts that between 1995 and 20051 thc Nation's popUlation will incrcase 
by 72 million people. Qfthese, 32 million will be Hispanics and 12 million will be 
Asians, SSA must provide services to our ~ustomcrs even if they cannot 
communicate with us in English. The change in the population will require us to 
hire more bilingual employees and to develop more written material in other 
lllJlguugcs.ln December 1999, the President signed Public Law 106·[70, "The 
Ticket to Work and Work Incentives lmprovement Act of 1999." This h;dlmark 
legislation, enacted with the strong support of this Committee, addresses some of 
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the most significant barriers to employment of people \\lith disabilities. Its key 
features greatly expand access to employment, training and rehabilitation service 
providers in the public and private sectors and provide access to health care 
protection for working people with disabilities. 

This new mission will entail a much greater degree of supportive services for a 
portion of our bencliciary population than we have provided in the past. Those 
support services must be delivered from our field offices and other settings, in close 
collaboration with a new set of external service providers, 

Up to now SSA has met its increasing workload demands by improvements in 
productivity through automation, movement of staff to direct service positions, 
shifting workyears to disability activities, increasing !.he uSe of temporary 
employment for welfare refoon workloads, and use of overtime. But Some of these 
actions have placed renl strains on the organization, Two ilTeas of serious strain th:lt 
I will cover in more detallluter in my testimony are as follows: 

First, the growth in disability claims led to sizable delays in service, Our efforts to 
improve scrvice have placed reul strains on the agency, Second j our field st!'ucturc 
is und-er growing pressure to cope with workload demands, In order to deal with 
growing demands for our 800 number telephone service, we have had to utilize a 
growing share of staff at our Program Service Centers (PSCs) to help answer the 
coHs, resulting in a backup of work in the "postentitlernenf' area, In addition, 
because of the growth in workloads: coupled with downsizing through the &U's, and 
the shift to more program integrity activities. our field offices, particularly our 
urban offices, have become overextended. 

2. Enhanced Program Integrity 

Therc is no doubt that the workload ami servicc challenges beiore us arc very real, 
but our mission demands more than just faster service on applications for benefits, 
easier access to us by telephone, and shorter waiting times in our offices, We must 
balanC1! our service mission with our mission to be good stewards ofthc program 
we administer. We also must protect the trust funds and genera! revenues from 
losses associated with payment errors:, The programs we administer, which are 
designed to meet critical needs for the public, can themselves be threatened ifthc 
public perceives serious problems in program integrity, 

Together, Congress and the Administration have launched several important 
iniliatives directed at progr:lm integrity, and we have seen major dividends from 
investments made for this purpose, For example, Congress provided special 
funding authority for us to dramatically expand our CDR program, and the well­
documented results of that effort have shown thaI it is extremely cost effective. As 
detailed in our most recent report to Cungress on CDRs, SSA spent $462 million in 
FY 1998 to process 1.4 million CDR,. The present value of future benefits saved 
from this effort was estimated to be $5,6 billion in the Social Security, SSt, 
Medicare, and Medicaid progrmus, 

I believe rhat accuracy in our decisions is a paramount programmatic responsibility. 
Embedded in our commiUllent to provide world class service to our customeru an: 
measurements und enhancements that promote' an accurate product outcome, For 
the most pan. our cofHinucd reviews indicate there is reason for optimism. The 
accuracy of decisions in the Old Age and Survivors Insurance program and the 
eITect of llny error 011 doUar outlays have consistently been very good, exct!cding 99 
percent. [0 fact, the systematic tlxes and improvements we have made in 
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Agt!u:,::y'S greatest strengths, but also represents one of our greatest challenges. 

Whik the experience and dedication ofour workforce is a major strength, the 
approaching wave of retirements represents a significant challenge for us and for all 
of Govemment. The workforce challenges we now face grew out of the significant 
downsizing tn the 1980's that I discussed carlier. While we have been able to nearly 
stabilize staffing during the 1990'5, much remains to be done to assure that SSA's . 
workfon:e of the future is positioned to meet the workload challenges that lie 
ahead. 

Last month, I released a report on workforce planning at the SSA, The report 
providcs an analysis of our most significant near~term and longer-tenn workforce 
issues, and describes the strategies we plan to put in place to address them. 1 have 
asked that a copy of the report be included in the hearing record_ 

SSA's workforce planning efforts have been greatiy enhanced as a result of the 
Agc1H:y's "Retirement Wave" study. This was Ii comprehensive study of attrition at 
SSA, focused on predicting the nwho, where and when" of retirement losses. B~lsed 
on our historical pattern, we developed a model for projecting how many 
employees we ac(ually expect to relire in future yeats. The study predicts Agency 
retirements through 2020, and has been remarkably acc.urate so far. Retirements are 
expected 10 peak in 2007 through 2009, \\'hen We expect to lose 4.6 percent of our 
staffeach year, At the same lime, SSA wi!1 fuee unprecedented workloads as the 
baby-boom generation filCes disabling conditions and ages, To handle these 
workJ.Juds we must have cxpericnc ...'\.i employees in our key positions. 

