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Reaching for the Future 

During the next ten 10 fifteen years, American 
society will undergo rapid and significant change. The 
speed and scope of technOlogical change has for 
somo time been apparent to most observers. Other 
equally dmmalic but perhaps less obvious changes 
ate transforming The demograprncs of our popUlation, 
au! economic and Inlerpersonai rffialionships. and 
many other areas. AU of these changes will interact to 
alter, perhaps dramatically, the structure of our 
society by the Year 200(t 

The Social Security programs, as administered by 
the Social Security Administration (SSA). have. by 
1988 become a fundamental part of rnJ! society, As 
the populalion grows and ages, those prOiJrams will 
become eveo mor,~ important to the fNBS of virtually 
every American. Faced Wlth the prospects. 
opportunities, and challenges presented by a rapidly 
changing world, and the importance of the Social 
Security programs to our present and future society, 
SSA must actively plan for the future. We must be 
prepared 10 take advantage ot the opportunities that 
the next 10-15 years wiH bring. Perhaps most 
important. we must assure that our programs and the 
quallty of services we deliver to all Americans keep 
pace with the expectations and needs of our society. 

This document i:i the first effort by the Social 
Security Administration to prepare a coilefent, 
long·range strategic plan-a plan that, beginning 
today. establishes lhe broad directions to serve Ihe 
America of the Year 2000. To developthls Initiaf plan 
we have had to look outwardly: What are the 
changes. opportunities, and cnnnenges we must 
anHcipate and deal with? What Social Security 
programs and services wilt the American public want • 
and need 10-15 years from now? We also had to look 
fnwardty: How mW;;1 we change our programs and the 
way SSA does business, selVes the public, in order to 
meet the needs we ldentHy? In this process, how do 
we protect. support. involve, and encourage our most 
irnportant assel, the employees of SSA? 

Although our pmnning effort has been intended to 
explore 'reel' a wide range of possibilities tor the 
future and how Social Secl..uity wil deal with them. we 
have been guided throughout the effort by two 
principles: 

'. CommitmentlQ current beneficiaries 01 the 
Social Security programs.. The Social Security 
programs we administer am and will continue to be 
important to the economic and socialwell·being of 
many Americans, Program changes and 
improvements will be considered only when they _ 
benefit the public in generat. and beneftCiaries in 
particular, 

• Commitment to t'hose who work for Ihe Social 
Security Administrntion. Improvements in the way 
we administer our programs shoUld be accomplished 
in such a way that the c'mployees of SSA w~1 be 
active. willing participants in change, wtilout feaT 01 
loss of emp:oyment Of of economic disadvantage. 

We have !ooked at ourselves and our organization, 
We have looked at extcmaf environments which 
impact Social Security. We have maintained our 
commitment to those who depend upon the Social 
Security programs and those who administer them. 

The end result of our eHons-lhe efforts of many 
peop{e at aJllevel.s in SSA-is this strategic plan lor the 
Year 2000. In OUf view, it is a good plan. It will 
undoubtedly have 10 be changed many times in the 
future. But it provid"es an absolutely essential start to 
taking charge of our own' destiny, to moving the 
Social Security Administration toward where it can 
and should be in the Year 200(L 

':emca~~

Dorcas R. Hardy 
CommIssioner of Social Security 
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Social Security Strategic Plan 

Executive Summary 


Introduction 

Social Security touches the life 01 nearly I:WefY 
American. It pays out over 200 billion dollars in 
benefits every year to 40 million poople. The Social 
Security Administration (SSA) conduds business with 
43 million peopte every year, not counting the millions 
of employers who report earnings. . 

Over the next to to IS years, these nul"flbers will 
increase dramatically. Five million more Americans
will be 65 or aider by the Year 2000. life expeclancy 
at 6S wilt be 17.3 years. At the same dme. other 
demographic, !;ocietal and technological changes wiiI 
increase the demand for SSA services. 

TQ meet thes,e challenges, the Commissioner of 
Social Security estabflshed an Office of Strategic 
Planning (OSP} to develop a planning process for 
guiding SSA inlo the 21 st century, 

As a first step. OSP developed a strategic plan by a 
process called '1wurtng." It collected "'mages" of what 
hundreds of SSA employees and several outside 
groups with' interest in Sodal Security saw as 
de;;:irable characteristics of SSA by tile Year 2000. 
OSP wove these images together into alternative 
scenarios of the Agency as it could operate then, 
given forecasted changes. The Agency's executive 
51aft tllen chose the most desirable scenario, That 
chosen future was developed into the plan that follows. 

Planning Framework 

"Several principles and priomies constitute the plan's 
framewOfJ<. The first 01 these is the mission of SSA. 
which is to administer equitabty, effectively a~ 
eHicientlya nationaf program of social insurance as 
prescribed by tegisJatlon. 

This mission translates into six operating priorities 
which define the scope of lh~ plan: 

• Maintain the fiscal integrity of the Social Security 
trust funds; 

• Improve public confidence in Social Security and 
how its programs are ope.ratCd; 

• Provide the best possible seMen to SSA's 
customers; 

• Improve management to faclUtate greater 
effec1iveness, efficienCy. and accountability; 

• Use the best and most appropriate technology 
available to administer SSA programs; 

• 	Contln~e to insure that SSA can count on a 
property skilled and highfy molivated workforce. 

In addition. two underlying principles guided tho 
formulation of the strategic plan: . 

• 	Commitment to current beneficiaries 0< Socral 
Security programs - The Sociaf Security programs 
we administer are and will continue to be important 
to the econqrnic and social weil-being of many 
Americans. Program changes and improvements 
will be considered only when they benefit the public 
1n general and beneficiaries in particular. 

• 	Commitment to those who work tor the Social 
Security Administration-lmprovemen1s in the 
adminis1ratlon of programs will be set 1n motion so 
employees wm be activ:e, willing partlcipants in 
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change. without fearing loss of emptoyment or 
economic di~ntage. 

Rather than being narrowly prescriptive the 
strategic plan should defme broad avenues for 
development $0 that it can be flexible enoug~ to 
accommodate un'f!l(pected circumstances.. It 
should be a guide to (mu're oppodunities; JlQ1 a 
blueprint tor solving Ihe real or ~~ined 
difflCunies of the past. 

Forces of Change: SSA'S Changing 

Environment 


Change is occl.ming in American sooetyat a very 
fast pace" 8ecause Social Security is so thoroughly 
interwoven ioto the fabric of our nation"s life. most of 
lhese changes wiil have an impact on our programs, 
Afawof the trends and forecasts which seem very 
likely to impact heavily on $SA by the Year 2000 are: ' 

• There wit! be 10 m~non more Americans CNCf age 
65 than in 1900. (35 mnuoo VS. 25.7 rnalion). 

• Birth'rates wiil conlirwe to dedine, 

• Baby boomers will ,continue to affect th~ 

disability roll:: and wi11 begin entering their 

retirement years by 201 0. 


• 	labor force fjrowth will fall to an amuUd r~te of 
1.1 percent in the late !9ros. 

• 	labor force participatIon wUl increase in most 
segments of the poputation. 

• Many of the new teChnologies emerging now in 
the marketplace. such as artificial Intelligence. 
expert systems. optical disk, speech recognition 
and synthesis, and smart cards wiU become fuUy 
mature.' 

• Increased O$e of tiber optics and satellites wUI 
facilitate communications networks to meet the 
needs of tho ever increasing number oj 

customers.. 

A VieW From the Year 2000 

, SSA can respond to forecasted changes in a variety 
of ways. The scenario chosen as the basis for- the 
SSA Strategic Plan desCribes, from the point of view 
of an observer looking back from the Year 2000, the 
changes proposed fO( SSA between 1987 and 2000. 

SSA has simplified its programs, elIminated the 
retirement test, simpfdied computations and made 
Social Security number issuance a byptoduc~ of the 
'birth certificate process, 

SSA transacts business several ways for the . 
convenience of the customer. Service to the public is 
primarily by m.eans: other than tace.to'-f.i1ce contact 
with an SSA representative. Mocfem tedmology 
encompasses all of $SA. Rapid and' dramatic 
techl'lOlogical changes have opened up almost 
unlimited opportunities for how work can be done 
efficiently and effectively. " 

Strategic Recommendations 

the ~n proposes implementation of 29 speciftC 
recommendations in four areas -Programs, Service 
Delivery. Tectmotogy. and Orgahilation - to achieve 
the desired scenario for the Year 2000: 

Programs 

1.Work with an States to promote optional 

enumeration at birth as a byproduct of obtaining a 

birth certificate. Make enumeration of aliens. a 

byproduct of initial processing through the 

Immigration and Naturalization Service. 


2. Eliminate the earnings test for beneficiaries over' 
futl retirement age. Recompute benefits only for . 
eamings. untU full retirement age or time of filing, 
whichever is later. Increase benefits by a detayed 
retirement credit of apercent for each year beyond 
full r~rement age that benefits are deferred, 

3, Reduce the variety of existing computa1ion 
methods to fewer than tert Reduction factors for all 
b'enefits shoufd be unifmm. 

Semce Delivery' 

4. Make te!eservice the preciom.inant mode of 
, service through 24·hOUf; 365 day a year service. Gwe 

access through one easily obtained arid remembered 
nationwide toU free number. 

5, Be able to install self~rvice stations in field 
offices, personnel offices of large employers and high 
traffte public places. 

G. Continue a strong information program 
promo1ing tile public's understanding and confidence 
in Social Security. 

7. Every 3 years send all Social Security number· 
(SSN) holders over the age 'of 25 a notice showing: 

·2 
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earnings history; empfoyment history: an updated 
estimate of benefItS or the number of quarters neooed 
to be insured. 