While we have a numtx;r of initiatives underway to enhance our recruitment and 
training abilities, replacing staff now and in the immediate years to come is crijlcnl 
to having an experienced workforce on hand in 2007 and beyond, 

We can mitigate the effect of the projected peak year retirements by seeking to 
influence retirement behavior, in eHect !<t1attening the wave/' This means moving 
retirements !<J[ward in time through early retirement programs and further 
minimizing the effl.c·ct of retirements by approaches such as hiring Federal retirees 
to perlQrm limited work:. These "c:u-ly outs" also allow us to adjust imbalance 
between workload and overhe3d functions to provide better customer servke, 

During the last four years, SSA has offered early retirement to its emp!oyec:s. About 
5 percent of those eligible for early retirement took it; (524 in 1996) 825 in 
199711998 and 1,381 in 1999). 

These early retirements signit1cantly raised the toral number of retirements and 
made up an increasing percentagl! of the (otal retirements each year it wru:; offered. 
In 1999, early retirements accounted for 50,5 percent of all retirements. Later this 
year, we will offer another early out opportunity and by the close ofthe fiscal year 
we expect to hire 2,000 new employees, 

Adequate funding is critical not only to meeting current workJoads, bUI also to 
building the workforce of the future, By accelernting Out recruiting and training 
now we will ensure that we have a sufficient, well-trained and experienced staff to 
provide high-quality, timely service to the pubHc, 

As Out workforce report indicates, 10 prepare for the future We have put into place t.I 

number of training and development initiatives as part of our succession planning 
activities. \Vc arc also currently in the process of linking our plans for respondbg 
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po~tentitlement computations over the last few years have eliminated hundreds of 
thousands oferrors" 

And, while we have an error rate ofless than! percent j I should point out that 
roughly 70 percent of Social Security overpayments in the Old Age and Survivors 
program are due to the earnings test. \\-'bile there witi be short~term costs to 
implement the recent action by the House to rep~al the earnings test at the normal 
retirement age, in the long term it will frec lip resources now spent all administe:ing 
that provision and collecting overpayments. Also, from a policy standpoint, 
eliminating the earnings test at normal retirement age is the right thing to do. As the 
baby boomers begin to retire, it is more important than ever that oldt":r Americans 
who are wining and able to work should not have their Social Security benefits 
dct~f1ed when they do work. ~ 

Bec.ause the administration of the Disability programs is more co.rr:pJex, there is 
more case error in the Disability program.s, but accuracy trends there are also 
positive. In fact, during this past fiscal year, improvements were noted in every 
level of disability decision making for both a'Nards and denials. A part of our pian 
for the long-tenn management of the disability program includes engaging the 
services of an independent consultant to assist us in assessing our quality assuranc:: 
requirements and developing options tor improvemenL 

On another crucial tront, 1 initiated a series of actions to attack the problem of1he 
accuracy rate in the SSI program. The GeneraJ Accounting Office (GAO) has 
designated the SST program as "high risk''. and fit.:tiol't was needed to turn around ,1 
trend of decljning accuracy and growing overpayment error. My report on this 
issue, which was published in October 199& (a copy ofwhich will be provided for 
the record), outlined a series ofactions we are pursuing to address this problem, 
These included: 1) increased numbers of redetcrmjnations, 2) improved matching 
of our data with availabJe records on wages, nursing home admissions, and 
financial accounts, and 3) a number of new anti-fraud and debt collection 
imtiatives. 

I very much appreciate the support of this Committee and the Congress as a whole 
for supporting our SSt strategy_ At the end of the last Congress, the new legislative 
authtY"ities that we requested were provided. These included new penalties against 
those who provide false Of misleading information or fail to report changes thut 
affect benefit amounts, and new debt collection tools such as the expansion of 
offset authority for Title XVI to all Federal programs, as weB as expanding 
incenlive payments to prisons and other institutions that report inmates so SSA can 
5uspe:1d their Social Security benefits while they are confined. 

The actions outlined in the report arc already showing results. For example, the duta 
matches performed in FY 1999, the additional redeterminations and improvements 
in targeting these redeterminations to the cases with the most payoff are prOjected 
to ultimately save an estimated $600 million in overpayment collection and 
preve1ltion at an administrative cost orwell under $100 million, Tt must be 
emphasized that stronger program integrity activities come with a cost In fad, $1.7 
billion, or one quarter of our administrative blldget, is associated with program 
integrity. Over the past few years, staffing aimed at ::>1rengthening integrity 
activi1Ies has increased. The [nspcctor General staff increased by more than 300 
employees between FY 1996 and FY 2000. thereby doubling in size, In the same 
perioo., an additional 4,000 DDS and SSA workyears have been devoted to conduct 
CDRs and redeterrninations. While we have been taking aggressive action :0 the 
area of program integrity area, we have much further to go to addreSS overpayments 
and other issues. We will be discussing this overall matter with you at a hearing 
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later Ihis month. 

3. Our Workforce: Smaller, Higher-Skilled, and Older 

It takes well-trained employees to provide exemplary customer service. That means 
cultivating an environment in which our employees go one step beyond to meet the 
needs of our customers. I am proud to lead an organization of high-caliber 
professionals who make such a difference in the lives of all Americans and have a 
long tradition of providing excellent service. 

Sinee fiscal year (FY) 1985, SSA has undergone a 22 percent reduction in the size 
of its workforce, from a staff of approximately 81,000 full-lime equivalents (FTEs) 
in 1985 to 63,000 FTEs in 1999. The vast majority of these losses occurred prior to 
1993. The staff of the Disability Detennination Services in the States, on the other 
hand, has grown from 13,000 in 1985 to over 14,600 today, a 12 percent increase. 
Most of these increases occurred since 1993. 

The graph below depicts the arcas where the changes in staff occurred within SSA 
and the DDSs. A growing share of staffing has been devoted to disability 
adjudication to meet the sizable growth and complexity in our workloads in this 
area. 

The Social Security Administration since 1993 has been largely spared from the 
recent downsizing that has taken place throughout the Federal Government. From 
1993 - 1999 the Social Security workforce including the DOSs has declined by 2.2 
percent in FTE tenns. Excluding the DDS, the SSA workforce has declined by 4.6 
percent. During the same period, the total Federal civilian employment that has 
declined by 17 percent and total non-defense civilian employment declined by 9 
percent. 

To op~:rate within the staffing constraints we have had since 1993, we have focused 
on putting a growing share of our resources in areas that directly serve the public. 
SSA's priority was to preserve SSA's day to day operations. This has been 
accomplished by reducing most SSA stafffum:tions (excluding the Office of 
Systems) by about 26% since FY 1993. We changed the staffing mix in our field 
oftices to put more employees in direct service positions, and upgraded their skills. 
And we placed more people in investigative and audit functions, added more 
attorneys to deal with the litigation workload in the disability area, and increased 
the number of Administrative Law Judges and support stalTto handle the increasing 
appeals caseload. We were able to offset some of these staff increases through 
reductions in clerical positions and other streamlining made possible by expanded 
automation. 

To further our goul of preserving direct service operations, we reduced supervisory 
personnel. The effort resulted in a 45 percent reduction in supervisors and an 
increase in the supcrvisor-to-staffratio from 1:7 in 1993 to 1 :13 in 1999. 
Approximately 1,200 supervisors and managers left SSA through retirement or 
special initiatives. Others moved into nonsupcrvisory support positions that focus 
on prQ(:ess and service delivery enhancements, such as program integrity and 
automation activities. Reassessment of this configuration is now necessary to insure 
that we have the right support infrastructure for technical expertise and quality (in­
line review, feedback, and training). This year, we are restoring a small number of 
supervisory positions and will assess whether an optimal balance has been found, 
particularly in our large urban offices. We are also looking at ways to provide 
incentives for candidates to apply for management positions in offices where we 
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haVe difficulty recruiting. 

The chall\jngc of serving the baby boomers will be affected by our own re:irement 
wave, SSA will experience considerably highcr levels of employee retirement 
losses over the next decade than previously experienced. The Agency predicts that 
about 27,000 permanent SSA employees will retire between 2000 and 2010, These 
projected retirement losses include about 20,000 operations employees, 3,000 
hearing positions, and lr200 systems positions. Losses for 2000 through 2010 arc 
projected to total over 35,000 when aU categories of attrition are factored in, 
including eady outs, disability retiremems, resignations, transfers j and deaths. 

The dJversc skills required of the workforce of the future will be different than 
those oftoday's workers. SSA must assess what skill mixes its future workers will 
need und ensure that we have the kind ofhigh-tedmology training programs in 
place to pennit lifelong learning. 

4. Constrained Resources 

SSA's administrative budget represents less than 2 percent of the value of the 
benefit;; proviJcd by the agency I.:ach year. Although we arc proud of such 
efficiency, i1 is dear that SSA !leeds additional resources: in the tuture, 

I understand that hard decisions huve to be made on the distribution of finite 
resources. For example) the resQurces it takes SSA to answer a phone cull or 
process a disability claim must be halanced against the reSOurces needed for 
additional teachers, medical research and otber critical public needs. 

SSA's administratjve budget is primarily the cost of its employees. Our employccJ:I, 
wherever they are located, need to be reassured that adequate resoun::c£ arc 
available to them to dQ their jobs completely. J believe there is no more dedicated 
workforce than Social Security's. Their commitment to delivering world~class 
servict~ is well·known and has been repeatedly affirmed by our customers and our 
employees themselves. But our employees a1so tell us that the workload stresses are 
taking their toll, I am eomrniued to finding solutions to employee concerns as 
reflect<.-d in the results of recent employee surveys. 

This year has been a particularly challenging one fOf SSA, In November t999, thL: 
Congn:ss passed an appropriation blll which would bave reduced the Presldent's 
reques( for SSA's adrnitristrative costs by more than $200 million. I strongly 
supported the Presidentls veto of that legislation. Such a substantial Cut would have 
resulted in large disruptions in service that would have harmed millions of elderly 
and disabled Americans who depend 011 these critical programs for their support, 

For example, this large budget reduction would have required SSA to impose an 
immediate and compk:te hiring freeze, leaving 3000 positions vacant by thc cnd of 
the ycnr. This would have resulted in millions of calls to Our tOll-free 800 number 
going unanswered and resulted in disability applicants waiting up to twice as long 
for a decision on their initial claims tor benefits. And, wailing time for millions of 
Ameri('ans who visit Social Security offices each year would have increased 
significantly. AnOther effect of this budget cut would have been a reduction in 
SSA's increased efforts to ensure program integrity, ultimately costing the 
Government and taxpayers hundreds ofmiHions ofdoUars. 