S. Reduce the present multiple appear levels.. 
Explore the designation of one Federal court. short of 
the Supreme Court, which would provide a single 
appellate level outside :SSA Investigate the feasibility 
of two-way video facilities for conducting 
location-independent appeal hearings. 

9. EstabUsn agreements with States to exchange 
data needed to substantiate customers' statements 
and to verify compliance: with program requirements., 
T~e final burden of proof should remain with the 
customer. 

10. Explore reducing wage reporting requirements 
of employers by using wage data received by tho 
Siales lor unemplo~ent insurance and workmen's 
comPensation purposes. 

11. Develop the ability to notify SSN holders, shortly 
before fufi retirement age, of impeOcting entilIemerrt 
and estimated benefits. Assuming there is 00 eamlngs 
discrepancy. the worker may receive benefitS by 
signing and returning the nOlice to SSA. It benefits are 
deferred. only MI~lcare enrollment takes place; the 
worker contacts SSA tater when benofits are desired. 

12. Use electronic funds transfer (EFT} as the 
standard benefit paymenl method. unlesS a 
beneftelary requests otherwise. $SA and the Treasury 
Department shou1d contract with banks so that 
beneficlaries who do not have bank accounts can 
withdraw their monthly benefit payment from the 
banks'. automated teller machines (ATMs) usill9 
SSA-issued cards. 

Technology 

13. Implemenl a broad based information 
architecture to accommodate new requirements and 
·technoiogy quicWy and efficiently whHe easily 
achieving operational objectives.. 

14. !mplement an integrated electronic network to 
serve all SSA pmgrammatic, management Information 
and office automation needs through computeri.z.OO 
workstalions. 

. 15. Store all d(lta and documents in machlne
readable form on optical/magnetic disk storage 
systems viewable at all workstations, Of printed as ' 
needed. 

16. Support aU training and program instruction 
aCIMties with a comprehensive computer network 

linked to data bases containing instructional material 
accessi~e through all automated workstations. 

17. Automate most of the information cqllection and 
processing necessary to support the management 
and analysis of SSA's processes. Auta;marlcaJly 
generate management Ihformation and 'make it 
available on managers' workstatlo~s:'replacin'g paper 
reports. 

18. Automate the collection of audit data through 

the processes lhemsefves. Install stringent security 

measures to ensure the integrity of the automated 

audit systems. 


19. Explore expert systems technology 10 support 

progrrunmatlc and administralive processes. 


20. Explore the feasibility and desirability of Issuing 
new or replacement Socia! Security cards which 
incorporate smart card technology. 

21. EstabUsh an independent. non-profit, research 
and development organization with SSA as its only 
dtent, to meet the needs for testing, developing. and 
adapting neW tec~notogy to SSA business processes. 

22. Complete the major objectives of the 

m¢emizatfon effort by 1990. 


Organizalion 

23. Promote a poslrlve work envirOl1menL 
Accomplish any needed staff reduction orily through 
normal attrition and tooughtfui redeployment. 

2.4. Establish a process to anticipate and. address 
changes in workforce otiliza!ion needs ,esuUing irom 

. planned initiatives.. 

25.. Provide new and intensified traIning for'the 
workforce in the knowledge, skUls and attitudes 
necessary 10 meet changing customer needs in an 
environmenluooergoing rapid technological change. 

26. Modify the role of management from contromng 
wrnk to facJltatlng peer-ta-peer coordination thereby 
ensuring infOfmation Is availa~e when n~ed. This 
cequires a training commitment to provide managers 
with the required skills to I1lf;!ct the demands of a 
tectmolog!caUy allered work environment. 

27. Develop broad-scope position descriptions 

which comain mOre skill mixes and allow greater 

~exibilily In overcomIng obslades 10 qualincation . 

standards.. ' 


28. Improve accountability and re:sponslbility by 

dffiegating some procurement and personnel 
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management authority to office managers In both the 
field and Hr-.adquarters components, 

29, Manage the irr:egratlon and implementation of 
recommendations in the strategic plan through the 
Comm1sskmer'~ OffICQ of Strategic PlannIng. 

Implomentation Plan 
This section outlines a program for achieving the 

programmatic, pdicy, technclogical, and 

organizational attributes described in the strategic 

plan, while achieving improvements in the efficiency of 

~!I SSA's operations and processes. 


i 
The plan is more definitive and detailed about the 

activities to be undertaken in the next four years than 
about.those which follow. An Agency workgroup \WI 
develop the supporting plans for the eartY projects 

. and the interdependent lnitiatives. 

I, 
\ 
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1 
Planning· 

Framework 

The Need 

Social Security touches the life of r;wery American: 

• Over 200 billion dollars in benefits are paid each 
. year 

600 million doHars a day 

25 million dollars an hour 

1 thousand dollars every second 

• 	40 mIllion peopW receive mOf\lhfy benefit checks 
00 time 

• 6 MilJion emP/oYers file earning reports 

• 	43 mUlion people do busiOess with SSA IiMlJY 
year 

Asking tor information 

Geding. Social Seculily number 

FUing a claim 

Reporting a change of address; 
i The Social Security Administration has over 1,300 

offices throughout the cotmlry. staffed with. someI' 70,000 employees. and one of the largest

i computerized data files in the world. 

During the next ten to fifteen years dramatic 
changes in these numbers will occur as rapid 

demographic, societal and technological shills affeCl 
demand for $SA's seMces, too expectations of SSA's 
customers, and the means with which to satisfy those 
expectations. The number ofAmericans over 65 
years of agewUl increase by 5 million by the Year 
2000; life expectancy at the age of 65 wfll Increase to 
17.3 years. The 60% of beneficiaries today who peefer 
to Conduct business with SSA by means other than a 
visit 10 the district office is likely to Increase as the use 
of telephones, computers and ATMs to conduct even 
the most complex consumer transaction becomes 
increasingly commonplace. 

In order to deal effectively with these changes, the 
Social Security Administration needs an integrated 
planning process that will chart direction and 

. anticipate the fu!ure. Each of the Agency's major 
components has long standIng planning efforts which 
concentrate on the needs and work of rhe particular 
component. To maximize their effectiveness. 
however, these efforts need a cohesive. 
comprehensive framework based upon the needs of 
the Agency as a whole. Of equal importance, that 
framework must incorporate a sense of stra~eglc 
needs and possibilities., It must answer the question: 
Does technology afford better and more ~clenl ways 
of doing our job. of serving our customers? 

To address this need, in September, 1900, the" 
Commissioner of Social Security established an Office 
of Strategic Planning, reporting directly to her and 
charged with developing a long range planning 

, process for the Agency as well as coordinating the 
pianning efforts of the various compooen~s within the 
AgencV· 
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The Process 

As a necessary first step. the Office of Strategic 
Planning developed a ftexible plan that would guide 
SSA into the first decade 01 the twenty·first century. 

The process began w~h a "futures" session in 
October 1986. In that session, members of the SSA 
Senior Staff were presented with forecasts of what the 
future coufd bring. In December 1986, the Senior 
Staff convened again to deve!op Images of des!'able 
characteristics lor lhe Agency in the Year 2000, review 
the accomplishments and problems of the ~st, and . 
dISCUSS how some functions or operations could be . 
performed to the fUture. Siaff in each of the ten 
regions then went lhrough the same process. adding 
more and more images of a ~desirabte" $SA i!lihe 
Year 2000. 

The OffICe of Strategic Planning then sorted tbe 

severa! thousand itnages. and dozens of mirH~ 


scenarios trial had been developed by the 
participants, and with tllC hclp of a scenario 
development work group, constructed a number of 
altematNe scenarios describing SSA's programs, 
serviCe delivery. technology and organization as they 
might opemte in the Year 2000, A~menu" 01 options 
was also constructed from which choices could be 
made [0 design additional scenarios. of the Agency's 
furur-e. Meetings were hcld with outside groups to 
discuss the themes emerging from the plaMing work. 

In early Augu~ of 1987 the Commissioner, her 
immediate staff and the Deputy Commissioners 
revieWed these documents and developed a rough 
draft of a preferred Agency scenario, That scenario. 
was then ex'panded,' reviewed by Senlor Staff and 
developed into a fun strategic plan, 

The Framework 

In preparing a strategic plan, it is necessary to 

make explicit the principles, assumptions and 

priorities which constitute ~e plan's framework, in 

order 10 give Ihe process manageable scope, 


The first of these principles is the mlssion of the' 

Agency. In the case of the Social Security 

Administration. the mission Is: 


To administer equitably, effectively and 
efficiently a national program 0' sociar 
insurance as prescribed by legislation. 

This mission translates into six operating prlori1ies 
. which define the scope of the plan, The first Is to 

maintain the fisCI:I1 integrity of the Soe:tal Security 

trust lunds. Ttlls requires that the plan not 
coniemplate activities whlch wou1d materially Increase 
program costs.. Thus the plan does not contain 
changes that would significantly alter the beflefit 
structure of present Pfograms. As nurri~' . 
alternatIVes are discussed before the Year 2000. the 
strategic pian provktes the fiexibility for·changeS and , 
impiementation.· . 

What the ~n had to do was propose program 
simplifications, that coufd achieve the second priority, 
to improvttpublic confidence in Social Security 
and bow it$: programs are operated. While it is clear 

,that automation can handle the complexities of 
cligibaity ruJes and benefit computations, it is also 
clear that those complexities, in ~ of themselves are 
a major impediment to public confidence.. Americans 
dQ not trust that which they Can not understand and 
many aspects of Social Security are so complex as to 
be unexplainable and incomprehensible. The plan 
had to propo$e initiatives which would address this 
issue, 

The third priority and perhaps the central tlu3me ot 
the pian, is to provide the best possible service to 
SSA customers, While the Social Security 
Administration has what could be termed a product 
monopoly, since no one else can sell social 
Insurance, it is a service organization and share;s the 
setvice marketpJace with many other service 
providers. What SSA customers consider good 
selVice is determined to a large extent by their 
experience with those other service pr!,viders. For 
SSA to continue its tradition of high quality service, it 
must be able to adopt. where practical. the sarrye 
sE!tvice delivery mechanisms its customers are using 
elsewhere. 