I was pleased that part of this reduction was. restored, in part by funding some 
unbudgctcu cost increases with unspent money from FY 1999. Still, when all was 
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said and done, we wotilld up about $75 million short of what was needed to meet 
our promised service commitments. As ( indicated in the FY 2000 SSA Operating 
Plan recently transmitted to Congress, a number of workload processing goals have 
now been reduced from the levels reflected in the FY 2000 Budget Plan. These 
include our service goals for the 800 number. retirement and disability claims, 
hearings~ and SSI redeterminations, 

Mr. Chairman, to summarize. our four challenges arc: increasing workloads; a need 
to make further improvements (0 program integrity; a changing workforce; and 
constrained reSOurces. Let me now turn to a presentation OJ our best tllinking ai)Qut 
how we will align our processes, technologies, and our workforce to meet these 
challenges. But before 1 do) 1 let me note that despite of the volume of work we will 
face in the future, the Social Security Administration, with adequate resources, will 
ml:!et these challenges as we have done in the past. We will meet the needs of OUf 

customers through our superior workfOfce and short ;:md long term planning, And, 
we will ofeoune need the support ofrhis Committee to help us, 

MEETING THE SERVICE DBLlVER Y CHALLENGE 

As you know, Me Chairman. in September 1999, thc SociaJ Security Advisory 
Board issued a report on service delivery and made recommendations 00 how SSA 
can improve service and better prepare for the long term challenges we will face. 
The Board recommended that SSA: 

I. Develop a short and long term service delivery plan; 2. Ensure that it will have 
the human resources to carry out the service delivery plans; 3. Make major 
improvements in a number of the agency's service delivery practices and strategies; 
and 4. Address long-standing institutional problems. 

I would like to thank the Social Security Advisory Board for their work in this area. 
The Social Security Advisory Board Report provides a helpful guide to ensuring 
that the service that we provide will be strong in the future. The report's 
recommendations represent a challenge for us tu create ncw strategies to satjsfy our 
rapidly increasing customer expectations, 

I would !ike to prescnt the Agency's approach to dealing with these four broad 
areas. 

I. Service Delivery Planning 

The Social St:curity Advisory Board acknowledged SSA's position among Federal 
agencies as a leader in planning for the future. However, the Advisory Board 
concluded that gSA needs . 

".. .to move quickly to deliver a service delivery plan that accurately 
reflects the agency's anticipated workload needs over the corning ye~rs 
and describes how the agency plans to meet these needs, whether 
through increases in resources~ technological improvements, changes 
in the way the agency processes its work, or a combination of these 
approaches. " 

'W'hile SSA has one of the best planning capabilities in all of Government, I believe 
tha1 w(: cun still do more. lndeed~ I view this as one of the highest priorities for 
SSA. Future customer expcctationsr rapid change in information technology 
coupled with the expected workload growth crcutcd by thc baby boomers, and, 
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simultaneously, a maturing workforce and limited resources, create thc {;ompelling 
need j)r the Agency to develop a vision that looks beyond our CUfre:1t 5~ycar 
planning, horizon. We are developing a vision that takes SSA out 10 years, This 
vision, called the "2010 Vision," 

will allow us to makc better long~tenn investment decisions and to coordinate 
strategies and efforts toward JongAcrm service goals. We can influence the 
direction ofchange only jfwe have a long~tenn vision of where we want to go. 

The "2010 Vision" will outJine our view of service in the future, what work we will 
do in 2010 and how we will do it. It will describe how the Agency will respond to 
trends in our external environment that signal continuing rapid changes in society, 
particularly in the use of information technology. It will provide enough detail to 
shape the Agency's strategic plan, and drive our action plans and budgets to move 
us into the future. 

r see a real hunger within the Agc-ncy for a framework. for meeting future customer 
expectations and service demands. The "2010 Vision" is being developed with 
significant input from our customers. employees in headquarters, the field, the State 
agencies, and hearing offices, reprcscntatives of unions, management associations, 
advisory groups. and experts in such tldds as technology and comrr:unicatiollii. Th~ 
2UlU Vision wiH be about the Agency of the future - what work we will do, and 
how we wilJ do it. 

While the 2010 vision will be fully integrated with the Agency Strategic Plan, it 
will be developed from the perspective of service as it should be, given workload, 
demographic and technology projections, and the expectations of our customers. 
Once the "2010 Vision" is incorporated into the Agency Strategic Plan and our 
overall direction is aligned with it, more detailed service planning will now, 
including specific human resource and technology plans which will be designed to 
restructure and transition SSA to the requirements 01'2010. 

2. Adequate Human Resources 

The Social Security Advisory Board emphasized the importance of adequate human 
resources in carrying out our service dciivery plan and the need to align our human 
resonrees with OUt service vtsion. They concluded that "the agency cannot sustain 
any further reductions, and in fact now faces staffing shortages in key parts of the 
organization." Further, the Socia] Security Advisory Board re.commends that SSA's 
administrative budget, like its program budget, 'should be explicitly excluded from 
the stalutory cap that imposes a limil on the amount ofJiscretionary Government 
spending. 

To adequately staff our field offices, we need timely and accurate information 
aboat all the work thut needs to be perfonned and how long it takes to do it right. 
We arc developing an integrated work measurement system to help us achieve this 
objective. By ensuring that all of' our work measurement systems. are fuHy 
integrated, not only will we be able to make better field oftice reSOurce allocation 
decisions, we aiso enhunce our ability to provide more detailed justifications foJ' 
budget requests. provide better information to mam,J.gt: the flow of the agency's 
workloads, and expand our opportunities 10 perform the role of steward for the trust 
funds. 

SSA is fortunate to have an experienced and dedicated workforce that is highiy 
commiued to the Agency's mission and values" Our workforce represents one of the 
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to the pending retirement wave to our Agency Strategic Phm l and ure implcmeming 
GAO's human resources recommendations. 

After the release later this year of the 20J 0 Vision and our next Agency Slnltegic 
Plan, we will produce human resource ptans consistent with our longer-term vision. 
We are already bl:ginning analyses and acti'vitie~ that will tbm, the basis for th0se 
plans .. Americans can be confident tbat we have credible plans for dealing with 
what's ahead, and that our 21st century SSA workforce will be equal to the nation's 
highest expectations_ 

3. Service Practices and Strategies 

The third area the Board focllsed on was improvement in our service delivery 
practices and strategy. Under our current five~year strategic plan, one of our five 
major goals is to deliver "world~class" service. I ngree with the Boardts conclusion 
that we need to develop new strategil;!s and practict;S in order to better meet this 
goal. I consider this to be one of our major chanenges~ and one that needs to be 
addressed forthrightly. 

We know that the first step in providing world~cla5s customer service is Ihllcning to 
customers~~tistening to them tell us what they want and expect from our service, 
instead of assuming we already know. \-VhHe we have done a good job listening in 
the past through use of focus groups and surveysl we know we have some 
information gaps. 

In 1998, we used the expertise and recommemlations of an outside consultunt to 
formulate a new data collection program) which we call our Market Measurement 
Program, The Market Measurement Program establishes a coordinated and 
comprehensive "state of the art" program for collecting data on the needs, 
expectations and satisfUl.:tion of all our major customer groups, The Market 
Measurement Program also provides us with iniormation from other groups who 
playa major role in the success of our service delivery~our employees and major 
stakeholders, 

Let me tell you some of the things we bave !earnl.:d from our customers so flif. One 
thing we know is that telephone [tl;cess and field office waiting limes have a major 
influence on how customers perceive satisfaction with aU other aspects of service, 
like courtesy and knowledge of employees. We also know that customers are more 
satisfi,!d if the business th~y conduct with us is completed at the jnjtial contact And 
we kn'Jw that improving the clarity of our notices provides one of the greatest 
opportunities fOr us to increase overall satistaction, Because we know these areus 
are important to customers, we have Agency initiatives focused on all of them, 

We have many initiatives in place und plan to enhance and expand the way we 
gather feedback. These arc described in a report I l'\!Jeased t!arlicr this week. [ huve 
asked that J. copy of the report be included in the hearing record. Because vve 
recognize that we still can dQ more to improve, we plan to work together with the 
Social Security Advisory Board on an effon to learn from the private sector, how 
best to collect and use customer service information to improve service delivery, 
We wiIJ use what we learn to help us improve our service to the public. 

While our overall service remains very sohd, there are dearly areas where 
immediate improvement is needed. I would like to highlight three areas the Social 
Security Advisory Board identified and which ( agree need more attentioll~ 
strenglhening the operation ofdisubility related services; using new technologics in 
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conducting our work, and strengthening the 800 number and the field offices,
• 

Disability Program 

One major area in need of improvement relates to the administrntion ofour 
disability program. In March 1999, I issued a report entitled! "Sociai Security and 
Supplemental Security Income Disability Programs: Managing for TodaYr Planning 
for Tomorrow!' This report is a comprehensive plan to improve the management of 
the disability programs and includes decisions on aspects ofdisability redesign, 
improvements in the hearings proc-ess; and enhancing return to work. [t also 
addresses improving infan-nation tcchnology~ quality assurance and integrity, and 
research and studies to bui!d a knowledge base for the future.) have asked that a 
copy ()f thi:: report be included in the bearing record. 

Over the last few years, the Agency has embarked On an ambitjous series of 
initiatives to improve the administration oftbc DJ and SSI programs. In particular, 
SSA devoted considerable time and energy to its Disability Redesign Plan, The 
plan outlined a vision of a disability process designed to be morc accurate, timely, 
and "user~mendly:' Tests of redesign concepts have shown the potential for 
improving customer service by focusing more attention at the initial claims level to 
improve quality, reduce hurdles and increase customer interaction-nil concept') that 
epitomi7~ the princip1es and goals of the National Partnership for Reinventing 
Goverrunent (NPR). A major strategy of the NPR is to achieve outcomes lImt 
'balance business results, customer satisfaction and employee satisfaction, SSA is 
committed to that strategy, and in that spirit, the Disability Redesign project bas 
moved from !'proof of concept" tests to prototypes in 10 States, 