. The fourth priority is to improve management and 

eany out our tasks with greater effectiveness. 

efficiency and accountability, The bottom line 

measure of SSA's effectiveness has been t/w 

Agency's ability to ~get the check to the right person 

on time." A fundamental premise of the plan is how 


, efficiently lhose checks and determinations are made. 
Increased efficiency reduces tlOt only costs. but in 
some cases processing Limes, which improves service_. 

The fifth priority is to USe the best end most . 
appropriate technology available 10' administer (XJI' 

programs. SSA's business processes rely heavily on 
information Pfocessi~ Because rapid changes in. 
data processing and communications technology are 
constantly transforming servIce delivery, SSA must: 
acqUIre. the ability to adopt quick1y those technologies 
that can help ~ 00 hs job beltor and more efficiently. 
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Planning Framework 

The plan had 10 go beyond the question 01_9 
technology simply to automate existing processes. to 
the question of using i1 to improve lhe processes 
themseNes. . 

A final, and ctltlcal priority. is to continue to ensure 
that SSA can count on a P'openy skltted, highly 
motivated wOrldotee..This requires a continued 
investment in a favombie work environment and a firm 
commitment to training and career development Ii 
also requires, concretely, attention to those factors 
which impinge 00 emploYee morale and effectiveness. 
Thus the plan strongly endorses the contln'uation of 
the current no-RlF policy and recommends the use of 
normal attrttion and thoughtful redeployment where 
resizing becomes necessary. 

Above all, two important principles guided the 

formulation of the plan from the beginning. 


Commitment 10 current beneficiaries 0' Social 
Security programs. - The Social.Security programs 
we administer are and will continue to be important 10 

. the ecOnomic and social ~e/I-being of many 
Americans. Program changes and improvements 

woukJ be considered only when they woufd benefit the 
pubUc in genera! and beneficiaries in particular. 

Commitment to those who work for the Social 
Security AdministratiOn. -Improvements in the 
administration of the programs would be set in motion 
SO thai employees would be active. willing particiPants 
in change. Without fearing loss of employment tir 
other economic disadvantage, 

The planning process had twa other objectrves. 
First, the strategic plan was to define broad avenues 
1M development - rather than to be narrowly 
'prescriptive - so that it would be Qexible enough 
to~accQmmodnte unexpected circumstances. 

Secondly, the process was to identify ;Eli desirable 
future for SSA and seek to build it. This is in 
contrast to the traditional planning model Which 
seeks to solve identified problems through the 
anarysis 01 alternative solutions. The final strategic 
plan should he a guide to future opportunities, not 
a blueprint for soMng the real Of imagmoo 
difficuhiH 0' the pas!. . 

, ' , 
"," 
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2 Forces of Change: 

SSA's Changing Environment 


About fifteen years ago the noted economist 
Kemleth SouJding observed that ''the wand today,..is 
as different from lhe world in which I was born as tnat 
world was from JUlilro caesar's, I was born in the 
middle of human hb10ry. To date, almos% as much 
~s·happened since! was born as happened before.~ 

If one looks at just a few selected areas over the 
period 1950 to 1980, it is clear that change IS still 
occurring within the U.S. and at a fairly rapid rate. 
Over this period of time the divorce rate has doubled 
and the percent of Americans living alone has nea\'1y 
tripled; the percent of workers in farming has 
decreased from approximately 12 to 3; the percent or 
adult college graduates has nearly tripled: Mexico has 
replaced Germany as the number one country of 
ancestry f01 Amefi9,a's foreign born; there are now six 
mlillon more women lhan men (Vs. one million in 
1950); and (he_povertY rate for those over 65 has 
lallen frOm 59-0 percent to 15.0 percent, 3 percent it 
non-cash benefits are counted. ITable I) 

Wha1 will the next severa! years (1gaa.2000) bfing 
and what will be the impact of future changes upon 
the Social Security program and ~s administration? 
Because this is an encyclopedic question. this part 
restricts Itself to major areas. The trends discussed 
have been drawn from a number of 1984~87 published 
and unpubJished reports, magazines, essays, journals 
and fechnical notes.. .These include American 
Oemographics. the EPRI Journal, Fortune, various 
trend newsletters; reports by the Offece of Technology 
Assessment. the U.S. Departments of Educa'ion and 
of Health and Human Services. the Social Security 
Administration's Trustees and the Census Bureau; and 
material and forecasts provided by The Futures 
Group. the Urban lns:itute, J.F. Coates, Inc,. the 

University ot Wisconsin and former Govemor Richard 
lamm. 

F Over the next 12 years, the American hOllseho!.Q is 
likely to remain highlv diversified; consistIng of 
married couples with children, married couples 
without children ~hese two sets could tJe further 
divided into biological and blended families), female 
headed household with no spouse and male headed 
household with no spouse (these two sets could be 
further divided lnto those with children and those 
without cflildren), and the non-famity household·· 
persons. living alone (unmarried, divorced, the elderly) 
or with non-relatives. According. to the Census 
Bureau, the absollrte number ot households in each of 

changing structure 
remarriage. adoption 

" the number of SSA record 
changes. in tanns numbers. will steadny 
lncrea~e. Where more than one file has 10 be 
changed, the probability of errorwm be increased. 

I<... The result will be greater pressure to create SSA . 
systems to which a change in one file will 
?utomatically result in a change to all appropriate flies. 
Questions may also: be: raised as to 1Nhether changes 
in the Social Security program may be required to 
adjust to the changes in the ramily structure. if lOOse 
changes are aimed at making the system more 
impervious to demographic changes the program 
would in all likelihood become more insurance-Uke, 

. Along with the diversffication of the American 
\.:::: 	 household, we have ~.JgKt will con'iFltle 1e :!t!f! a 

Qedlne illbQJJsetmld wa. In 1970 the average 
household size was 3, t persons, by 1985 it had fallen 

, to 2,7. persons and in the 1990$ it Is expected 10 fall 
further to 2.3 persons. This is largely due to the 
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decline In the birth rate. which for over a decade has 
been below replacement levels. Estimates are that by 
the Year 2000 less than four percent of an famiiies wi!1 
have three or more chiidren, and 60 to 65 percent of 
an househofds will have two people or less, It Is quite 
probable that over 25 percent of all women, currently 
in their late twenties, will remain childless. This 
compares with 10 r~ercent of women in their late 40s. 
Some estimate that the U,S, birth .rate (currently 1.8) 
could fall to 1,6 by the Year 2000. This is the current 
level in several western European countries, A decline 
of thls nature would reduce the leVel of runds entering 
the Trust Fund and, depending on the level offA economic activity within the U.S.• it coukl engender a 
new Social SecUfity crisis. In addition, despite the fact 
lhat adrnlnistraHve expenses are likely 10 decrease 10 
less than one percent of otrllays, pressure wit! 

• 	 continua on S$A tel operate more efficiently and 
. ~ effectively (I.e" use of the most modern technmogy 

with the most appropriate number of $laff). 

While the #baby boomers~will only have begun to 
be a factor for SSA in the Year 2000. there will be 

.,' 
approximat~y 10 m1l!ion more Americans Oller the 
age of 65 than there were in 1900. and the median age 

i." ') oj the poptdation wUl have increased from 31 today 10 
37 years. Ne'N retirees tn the Year 2000 wiU have a life 
expectancy of ovef 20 years after retirement. 
However. the number of people 65 or older with 
limited acUvity due to chronic conditions will have 
increased from 10.8 million in 1980 to 16A million in 
2000< 

8y tne Yoor 2000, SSA wni have approximately 44 
mil!ion Title II beneliciaries compared with 38.4 minion' 
in 1987 and 5.6 mUUon people each year will be filing

r; 	 new daims as compared with 4.8 million in 1986, The 
dependency ratio e4 reUred to empioyed people will 
not change dramaticalfy between now and the Year 
2000. At that time. however it will begin a steep 
Increa~ unless there is a gradual shift toward much 
older retirement ages. 

The actuarial estimates shown in the 1981 Annual 
Report indicate that the assets of the Old-Age and 
Survivors Insurance (OASI) and Disability Insurance 
(DI) Trust Funds should be sufficient to permit the 
timely payment ot OASDI benefItS, to the large 
numbers of aged, well past the Year 2000. The OASDI 
program is projectnd to experience three decades 01 
positive actuarial balances. with continuing actuarial 
,deficits thereafter. In Fiscal Year 1987, approximately 
one of six individuals in the U.S. received ben'eftTs 
from Social Security programs which paid out $210 
t;.l~ion in benefits and took in $230 billion to increase 

the Trust Fund .eselVes to $67 billion, .Based on 
current assumptions, reserves should 'grow to $1.3 
trillion by the Year 2000 and will peak in 2032 at $12.5 
trillion. Should any assumptions be significanUy 
incorrect, a financing crisis could come ·~riler. 