SSA is prototyping changes that will improve the disability process to ensure that 
decisions arc: made as accurately as poss.ible, that those who should be paid arc paid 
as early as possible, and t11at the adjudication process is consistent throughout. 
Begituling in October 1999. disability claims filed with SSA were decided using a 
new disability process in prototype locations. Changes include improvements in 
accour.tabHity for the decision making process and more effective use of physician 
and non~physjcian resources, requirements for DDS employees to explain how they 
made the disability determinations, increased opportunities for claimants to interact 
with the adjudicator and eHmination of the reconsideration step_ lbese arc dramatic 
changes to the way wc have been adjudicating initial dis:n.bility claims, und to date, 
we have been pleased with the outcomes. Nevertheless j imperfections in the new 
process exist, and we continue to make refinements and adjustments" Prototype 
evaluation results are expected later this year. 

We are also testing a Disability Claims Manager (DeM) process in which we have 
combined the functions of the claims representatives in t11C SSA field office with 
the functions ofthc disability examiner in the DDS, The DeM provides a single 
point of contact for the disability customer by co"nducting the inter/iew, developing 
the case and making the disability detennination. 

Whilc the focus on initial claims is on improving the quality of decisionsJ the focus 
of changes in the hearings and appeals process is on processing times. The CUITent 
hearjng process is based on a model deve10ped years ago that served SSA well as 
Jong as receipts were stable and SSA could add resources ifnecessary. However, 
with nsharp increase in appeals (over IOO~/o from the mid~ 19805 to the mid-1990s)j 
SSA found tbat the CUlTent process was not flexible enougb to bandle the workload< 
The backlogs grew and pl'Ocessing limes climbed. 
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III August 1999> 1issued a Hearing Process Improvement Phm (HPl). The goal::; Qr 
HPJ are to reduce processing times, increase productivity and provIde better overall 
service to the public. The HPJ process will also give us the flexibility we need to 
handle the increase in receipts that are expected as the baby boomers continue to 
age, As of January 2000, 37 hearing offices, generally corresponding to :he 10 
prototype States, have been selected to process cases und~r the new procedures. 
About haJf the remaining offices will implement HPI beginning in October 2000, 
with the balance starting in January 200 I. Our ultimate goal is to take Social 
Security bearing processing times down from 365 days, the level in 1998, to 180 
doys in 2002, I run pleased to report that we arc well on our wny toward addressing 
thi.s goal. At the close of January of this yeor our average processing time was just 
oVt:r 260 days. 

The Appeals Council provides the finllilevel of administrative review for claims 
under the Sodal Security Act. The Appeals Council is also responsible for 
overseeing the preparation of the administrative record tiled in Federal court 
procei~dings and for initiating further administrative actions as required by those 
court proceedings. As a result of its burgeoning workloads, processing limes at the 
Appeals Council have reacbed unacceptably high levels. 

We have just released the Appeals Council Process Impmvcmcnt Plan (ACPI) 
which focuses on reducing pending worklo;lds and processing times in the ne~H 
term <md developing an operational structure that can continue to de:ivcr high­
quality, timely and effident case processing for the long term. 

Our ellorts to strengthen the disabiHty adjudication process are bearing real fruit. 
For those who go through aU of the adjudicatIve steps processing times have 
drupp'xi significantly. and funhcr progress will be made in the future. lbc 
following churl shows projected processing time before and u:tlcr implementation of 
the Disability Management plan. including additional improvements projected from 
the ACP!. 

Our actions in this area arc dearly improving -customer service. But more 
improvements will be needed to meet the challenges of the aging baby boomers. 
We will need to develop further steps to improve the Disability adjudication 
process once our "2010 Vision" is complete. The vision will guide us towurd u 
longer term approach to making the process the best it can be. 

Emerging Technologies 

A second area of emphasis fur improving service delivery is the usc of emerging 
kchnoJogies, Ovcr the last few years, SSA has been succcssful in using technology 
to improve the services we offer to the American public. In the 19905, technology 
allowed us to offer enhanced nationwide 800 number service, improve the 
timeliness and quality of the actions we takc~ and provide better overall service to 
the public. 

We arc now nearing the completion ofollr Intelligent Workstation Local Area 
Network (lWSILAN) initiative that is putting a networked personal computer on 
every Iront-line employee's desk. We arc currently planning to upgrade some 
sot1warc applications that willl'esult jn significant improvement in our service 
ddivery. The Customer Help and Information Program is u decision-support 
system that our tcleservice representatives use to ensure we give accurate answers 
and take appropriate actions. Our Processing Centers are beginning to use a new 
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Paperless System that makes a client's record available at the employee's Jingertips 
and eliminates the cumbersome routing and maintenance of paper folders. And, we 
are piloting new useS for this IWS/LAN platfonn fhut can significantly improve the 
services we offer to our customers with disabilities. 

As we move into the 21 5t century, the Internet has become a central business 
channel for America, Internet commerce has become mainstream and Americans 
are increasingly asking the puhlic sector to provide electronic Government services. 
In response, SSA is in the pJanning stages of developing a full range oflntemet 
servkcs for the genera) public und our business partners, As ciectronic services 
cxpnml, we are fuily committed to prudent authentication and security tcehnologie::; 
to protect the privacy of the intbnnation with which we are entrusted. 