~ By the Year 2000. neady one·third of the population! will be minority. There W111 be 36 million Blacks: 35 
million HispanicS, and 8 mil1l:Qn Asians: The 
immigration legislation of 1986 may ease some of the 
problems faced by the SSA (e.g., Social Security 
number Issues)', but they will not have disappeared. 
There are severn! reasons for thls, but the primary 
ones include the fact that tn 1987 approximately 42 
percent of the Central American population was under 
1heage of 15; high unemployment there is likely to 
continue; and the access to aOd allure ott.he U.s. 
afforded by modem transportation and 
communication may he difficult to resist, especially il) 
countries bordering the U.S, 

1.? 	 The declining birth rate raises an issue which 
" stretches beyond the Year 2000 but which shou!d 

receive serious consideration long before it becomes 
a probiem. Projections indicate that the Hispanic, . 
Black. and Asian populations will contribute over 56 
percent CIt the total growth of the U.S. poptdation 
between 1900 and 2000. Minority populations have 
quite a different age structure than the white 
population. Thus. proi~tions for 2O::ro indicate that 
41 percent of the children, but only 24 percent of the 
old, will be minorities. UnderthesecondiUons, 
various racial and ethnic groups will have difterent 
stakes in programs which support different age 
groups. A long-term issue may be 'Will the growing. 
number of middle-aged minorities, who are parents 01 
a disproportionate number of children. resist 
increasing Federal expend1tures for the old, who am 
prooQminarufy nofHllioority whites 1" 

OVeralllhe educailonallevel among SSA customers 
will grow ge:om~tricany between generations, Over 70 
percent of the people retiring in the Year 2000 will 
have finished high school and 22 percent will have 
had at Icast some college education. This compares 
with today's retirees, 66.5 percent of whom ate high . 
school graduates and 16.2 percent of whom have had 
some college education. 

Particu!ar attention will need to be paid to revising 
. the disabUity system so that there is greater uniformity 
in interpreting legislation and applying policy, With 50 
different states making disability decisions there has 
been a wide range of interpretations, The litigious 
proclivity of American society and potential increases 
in the number of disability claims may-combine to 
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produce incrca~ numbers of appeals to the SSA . 
adjudication process. 

The economic picture is exPected to remain 
relatively good between now and the Year 2000. 
barring a major de· stabiliZing event such as a new oil 
crisis. Annual gross national product (GNP) growth is 
expected ,to be in the 2 to 4 percent range, Infhilion 
rates wiD not stray beyond rhe 5 to 8 percent range. 
productivity is e)(p.~ted to increase a1 a rate of 1,4 to 
1< 7 percent annually, There will probably be ' 
continued growth in per capita income and Jobs. The 
annual Federal defICit is expected to fall below $40 
billion by Ihe early 1990s and remain there. 

We have changed from a nation of fanners. to a 
nation of factory workers,,<,md now to a nation'of offjce 
workers. We have mo.ved from an induSlIiaI'economy 
to what some call a service economy and others call 
an itlfOfmation economy. In the broadest SefJse tt1e 
information sector of our economy was est!mat~ in 
1900 to constitute 34 percenf of the GNP and 4 t 
percent of the natlon~s labor force. Many forecasters 
believe that the rate of technological change 
experienced in information related technofogies from 
1970 to 1965 will continue, it ncrt acceferate. through 
the Year 2000. . , 

The acceleration of the information economy will 
influence SSA's organizational structure. One reason 
Is Ihat the growth in inform<:t.tion demands knowfedge 
specialization and thus peer-to-peer communication 
becomes essential. This wHI challenge basic 
assumptions and traditional work patterns, and wHi 
requiIe adjustments from today's employees. ·A 
second major reason is that the time It takes an 
organization to eomplete any task or to make a 
decision must accelerate. 

. 	 Organl2atlons ure moving to flatter organilational 
)-::... structures. with less emphasis- on communications up 
, 	 and down the bureaucratic hierarchies. and mora 

emphasis on horizontal or peer~to·peer 
communication. Traditionally, a key funct10n of 
middle management nas been to gather and 
synthesize information for top management That 
function is now decreasingly necessary or affordable. 
A 1965 article in fortune magazine makes this poim 
quite clearly. "Advancing technology, especially in 
data processing, has put the corner office far closer to 
the action, maklr"g many middle managers irrelevant" 
The big questions in the Year 2000 for an agency as 
information dependent as SSA may be in the areas of 
information technology. 

RapkJ technoJogical development in information 
processing will afford the opportunity for mdical 
changes in the way SSA conducts its programs. The 
rapidly increasing ubiquity of large commercial 
databases could allow $SA to provide services with 
minimal Belio-ns required from its customers.'" 
Automatic enumeration at birth, periodic notifications 
to ~rkers about. the status of their records. automatic 
entitlement at retirement without requiring a Visit to an 
SSA office are aU attainable objectives. Perhaps the 
biggest challenge SSA faces is restructuring the way 
we do business to exploit the benefits that technology 
offers. ' 

By ttm Year 2000. many of the new technologies 
jUSl beginning to emerge in the marketplace will have 
matured and be til the mainstream of information 
processing. Some of these tet::hnologies include 
artificial intelligence/expert systems, optical disk and 
speech recognitl.on and synthesis systems. 10 
addition to these new technologies. those which are 
used to support current information systems such as 
processors and magnetic storage devices. wm 
continue to improve at about 30 percent a year in 
pricelperformanca ' 

Increased use and performance of fiber optics and 
sarellites will permit communications networks to 
meet the increasing demands of information 
processing. However, through the Integration 01 the 
~ technologies mentioned above, an entirely new 
dimension will be prOvided to the designers of ' 
information systems. Optical storage systems will 
have replaced magnetic storage technology in many 
areas and will provide the capability for elec1ronic 
storage of massive files not feasible today. 

For example, by the Year 2000 the entire mass of 
SSI fnk:lers currently stored at the Wilkes-Bane, PA. 
warehouse could be housed in an optical disk system 
the size of a single file cabinet. This technology will 
~so pennit update/erasable capabilities much like 
today's magnetic storage technology. The entire 
contents of me Program Operations Manual (POMS). 
over 40,000 pages. could be stored, with update 
capabilities. on a single 5" optical disk. 

, Expert system software could be in widespread use 
by the Year 2000, and by having online access to 
extensive irnorrnatioll such as claims 101der data and 
the POMS stored on opticaf media. many of todays
labor Intensive processes WOt.Jkj become electronic. 

Direct customer Input to their records (with proper 
security) win be possible through the use 01 telephone 
push-buttons and/or s~h recognition technologIes. 

http:recognitl.on


Speech synthesls wi'll provide the requested 
information after expert system software has guided 
the requestor through the necessary procedural steps. 

By earty investigation and planning for the eventual . 
integration or these and other technologies. as they 
mature into mainstream processes, SSA would be in a 
pos~jon to process lncreased work1oads in a more 
efficient manner. Finding the right mix of staff and 
management contra systems will be critical 10 the 
success of these efforts, 

The time delays imposed by the traditional rules of 
procurement in the put:»ic sector may prevent 
government agencies from bringing these 
technologies to bear on their service delivery as 
quickly as the private sector has. This may generate a 
widening gap (in favor of buslness) between . 
government and businesses in their ability to deliver 
quality services ElfftCfenUy, In turn this may generate 
increased pressure for changing procurement rules. 
StateS and some communities have contracted out for 
a wide range of services including some data 
processIng. Some Federal agencies have contracted 
out a small portion of their data processing work. The 
question may be raised as to whether a portion of 
SSA's data processing operations might be 
contracted out 

Currently, comml'J'ciai uses of technology are years 
ahead of the government. One of the reasons for this 
is that corporations have explicit measurable goals 
(Le" profit, stability, growth. etc.). Although the goals 
of the Social Security Administration are weI! delined.' 
the goals of many government agencies are broad 
and even conflicting (i.e. the mission of the 
Department of Agriculture IS to promote efficient and 
large scale farming and to protect the 'amity fann). In 
purchasing new information technologies, 
corporations genetally place more emphasis on 
performance standards, which will aid in meeting their 
goals and consequently less emphasis on cost 
Unlike most o' the public sector, corporaltons are not 
hindered by an annUal budget cycle (which pushes 
incrementalism}, or the need to see the product 
oofore buying. 

Many corporaHons, which deal with a large number 
of customers and an even larger number of 
informalion transactions. are moving to higher and 
higher levels of automation and/or self·help 
technologies, Most recognize that by the Year 2000 
sole reliance on such systems wHl not be possible 
because they will be dealing with three different sets 
of Ctlstomers ((t) the computer-literate, (2) those 
wiiilng and wanting to learn, and (3) t~ who have 

no interest in leamlng}, Their longer range pians do 
call for higher levels ot automationJse!f-help systems 
as more and more people become computer literate 
or willing to learn. 

These trends in the private sector coUpled with 
OMS's goal to recapture govemmenrs position as a 
leader in the efficient and effective use of information 
technology are likely to impact the Social Security 
Administration in two ways, First, there wl:l be a need 
for SSA to continue its strategic planning process. 
$00000, it may beoorne advantageous for SSA to 
underwrite the development of SGf'tle leading edge 
technologies. This might be accomplished through 
joint procurement efforts wtth agencies like the 
lrltemal Revenue SetVke or the Census Bureau, or 
ewo with a major corporation. {IRS, Census and the 
National Security Agency are among a handful of 
Govem'ment agencies considered 10 be procurers and 
users ot leading edge technologies). 

The ~baby bust" which followed the "baby boom" of 
the 19405 and 50s will have a major effect on the SQe 
of fhe U.s. work torce in the lal& 199Os. The work 
loree grew at an annoal rate of 2.6 percent during the 
1970s, fed by the "baby boomers" and the large 
OI.lmber of women entering the work force, So far in 
the 198Os, tile work force has grown at an annual rate 
oi 1.5 percent. Between now and 1995 the rate of 
growth is eX~led to further decrease to an annUal 
rate of 1.1 percent The net fesult wiD be 20 percent 
fewer young people entering the work force in 1995 
than in 1975. This will not result in.a labor shortage, 
but in the need to pay entry level workers a higher, 
percentage of what experienced workers earn. It may 
also provide increased opportunities for employment 
for the disabled and eldeny, A major question may 
be, whether the Federal Government win be able to 
offer a sufficiently attractive compensation package to 
anraet and retain the number of individuals with the 
required skills to meer service expectationS. 

Without incentives 10 the contrary, the labor force 
participation rate of older men is likety to continue to 
fatt In 1975 the labor force participation far~ of men 
aged 55 1064 was 75.0 percent. By 1984 it had fa1len 
to 68.S percent and is expected by 1995 to tall 10 62.0 
percent Each generation of women In this century 
has entered the wOIk force in greater proportion than 
the last and at an earUer age. The overall participation 
rate for women shouJd dimb to somewhere between 
65 and 70 percent by the Year 2000. For women 
aged 25-44 labor force participation mtes should rise 
above 80 percent by 1995. A woman today eams 
approximately $.69 compared to $1 ,00 eamed by a 
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man. Estimates for the Year 2000 indicate this figure 
may rise as high as $.80. That seems likely, because 
today women Und'!:1f 20 already earn 91 percent as 
much as their mal~! counterparts; those 21 to 24. 88 
percent and those 25 to 34, 76 percent; aCOOfding to 
the Bureau of Labor Statistics 'of the Department of 
Labor•. 

Between 1964 and 1984 the number of wives in the 
paid labor force grew from 13 miilion to 26 mHllon. Of 
the approximately 26 mRUcn dual Income households 
in the United States. the wives am the primary bread 
winners In about 18 percent of them. In'another 8 . 
~cent of these households, wives eam at least 80 
percent of what their husbands eam. ' 

Only 12 percent of wives with pre-school age 
children were employed or seeking employment 
outside the home In 1950 while over 50 percent of 
!oday's moth&rs cf chifdren under the age of six' are in 
the work Iocca. 'I\'ith more women achieving higher 
levels of educational attainment and entering lhe work 
force, there are Hke4y to be further increases in the 
number of dual·income and working-mother 
households, These trends in labor force partIcipation 
wiU mean that the nrnnber of people not covered by 

$oclaI Security rttle II benefits will decrease, This may 
make it less important to have a separate SSI program. 

From 197810 1985, the temporary heip lndustry 
grew by 104 percent from 340,00Q employees to 
695,000 employees. The growth of fhis industry is 
expected to ,"crease by about 5 percent 'annuany over 
the next ten years, By 1995 tempomry,employees 
should number more than one mnlion nationwide, 
according to the Bureau of Labor Statistics. The Kelly 
Gid 'or other temporary help services have nOt been 
replaced but tlley are being augmented by new firms 
which provide people competent to fill managerial or 
protessiona! slOls on a short-1enn basis. Clients pay 
up to the hout1'y equivalent of $100.000 a year for 
these skills. 

These and other fotces of change are likely to 
impact upon Social Security programs and their 
administration. Tile list of possible challenges is as 
vast as are the Opportunities that the future win bring. 
The future, after all, is the cumulative consequence of 
teday's decisions. 
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Table I-Socio-Economic Trends 1950 to 2000 
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Forces 01 Chat\Qe 

Table II-Selected Demographic Trends and Forecasts For the Year 2000 

'. There wiU be 10 million more Americans over 65 than' there were in 1900 (35 mlUlon VS. 25.7 miilionf 
-(That number wm neany double to 67 mIllion by 2050) 

• 	fhe median age of the population wilt increase to 37 years (in 1006 It was 31 years). 

• New retlrces will have a life expectancy of 15.7 years for men and 2O.S years for women. 

• The'number of people 55 or over wilh limited actMty due 10 chronic conditions wi(! increase to 16.4 mUlion (10.8 
Ollliion in 1980). . . 

• The number of elderly In nUfsing homes will grow to two million (1,3 million in 1985j, 

-(three milion in 2020 an<f4.6 mUtion in 2040) " 


• 	The U.S. population 24 years of age wi!! drop 10 91.9 million ~d will continue 10 falL 

• 	In terms of retirement Claims, baby boomers are nol a factor for SSA. They are a factor in terms of disability 

claims, earnings reports, wage discrepancy reports. etc, 


• 	Nearly one-thIrd of the lotal population wit! be minority-:36 million Blacks, 35 miflion Hispanics. amll1!on Asiatics
-(continued instability in Mexico arm Centra! Ameoc<l due to debt crises. growing unempioyment. insLlrrection, 

and high birth r.tes) . 

'" 	The American household witl remain highly dlverslfied·-ch1ldless couples. blended families, singlewparent 

households, and diverse groups of people living alone·,the young, divorced, unmarried. and the elderly. 


• Marriage and divorce rates will change liute from the 1985 levels. 

• 	 Less than 4 percent of families will have three or more children. 

• Household size will decline with 60 to 65 percent of aU households ha\ri11g 2 people or less compared with 50 
percent in 198&, 

• Birth rate may drop to the current rate in sewral western European countries (1.6 Talal Fertility Rate compared 
to 1.8Ioday). 

• 	Some 25 percent of women today, who are in their late twenties. may remain chi<ileSs. 

• 	The education level among SSA cllents will grO¥' geometrical1y with 70 percent having finished high school and 
'22 percent having some college (66 percem for high school in 11:;00). 

• The number of fullCtionally miterate adufts will continue to increase. On 1900 there were 20·26 million 
functlonaUy Illiterate adults and over a million teenagers a year dropping out of high school.) 
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Table 111-Selected Economic Trends and Forecasts For the Year 2000 

.. GNP a~mJaI growth wiU average 2 to 4 percent 

• Annual inflation rates wilt not stray beyond the 5 to B percent rnnije. 

• Productivity lncmases wlll average 1.4 to 1.7 percent annually. 

• 	The Federal deficit is expected to fat! below $40 millan by the early 19905 and remain there. 

• 	The movement from an industrial to an information based economy will continue. 

• Health expenditures wIll continue to Increase in'absolute numbers ahd as a percentage at GNP.. 

• 	Large reselVe5 in the Social Security trust funds may. create pressure within Congress 10 utilize these funds tor 
other purposes . 

.. 	labor force gf'OlHth wnl fall to an annual rate of 1.1 percent in the late 19905 (2.6 percent during the 1970s; 
198Os. to date, 1.5 percent). 

• The labor force partk::ipation mte of older men 55-64 years of age islikety to continue to fall (1975 - 75.6 percent, 
1984-68.5 percent and 1995-forecasted 62.6 percent}. 

11' 	 labor force participation rate for women should continue to rJlmb to between 65 and 70 percent, 

• 	A woman will eam approximatety $.00 for each man's $1 ,00 (1986 ~ $,69). 

• 	The number of wives in the paid labor farceWi11 continue to 'grow (1964 ~ 13 mHiioo, 1984 - 26 million). 

• The num~r of working women, with pre-school age children, wUl contioueto increase (1950 - 12 percent, 1985 
over 50 percoot). 

• The percentage of non-union jobs will continue fa grow. 

• Thetempomry r.el'p industrywitl grow by over a million (from 1978 - 1985. a t04 percent increase: D~O.L 
forecasts a 5 percent annual growth to 1995). 

• Dependency ratio of retired to employed people will oot change dramatically. in the Year 2000 it will begin a 
steep increase urness there is a shift toward older retirement. 
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Table IV -Selected Technological Trends and Forecasts For the Year 2000 

• 	rhe rate of technological change experienced in information related technologies from 1970-1985 win continue, 
if not accelerate. 1hrough the year200Q, 

• Many of the new technologies just beginning to emerge in the marketplace witt become fully mature and in the 
mainstream. 
-·(artfflciaI intelligence/expert systems, optical disk, speech recognition and synthesis systems, and smart cards) 

• Processors and magnetic storage devices will continue to improve at about 30 percent a year in 
price/performanee. . 

• Optical storage systems wiil replace magnetic stOtage devices in many areas. 
-(will provide the capability for electronic storage of massive mes. Fokfers at Wilkes-Barre Warehouse could be 

h.oused in a space the s12e of a singte f1Ie cabinet) . 

• Direct client inptlt to their records (with proper security) win be possible through the use of telephone 
push-buttons anjJor speech recognition technologies. 

• Increased use and performance of fiber optics and satellites will permit SSA communications netwmks to keep' 
up with and meet the demands of an increa.<>ing number of dionts. 

• Acceleration of the information economy will continue to force organi7.ations to move to rtatter organizational 
structures. 
-(less emphasis on commurucations up and down, more on horizontal or peeHa-peer) 
-(the middle rrw:nager becomes less relevant) 

• Traditional rules of procurement in the Federal sector will continue to be questIoned. for in many cases 
commercial uses of hardware and software are years ahead of govemment use of technology. 
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3 A View from the Year 2000: 
A Scenario· for SSA 1 

The Underlying Premises: How SSA 
Responded 10 Forecasled Changes· 

In the early 19'3(}s the Social Security Administration 
successfully compfeted 1he implementation of the 
modernization efforts begury in 1982, Secause the 
volume of beneficiaries was growing so rapidly and 
was expected to increase even faster to the next few 
years, the Agency set as its top priority the 
enhancement of its service deliverY. 