At SSA, our award-winning Social Security Online Web site has been in place 
since May 1994. Last year almost 10 million customers visited our site, doubh: 
from lhe year before. Today, our web site is primarily informational, providing a 
variety of forms, pamphlets, news, benefit jnformation~ research and statistics, We 
wiil continue to add informational services. Last month, we began issuing an 
electronic newsletter called E~News that covers a variety of Social Secuoty issues. 
HO\VtWCf, our online surveys show that our customers \\'IDlt a much broader range 
ofeiet::tronic services, To m(.,'Ct this demand, we will be developing services that 
meet the needs ofparticular customer segments. We are continuing to examine 
innovtttive ways to use the Internet to improve service to the public. 

At tht: Ofncc oq'iearings and Appeals (OHA), we developed and tested the usc of 
video teleconferencing technology to conduct hearings with claimants, 
representatives or expert witnesses who are located somewhere other than a hearing 
office. Video teleconference hearings not only reduce travel to remote sites, they 
also make it possible to quickly shift workload from onc office to another to 
provide foster service, There are numerous other applications we are exploring, 
includmg claimant conferences and serving Native Americans on reserV:ltiomL 

While we believe that -We are making good usc of current technology we recognize 
that the future holds even greater promises. As part of the devdopment of our 
"2010 Vision" we will be consulting with experts in the field who wiH help us 
assess how emerging technologies can playa much stronger role in our service 
detivery structure. Following publication of the "Vision" we will be developing 
informatIon technology plans consistent with our longwterm service vision. 

800 Numrx" and Field Offices 

The third areu of focus for improving service delivery relutes (0 improvements in 
our field activities including our field oftice, 800 number and processing centers. 
Overall, while :>ervice is solid. there nre real stresses in all three. In 1999, We 
handled nearly 60 million calls over our 800 number and our access rate exceeded 
our goal ofanswering 95 percent of tht:; calls within 5 minutes. Perhaps even more 
important. 80 percent of customers \ve surveyed were satisfied overall with the 
service that they received. Seventy-five percent of our customers also told us that 
their trrUlsuction was competed on the first call and 90 percent of our 800 number 
customers weN pleased with the level of courtesy they received. And finally, our 
quality assessment reports show tiUlt our accuracy rate on questions concerning 
payments is over 95 percent. 

Although those numbers indicate good St:;rvice overall, customer expectations for 
service continue to rise, There is clearly room for improvement and the Ag..::nc)' is 
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taking steps to improve service. for examplcl to improve ease of access. we are 
increasing the number of people available to answer calls and we are improving our 
technological infrastrw:lure, On the pt:rsonncl side, we have iIlcfCased the tollr-of~ 
duty for part-lime Tele))crvice Representatives, established cllll~answering positions 
in the. Program Service Centers, and established a cadre of customer service 
technicians to answer calls in the Wilkes-Barre Data Operations Center. On the 
infcaEuucture side, we arc procuring what is considered to be the most sophisticated 
call muting software avuilable in the industry, We are also acquiring new cuI[ 
handling equipment and new technology to assist \vith the accurate forecasting of 
cans to increase the effici!!ncy ofour operations. We will need to strengthen the 
tmining ofour Tclescrvlcc Representatives to maintain and improve their high level 
ofknowledge and their skin In responding to the public. 

WhiJt;: public demand for telephone service has been increasing, TSC staff alone 
have not been .able to handle the im:reasing call volumes, and additional resources 
from other Agency components have been needed to assist with answering national 
800 number calls on busy days. For example, on days when heavy can volumes are 
anticipated, Program Service Center (PSC) and Office of Central Operations (OeO) 
persOlmel, known as SPIKEs. arc brought on the phones to supplement TSC caH 
answering resources. Currently, the national SPIKE clldre is comprised of 
approximately 3,200 PSC and OCO employees. SPIKE employees handled 24.6 
percent of the National 800 Number Network cans in FY 1999. 

When SPIKE employees answer National 800 Number Netv,'Ork callst it affects 
PSC pending workloads. To reduce this impact, a number of shQ!1·term initiatives 
have been developed to expand the National 800 Numbt:r Ketwork call answering 
capacity in a manner tl1<.1t will provide PSC employees :nore time to work on 
pending workloads, without sacrificing the level of service provided to the public. 

Because ofconstrained resources and the need 10 address PSC backlogs we have 
had to lower Qur access goal from 95 percent ofcallers who rc~ch us within five 
minutes to 92 percent. While additional resources would help significantly in 
improving access, part ofwhat we must do with the 800 number involves working 
more efficiently and utilizing the best industry practices, We will be consulting 
with lhe private sct.::lor to determine whether our customer service standards should 
be strengthened and how to make further improvements. One issue we are 
considt::ring is whether extending the hours of service provided by the 800 number 
is economically feasible and beneficial to our customers. 

OUf 1300 field offices have been the center of our service delivery system since the 
creation of the program and I believe they will be the center ofour service delivery 
system in the future, Most customer contacts as well as most of our Agency 
integrity activities take place in uur field offices. 