In the mid 19905 over 31 million people vlsitro field , 
offices each year to file claims, make reports and 
conduct buslnm,s. An additional 12 mUlion people 
sought service by phone.' Wl1h an expected six million 
more beneficiaries and another million applicants per 
year, it was anticipated that, without a change in the 
predominant mode or sCNlce, 37 mRlion peopte would 
be visiHng SSA iacilities h1 the Year 200ft This 
'preceded the ooby boomers flooding the retirement 
rolls in 201 O. 

lndirect bot increasing Pft¥.>sure fo enhance service 
delivery was also being exerted on SSA by 
comrTuuciaI service providers, such as banks, retailers 
and insurance companies, who were aggressively 
enCouraging more and more teiephone and compU1er 

. 	 contact with their clientele. WIth the increasing ease 
in the 1980s of telephone ordering, bni paying and a 
proliferating number of service applications for home 
computers, having to visit a Sodal: Security office to 
conduct business seemed increasingly inconvenient 
to agrowing number of people. In a 19B7 survey, 
60% of SSA customers said they would prefer 10 deal 
with the Agency by phone rather than v/srting an o~ce" 

Over the years. Social Security programs had 
grown more and more complicated. Initial and 
continuing enti1lement decisions became increasingly 
technical in nature. While the comp!etion of the 
modernization effort streamlined tM mecttanics of the 
program, and computers took over the computation 
of benefitS, the computations tllernsetves remained so 
comp!ex tMt they were nearly lmpossibte to explain to 

a bene~ciary" 

In response to these changing forces, SSA 
recommended to Congress several mmor Changes to 
the law which had the effect of greatly simplifying 
entitlement computations, Simuttaneousfy, SSA 
launched a major drive to uPgrade and diversify its 
methods of service delivery. By the fate 198Os, some 
innovations: were being tried such as voice messaging, 
for reporting such things as change of address. 
TeteselVice clafms and contacts were increasing as 
'IoV{)fe appointments for service in fteld offices. 
Through the careful use of advances in iniormation 
processtng and communication technology, SSA 
made available to ihe public a muttipllcity of ways to 
access and transact business with the Agency_ The 
days of a trip to the loCal Soe:ial Security office to 
transact minor business are gOnEt The SSA customer . 
of today can conduct most transactions with the 
Agency through a toll-free telephone can, through 
self-service stations at the,distrtc1 office, 01. at their 
chofca-, through a scheduled face-to-face inl,ervlew. 
Oaims filing and applying for a Social Security 
number are greatly diminished actMt~s since 
enti:llement notification is now automatic 81 normal 
retirement age. needed proofs are socurro through 

. automated data exchanges with state bureaus of vital 

, This scenario is wtitten IrOO1lhe point of 'view of an ob$mver lookitlg ~(Ii: from thfJ year 2€XX)at tM ¢han9tlS 1.(1 SSJI, between t987 .and 
20)). lNhat 1M the leader is a pwpo$ed fU!Ufe, is.described in the setnado in h prO'sent Qr past te~, 
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AView from tlla YeM 21)00 

statistics, and enurneralion Is a byproduct of obtaining 
a birth certificale. 

As a result, Social Security beneficiaries ttave no . 
more difficulty obtaining timely. quality 5efVica from' 
SSA than from the most technological1y sophisticated, 
consumer oriented commercial serVice providers. 
The SSA of the Year 2000 prt'.lVides its 'customers wilh 
a variety Of convenient ways to do business with it. 

Social Sec~rity program and service qUali1y are 

recognized as among the basI In government ~ 


iOdustry. . 


Program 

Work Covered by the Federallnsuranee 

Contrlbutions Act and Other Retirement 

Programs-In 1986 about 95 percent of all workers 

were rovered by Soclal Security. In the Year :2000, 

practically all workers and self-employed persons are 

covered by Social Security. A few grou~ have the 

option of not being covered by the Social Security 

system, but most members of ~ch groups opt to 

participate, 


The Railroad Retirement program, whIch for years , 
was separate from the Social Security program, has 
been combined into it Since all Federal employees 
hired after f983 must enter the system, only a 
dwindling number of employees are not covered, 
Thus, nearly r:Nery working persOft In the country 
contributes 10 the SocIal Security program and can 
expect to receive its be~efrts. 

There is an increaSing reaH.laUon that Social 
Set:;urily is a base on which t9 plan financial ~urity 
at mtirement -Or in case of disability or death, rather 
lhan an altemativ(! to priVate insurance and ,retirement 
plans. As a result there is an increasing number of 
private and pubilc pension programs, Maf!Y of these, 
when combined with Social SecuritY benefits, provide 
an adequate source of income' replacement. 
something which Social Security benefits alone were 
nev'er intended to do. ' 

Retirement and Survivors Insurance-The 
Retirement and Survivors program is essentially 
unchanged from that which existed in the 19BOs, In 
1962, $DCia! Security provided 31% of all income fOf 
people Oller 65. By 1984, the percentage had risen to _ . 

. 38%, but in the early 19905 the percent began to 
dedine,. and then leveled off to the 1962 rate.. One of 
the reasorlS for this decline is that the proportion of 
elderly woo also receive a pubUc or private pension 
was growing., In 1002 only one in ten ek.terly people 

received a private pension aod in 1986 one in four. 
Today, as a result of the legislatiOn in 1985 requiring 
the vesting of pensions after fIVe years, that number is 
appro)(imatefy Me in two, 

Simi!a~y, In 1962 only 54 percent of oid~r 
beneficiaries had some Income producing asset:>. By 
1986 that percentage had risen to 66 and today 'the 
number" of, elderly who have tncome producing assets 
has further Increased. 

Disability Insurance-In the late 1900s the Social 

Security Advisory Council made several 


- mcommendatlons relating to the disability program. 
The cOuncil grappled with several tough issues.. They 
considered the use of medical and vocational 
specialists and of work evaluations in the disabiJity 
determination process. They fooked at the 
effectiveness of vocational rehabilitation for disability 
beneficiaries and Supplemental Security frcome (SSt) 
recipients, They also reviewoo work Incentives and 
inlUatives.. 

Severa! recommendations resulted from the 
Council's deliberations, including one-whioh 
suggested that more extensive use be made of SSA's 
research and demonstration authOrity. As a result 
several innovations were tried and rested 10 the 19905. 
Same of these proved highly successful and 
legislation to incorporate them into the Disability 
pfogram has been enacted." , 

Earnings Test and Benef'fl Computation-Contrary 
10 the growth of the labor force in the twentieth 
century, the first decade of the twenty first is seeing it 
dwindle, and demaro for workers increasingly 
exceeds supply. ,Business., Industry and government 
are all encouraging workers to delay retirement 
Older workers are more aHd more common. 
Improvements in health cafe and lite expectancy have 
made this possible. One is no longer considered old 
at lhe' age of 65, but is considered a member of 1he 
Myoung-okt' With a remaining life expectancy of 15 to 
20 years. 

'In'the late 1980$ Congress foresaw the need fa 
facilitate employment of older workers and eliminated 
the earnings lest for people who reach fut! retirement 
age, removing a disincentive to wori< in later years, 
Thus. once a person is entitled and reaches normal 
"retirement age, benefits are not reduced regardless of 

income eamed from employment and there is no 

requirement for earnings reports in retirement cases. 

Once a person takes a benefit, additional earnings 

past full retirement age do not increase it Nearly 
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1,500,000 annual recomputations necessary in the 
decade of the 1980$ are no longer necessary. This 
haS simpitfied the program and encourages people 10 
keep working to build a higher benefrt 

The numerous methods of computing benefits hal/e 
been simpUfted. No looger are compfex, impo~ble to 
understand calcWalions of the past in usc. New, ei;sy 
to exP'ain, consistent formulas are used to cakuiate 
benefits. $imRarty, the host of reduction factors and 
multiple atternatives for calculatIng various types of 
benefitS have bee:'! standardlzed and reduced to a few ' 
simple and stralghtforward methods. Peops can 
actually calculate their own benefit to within it ffNrl 
dollars when contempmHng retirement 

Supple~ntal Security Income-When the $$1 
program was crented in the t970s and the benefit 
payment function was federaliZed for the aged, blind 
and disabled. the main purpose was to standardiie 
eligibUity criteria and payment levels. In a very real 

, sense, the SSI program was created to provide 
standard benefitS across the Nation 10 those people 

. whose income and resourCeS at retirement 01 

disablement feU bebN a minimum level. Often these 
were people who had little ()fOO work history, or were 

. never employed because 0/. dlsabnity. 

As labor force participation grew In aU sectors of the 
papulalion, the group of people eligible for SSt 
beoeflts 00 1he basis of disability was largely reduced 
to those who had never worked and therefore were 
not covered or "lnsuredG by Social" Security. In many 
insrances. these are people who have major 
ImPediments to employmeht, such as developmental 
disabnweS. and thus also tend to be in need of other 

. socia! services besides income maintenance. Half of 
the dlsabled S51 population suffer from mental 
retardation or mtmtal illness .. Neariy:3 percent of all 

551 f~iptents are btlnd and 5 percent are unde~ age 
18. 

There Is the realization that many of those who need 
$$1 benefItS in the Year 2000 are very liketyto also 
need those social services provided at the State and

• locallcvef. This has generated increaSing interest in 
linking both the payment mechanism and the delivery 
or social services into one administrative system. 
Proposals being made by Interest groups and being 
discussed by Congress range from integrating SSI 
Into the Social Security program as a minimum Roor 
financed by general revenues, to having the $$1 
program administered by the Stales with continued 
Federal funding and oversight 

Service Delivery 

Multiple W?lys of transacting business with SSA are 
now available for the convenience of the cUstomer. 
The telephone, seff-seMce stations in the field offICe 
and two-way video account for at least 90 percent of 
all transactions. As a result. servIce to the public is 
prlmarily by means other than fac&o<io-face contact 
with an SSA representative. 

Anyo'ne can access a lott-free national telephone 
number (e.g. OOO·SSA~2000} to file claims, obtain 
setVlc& and make appointments, etc. The national 
number routes calls to the nearest available 
teleservice center 85 traffic dictates. 1116se centers 
are staffed by highly trained and qualified employees 
as welt as computer synthestz.ed voice aod artificial 
intelligence programs that enn often handle cans, 
including claim filing, without employee intervention. 
The national telephone number can be accessed 24 
hours per day, seven days a week. . 

SSA now has the capability to deploy seff·service 
stations for filing claims, requesting information, ti1i~ 
required reports. etc. $SA has the option of lnstalling 
these stations at the distrlct offices or to provide 1his 
service through existing: networks of widely available 
ATMs used by many service proViders. The'se 
networks now provide the public with conveniently 
located terminals Irom whjch they can access various 
commercial services, A customer using a setf·service 
station in Ii district office could oPt to interact through 
the terminal's two way video screen with a Social 
Security representative who Is physically locatoo 
elsev.rhere but can see and !ark 10 the benefICiary, . 

The self-service stations at SSA's district offices 
enabte the transaction of business in any o! several 
languages at the choice of the customer, much I1ke 
some bank ATMs did in the moos. They would also 
provk!e a means of efftciently seNing the walk·in 
traffIC, as well as the hearingfspeech impaired. 

Whl1e SSA's recofds are securely protected from 
electronic tampering, those people who· have home 
computers can use them to communicate with SSA to 
file daims, get earnings statements and obtain benefit 
estimates. 

District offICeS handle compex face·to-face 
contacts. manage personnel working fr<;lm home and 
dispa:tch employees throughout their geographical 
area to a'ssist the pubiic. 

Technological advances and the widespread use of 
teleservice faclllties have focused some $SA 
employees on complex case situations. These 
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employees are trained specifICally to handle these 
situations and com;entrate on speedy resolutioo so 
that they rarely remain unresolved fot' mom than a few 
days and P:<iyment$ are on schedule. 

Nearly an fac~to-face service is by appointment If 
so'means desires or needs actual pcrsonru contact, an 
appointment Is made at the district office, the home, 
or oth~lJ convenient locatIon. 

SSA has arranged with States' vital statistics 
bureaus to make it convenient for parents to obtain a 
social sccurity number and card for their newborn 
child. When parents apply for a birth certificate they 
can che<:k a box 011 the Stale forms to request a 
number foritleit' cl">ilct ,Since a social security number 
is needed to claim children as dependents once they 
reach age 5, most parents, ma$(e use of this 
procedure. 

The States have been enthusiastiC about the 
process since It gives them a more cOO1Plete ree:ord, 
During the 1990s. after the flfst few States adopted the 
practice. the others found It attractive and opted in. 

Any alien admitted to wo:ric receives a SSN as a 
result of tiling nom.m admisslon papers with the 
Immigration and Naturalization Serv1ce (INS). No 
separate contact with a Social Security offtee is 
necessary, 

Another seNice is offered in connection with the 
enumeration process. WhUe the Social Security card 
issued to the infant is made of paper just as.lt was in 
the moos, any person issued a card later in life has 
the option of receiving a "smart card", This card is 
capable of holding farge amounts cl data and is 
available for a multiplicity of, uses such as highly 
secure identity device. muftiple credit card, 
checkbook, medir.al record card, bank card, etc. It is 
a universal card that can serve mutlipfe purposes both 

. Governmental and p~ate. 

A major initiative, started in the 1900s, 
automatically prOVides earnings and benefits 
information to worl(ers over 25 years of age every 
three years. Each worker receives a notice showing • 
total earnings by year and employer. an estimate of 
retirement benefrts at normal retirement age, a 
st~tement of dlsabiUty or survivors benefits the worker 
is entided to as of the date of the notice, Of the 
number of additional quarters needed for entbfemenl. 

The claims process tor benefits at normal retirement 
age no longer requires filing an application. Shortly 
before attaining normal retirement age, IMng, covered 
SSN hokiers are notified at potential enliUement. The 

notifica1ion provides a statement of benefits payable 
at that tIme and an estimate of benefits payable if 
claiming is postponed" (This approach may 
encourage the Jndividual to delay retlre~ent), 

If the worker decides to retire, he notifIeS SSA of 
that decision and payments begin. If 1h!,! person 
chooses to delay benefits. he simply does not 
respond to the notice and may file a claim at a later 
date. 

, The number and percent of payments made by I 
8cctronic Funds Transfer (EFT) has continued to 
accelerate since the late 1980s, Direct deposit by EFT 
is the standard way SSA pays benefits unless the 
beneficiary specirtcal1y requests another methoo of 
payment or has no bank account The Agency then -
offers tfie person wi!h no bank a<:count the optIon of 
using the S$A·issued smart card to withdraw funds
from designated banks. SSA has ananged with 
several banks to issue payment Beneficiaries can 
withdraw their benerrts either at a t~lIer or that bank's 
ATMs. 

-As a result, few checks are issued and beneficiaries 
have enhanced security. The lost or stoien check is a 
rarity, 

The reporting bUrden for the public has been 
reduced with the elimination of the earnings lest"at fut! 
retirement age and the abilIty of SSA computers to . 
automatk:ally com pate their files with other Federal or 
State computer data bases. 

Some reports remain necessary. Disabled people 
are still.expected to report changes in conditkms 
which would affect their disability status., However, 
the need for beneftciary and recipient reporting has . 
been significantly reduced. 

The overpayment/debt collection problem that 
received so much attention in the 1970sand 19805 is 
reduced. Program simplification and matching -
techniques resuit in few incorrect payments and these 
are usually discovered early while they are qu~e small 
aF¥!. therefore, easy to recover, SSA'sdebt coRectlon 
methods use billing techniques and cross recovery 
from other Federal payments to insure a satisfactory 
recovery rate, 

Employers have also been relieved of a huge 
reporting respoosibiJity. The taw has afways . 
mandated that employers report the wages of lheir 
employees lor: FICA purposes quarterly until the 
mid-191OS and annually since then. /t4 the same time 
these employers had to report some of 1he same' " 

22 


http:medir.al


"information quarterly to the States for other purposes 
such as unemployment compensation. 

SSA now electronically obtaIns the reported wage 
data from the states ard uses it to credit the worker's 
wages for S,odal Security purposes, Thus. the need 
for an employer to report to both the state and federaf 
government has been reduced, 

The administrative appeals process is much more 
convenient, Two-way video screens are avaJabie In 
field offiCes where, by appOintment. the person can 
receNe a compleh~ hearing on any appellate issue 
through the video hookup. The hearing officer can 
see and interact with the person as well as exchange 
d~ments, imaged al"KJ transmittable eiecrronically. 

In the 1970s and 198Os, SEA had a very 
burdensome appeals process. Over 90 percent of all 
appeals jnvofved the disability issue. The benefICiary 
was frustrated by lhe length of the process and SSA 
was frustrated by its cumbersome nature,. i.e., first a 
paper revie'H, then a hearing before an Administrative 
Law Judge, next a review by an appeals council' and 
finally. through aU revels and districts of the Federal 
court system. '" . 

In the 19905. the procesS was simplified so that a 
single Federal court, short of the Supreme Court, . 
provided the last appeal leva outside $SA. This 
produced much more consistency In rulings and'has 
Improved administration of th.e program. 

Technology 
SSA has taken advantage of advances in 

Information technulogy to automate as processes to 
the maximum extent consistent with efficient, 
cosi·effective operations. 

Each employee, whose job requites it, has ready 
access to an aut~ted voice/data workstation that 
serves both a~ 

• 	access Into SSA's program, management and 
administrative data bases and systems; and 

• 
• 	a self-contained data proc'essing unit, capable of 

periOfming calculations, word-processing, 
graphics. document: stornge and retrieval, etc. as 
appropriate. . 

Reductions in the cost and stae of'informailon 
technology have permitted the widespread distribution 
of SSA data processing. storage and retrieval" 
functions. 	 ' 

~mplementatlon of the systems plans of the 1900s 
was completed in the early 1990s. As a result, SSA is 
in a modem technological environment Rapid and 
dramatic technological changes f'l1ake available vast. 
efficient and effective opportunities for hOw work is 
done, Where it can be done, and who can do If: All 
operational offices are equipped with lineractrve . 
terminals abie to aCcess Virtually all Of $SA's 
admmistrative al"KJ program files. 

Many functions are supported by artifICial 
intelligence and expert systems. SSA facilities have 
computer~based training materials and program. 
lnstructions as wei as scannersJlmagers capable of 
reading typed Of handwritten documents, translating 
them into computer usable form. and electronically 
sel"KJing them anywhere for stomge, facs!mi1e 
reproduclion or vlewing on a computer terminal 
screen. The processes of making Agency policy and 
issuing regulations are 'also supportoo by artificial 
inteiligence systems which apply expert logic to facts 
and alternatives. 

All data bases are fully online and can even be 

accessed directly by th~ public., when appropriate. 

Paperless processing is the norm, All pertinent 

evidence is Jmaged and stored electronlcal1y. 


Actions initiated by a customer ~ communicated 
to SSA by whatever means the customer chooses. 
This is also true of the response.. The communication 
can be through SSA vok;e interactive terminals. 
personaf compUters. telephone or mail. All records· 
are maintained in electronic fonn with paper files 
being virtually non.-existent. 

All documents obtained after 1990 that require 

retention have been stored in electronic form. Paper 

flies. claims toiders and the need IOf cavem storage 

are all gone. 


Olstributoo data processing and data storage are a 
reality, The processing and storage of SSA's data 
have been widely distributed to the lowest cost ' 
effect~ levei. in $OlTlC cases to tite individUat 
workstation. Computt;M" matches occur routinety with 
aU State and FederaJ data bases as wetl as some 
private data banks. 

The ability of each SSA computer system to 
communicate directly with other computer systems· 

- inside SSA arid with other Fedcral, State. and some 
private systems has permitted immediate response to 
claimants, other inquirers arid SSA support personnel 
across the country, SSA has created a unit 
respoosibie for interagency systems coordination to 
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lacmtate the numerous dara exchanges so critical to 
SSA's mission. 

OffIce automation has become a reality at fNery 

SSA faCility. Workstations are equipped with 
sfatfH)f-thtHI:rt information processing and 
communicat!oo toofs. 

PJI SSA workstations across the. country, Including 
Portable terminals, are connected by an electronic 
network which allows sharing of documents. drafts, 
memOs, etc. In its search for maximum automaUon, 
the agency has begun installation of "dictation·to
prinr' word processors whIch convert the spoken 
word to type, eliminating the need to enter documents 
by typing o.n a keyboatd. 