\\''hile customer satisfaction in OUf field offices remain high and the commitment of 
our workforce to customer service goals remains high, the price of that sL.!rvice is 
also high. Ourcmpioyee surveys show that our field office employees arc 
experiencing increasing stress in handling ule workloads. Waiting times ill offices l 

particularly in urban areas are increasing, The si;pble reduction in field office staff 
in the 1980's led to few new hires, and our .tield office workforce is aging. Fifteen 
years ago. the average age ofour field employee was 39 years, while today the 
average age is 46, 

To better meet the short-lerm challenges in our field ortiee, the agency has 
instituted a number of important steps. The· most important has been hiring ncw 
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employees to ensure thnt our workforce is strong in the future. A sizable majority of 
new hires in FY 1999, FY 2000, and r'Y 2001 have been and wiH contlnul! ~o ':Ie iii 
our field oftices, We are also explorIng ways to strengthen our urban oftices, where 
waiting times are longer. And our automation improvements have helped and will 
continue to help relieve some adrninistrative burdens. In addition, the planned 
improvements in our workload measurement system will help us make heifer 
resource allocations. 

It is clear that some ol'the field oflicc workluads, particularly in the retirement 
progrilms~ will be eased as further automation and Internet improvements are 
implemented, A key feature of the 2010 vision is to articulate the roles and 
responsibitities ofour field offices and our 800 number in the new technological 
era 11 is dear to me that our field workforce in the future will need higher level of 
skills to handle increasingly complt:x work assignments, such as return to work and 
progr~lm integrity, 4. Longstanding Institutional Problems 

The ti)urth area hi,ghlightccl by the Social Security Advisory Board relates to 
insritutional improvements to improve the Agency's public service. The Board 
concluded that it is essential for the agency to find ways to promote more 
discu:;Slon ofproblcms. strengthen communication between SSA's headquurtcn; 
and operations in the field~ and promote far better teamwork 

Ouc to the inJlerent complexities and size of our programs, we illldersiand that over 
time barriers developed within our organizational structure. V.'hile these issues are 
inherent in any large organi7.adon, we need to do all we can overcome barriers and 
increuse communication. The agency needs to extend its ongoing dialogue between 
manugCIllt:nt and employees, headquarters and field offices. and our hearing offices 
31ld S:.tltc agencies, To this end we have established quarterly workload meeting to 
talk through issue::;, And the devdopmcnlllf our "2010 Vision" involves 
representation throughout the Agency, 

Employee surveys also indicare that there is a need for better communication 
between management in Headquarters and employees who work in the field and 
throughout all of SSA. I am commiHed to continue to work to strengthen lines of 
communications und to focus on f~Jsteril1g open feedback lor all levels of thc 
organization. I am encouraged by survey results, which indicate thnt employees 
consider their work lmpurtllnt to SSA's mission. The survey results also make it 
dear that much needs to be done to relieve everyday stresses that employees feci as 
a result cfthe resource constraints we face. 

We w: also working in partnership and communicating well with the unions that 
rcprcs<;:nt our employees, We have established more than 60 Partnership Councils, 
at aU levels of the Agency, ).\cith the American Federation of Government 
Employees (AFGE). The purpose of these partnership CQUl)cils is to help improve 
SSA's efficiency and effectiveness so that we can better serve customer needs, 
Through partnership, we have begun to shift tbe focus of the labor-management 
relationship from adversarial to one ofcooperation and mutual respect. 

I also know that it is essential that our "2010 Vision" becomes part oflhe culture of 
SSA The entire agency must be aligned with the 2010 vision. To meet this goal, 
we must communicate this vision throughout SSA, and put practices into place to 
steer the agenc.y toward it. This means integrating the visiQn into our business 
processes, and our resource requests. I realize that we face an enonnous challenge 
in attempting to achieve this alignment within such a large organization, but I am 
aiming high, OUf service delivery- structure, our human resources, our technology 
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and our fiscal resources need to come into alignmem with the vision. 

Conclusion 

ivk Chuirman, we appreciate Congress' lead in holding these hearings focusing on 
our service delivery challenges. While the Social Security Administration has a 
long history of $oJid and reliable service delivery, we arc experiencing significant 
strains on our ability to continue to deliver the quailty of service that Americans 
have come to expect. We will be challenged to meel the growing demands of the 
coming retirement of the Baby Boom generation und mmly of our own employees, 
as well as enhancing the program integrity and deating with constrained resources. 

I am pleased to tell you \ve urc moving on many Ironts tu meet the challenges- of the 
future.. We arc developing a long-term service: vision to take account of how our 
customers want to receive service in light ofchanging needs and changing 
tcchlll.llogy. We are engaged in short and long term human resource planning. We 
arc reviewing and where necessary revising our scrvice practices and strategIes and 
we are addressing iongstanding institutional problems, We recognize that we need 
to continue to refine our plans through consultations with Congress, the AdvisOlY 
Board and experts across the country. 

it is clear to me that adequate resources arc a critical part of our ability to deal with 
t11l~ chaHenges we face, SSA cannot do its job with fewer and fewer resources when 
at the same time more and morc Americans will be seeking our services. ML 
Chairman, this Subcommittee has always supported us in the past and T look 
forward to your continued support in the future. 
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