Needed systems changes can now be effected 
~easi!y, as a layered systems architecture has been 
lmplemented, SSA systems evoiution and upgrades 
are now routine. 

SecUrity po*!cie5 and access safeguards are in 
place. Attempts to viofate these mechanisms are 
carefully monitored and investigated and sny 
necessary corrective action Is taken promptly.

N. 

Organization 
As the Agency outomated its program processes 

and moved from a technIcal workforce to a 
information processing workforce. the increased use 
of communcitions and data processing technology 
changed the management structure or the Agency. 
Fewer management layers. exist in today's 
organization than in that of lhe 1980s. 

Woridoad processing centers perfOnTl a variety of 
operational actiYities best done in centralized 
locations e.g., large workloads which are cyclical I" 
nature or require manuallnteraclion with the 
automated data processing systems. SSA now has 
the capacity to transfer wortdoads electronically 
between processing centers and other locations, The 
increased use of teleservice and the concentration 01 
service demand it produces, now allows eeooomies of 

• 	 scale which promote the delivery of services which 
are not feasible in a district oflice setting due to low 
demand Incidence. such as multilingual service. 

The- experiments in innovative procurement 
techniqt,reS which were condUCfed during the 1990s 
were, for the most part. successful and have now 
become standard procedures. As a result. most 
procurements of facilities or equipment with a 

~. predictable life cycJe ~re conducted through 

long-term resuppjy contracts, This has routinized 
needed upgrading and maintenance. ' 

A promising fesuit of these experiments Is the 
Institute for the Development of SocIal seCurity 
Service Systems. Born Old. of the trauma;of 
ImpCementing large scale systems modernization 
efforts jn the 80s and 90s, this institute is an 
independent. non-proffl research aild development 
organization with SSA as Its only client. It has a fang 
term contract to meet SSA's needs: for testing. 
developing and adapting new technotogy to SSA 
business ptocesses. Because it is "outside" the 
federal government boundaries, it can procure 
~ tajent, facDfties and technology far more 
flexibly than SSA can intemany. This institute.. 
patterned after the Mitre Corporation, has been the 
single most ~ force behind the eliminatjon of 
the technology gap between SSA and simifur private 
service providers. 

As the management structure changed, 
management role$ had tOo shift 8Yiay frOom the 
traditional eontrolling of work: to facUitating the How of 


, Informarion. Since members of an organizational unit 

may be geographically separated from each other or 

work at different times, the manager's primary 
responsibility Is to racilitate Interaction within the 
group. 8<panded authority has been delegated fo 
lower fiekj management kNels throughout SSA. 

The SSA workplace is dlfferen.t from that of the 
1980s. Management has diligently attended to the 
"human ooeds~ of employees. there is increased 
emphasis on open communication between 
management and employees. Creativity. Innovation 
and risk taking are en~ged" Aexibility is provided 
through alternative work hours and increased 
opportunity for part-time employmem. AU offices are 
modem, comfortable, pleasant places 10 work. 
Physical fitness programs are in place; some facll.lti~s 
are oooite, but in many locations, special 
memberships are provided to SSA employees. 

There are computer terminals at most empioyees' 
worksites. The development and delivery of both 
training materials and program instructions are futly 
computet supported and can simUlate interaction with 
the operations sytems so trainees and other 
employees can learn from "live" cases. 

In headquarters, and the field, technology has 
altered Ihe way most jobs are performed. Because of 
the streamlined workflow. many positions have been 
revised. Trus has been a necessary, ongoing process 
as speciallzed functions diminished during the last 
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decade. Broader-scope positions requiring greater 
skills are being developed continually. Personnel 
movement between and among headquarters and 
Heki components is encouraged and supported by the 
AgenCy. A proper OOI~l1Ce is maintained between 
headquarters and regional staffing levets and field 
siaffing levels. 

Since techndogic:al changes, and to a lesser 
degree. program changes have resulted in significant 

redeployment 01 employees, $SA has strengthened 
and expanded its training aoo retraining progl'<lms at 
afllevels of the organization. New managemlin1 
techniques, knowledge, $kills, and abilities are 
needed, management development pfoQrams-playa 
significantly more critical role in the training and ' 
selection of nevi mar:-agers. .' 

The Agency is ready for the twenty.first century. 
The future is here. 
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4 Strategic 
Recommendations 

This section lists: 29 recomrm,mdations: 3 
suggestions for j.Xogram simplification, 9 initiatives for 
service improvefnl::nt, 10 >lMlhancements to the way we 
use technology and 7 proposals In the areas of 
organization and human resources. These 
rec~endatioos form the core of tM SSA Strategi9 
Plan. 

Abrief rationale is provided for each 
recommendation. Most of the recommendations are 
independent nctMties which can be acted on or 
started without relylng on the others. Some require 
that others be accomplished first Together, they 
make up a pian of action for the future. ' 

Programs 

. 1. Facilitate Enumeration 

SSA should work with all States and Jurisdictions to 

promote voluntary enumeration at birth as an opt!onal 

(to the parent) byproduct oJ obtaining a birth 

certifICate,' This could be achieved if States agreed to 

include a request ·~or it Social Security number (SSN) 

on their birth certificate applications, and to 

periodicalty report to SSA, using electronic media, the 

necessary ident!fylog information to issue an SSN. 

The SSN and a Social Security card would be 

forwarded to lhe address of the parents. The number 

would be shared with the State's Bureau of VIta! 

Statistics.. This recommendation can be implemented 

by expanding the present enumeration at birth P"?t to 

a standard SSA program" 


indMduals who are not enumerated at birth could 

obtain an SSN thr::)Ugh the present method, 


Aliens entering che United Slates for purp~$es 
requiring issuance of an SSN should be enumerated 
as a byproduct of their initial processing through the 
Immigration and Naturalization Service, This can be . 
achieved by SSA's establishing an agreement with the 
If'.;IS simlar to the one with the States. 

Between now and 2000, SSA's public information in 
those States that have agreed to the enumeration at . 
birth process shoukJ routinely suggest that the SSN 
be obtained at birth-

Rationale -White the process for obtaining an SSN 
has changed over the years, the enumeration policy 
essentially has been that people may obtaln an SSN 
when theyde:sire to do so. Since the 19705. however, 
varioUs iegislatton has required that SSNs be 
obtained, in some cases at an early age. An SSN is 
now required to establish a bank account which may 
have potential tax liability, and SSNs are mandatory 
for children over the age of 5 if parents claim them as 
dependents on tax ret\.IfTIS. 

Requesting an SSN requires completion of a 
mulU-p.aged appllcatkm, proof or age and/or identity 
a.nd is normally done through a visit to a Social 
Security office. 

The great majority of parents woUld likely firxj. 
enumeration at birth convenient and e1flCient Legal 
immigrants woutd also benefit from receiving 
necessary documentation without multiple contacts 
with several government offices .. SSA wou1d improve 
the efficiency and accuracy of its processes. and the 
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States would welcome the added availability of 
information on their records. 

It is expecte<f lhat by the Vear 2000, SSA will be 
. issuing four mUllan SSN's annually to. children under 
the age of fIVe and legal immigrants. It Is estimated 
that at least three quarters of these SSN's could be 
Issued through the proposed mechanism at an annual 
savings to the SSA operating budget of 20.5 mi1rJon 
1987 dollars. 

.2. Eliminate the Earnings Tes! 
. The annual earnings test should be eliminated for , 

beneflclaries over full retirement age. Benefits shoul'd 
only be recomputed to include the effect of earnings 
until full retirement age or until filing, whichever occurs 
tater. 

8y the Year 200Q. a delayed retirement credit of B 
percent of the beMl'II amount at full rctrremerJ age 
should be awarded tor each year beyond that age that 
benefits are postponed. 

Rationale-From the inception ofJhe program, ' 

benefidaries have had to restrict their earnings to 

obtain the maxiITlLm amount of benefits. If a 

beneficiary earns in excess of a certain amount, 

benefits are reducect Throughout the years, the 

formula and policy have been changed to permit 

higher earnings, but the deterrent to work has 

remained. 


As labor force growth slpws to a halt over (he next 
two decades, increasing tabor shortages wHl make 
continued work b~f okfer. experienced Americans not 
only desirable but needed. Eliminating the retirement 
test would provldE~ a powerlullncentive to older 
workers to continue employment pa~ the normal 
retirement age. 

Delayed retirement would be further encouraged by 
an iDcrease from 3% to 8% in the delayed retirement 
ctedit for e",ch year benefits are delayed past full 
~etitement age, 

Two other benefits would be derived from these 
changes. First, the FICA taxes associated with the 
workers' added earnings would provide added 
support to the Trust funds. Second, the.biggest 
cause of payment errors ~ the retirement tesr- would· 
be substantialfy reduced due to the eiimination of that 
provision for those of full retirement age., as would the 
labor Intensive workJoad due to its administration. 

3; Simplify Beneli! Compulations 
Computation of benefits for all entitlement situatlons 

should be simplified so that they are simpter to do and 
more understandable to the public, The number of 
alternative ways of computing benefrts should be 
reduced to less than ten and, Ideally, to no more than 
fwe. Reduction factors for all benefrts should be 
uniform. 

· .Rationale-Computation of benefits for workers., 
dependents and survivors are based. on multiple 
formulas which have grown increasingly complex over 
rhe years as they were adjusted to accommodate an 
ever increasing number of specific circumstances, 
These computations are difficult to explain oraUy and 
nearly impossible to explain in a written notice. As a 
result manY benefICiaries harbor doubts about the 
accuracy of their benefits, Recomputations are a 
labor·intensive. annual process when subsequent 
earnings increase the benefrt amounts of the WOtker 
and any dependents. 

'. Replacing the 78 computation formulas that exist 
today w'hh a simpler set of standardiZed formulas 
covering a.1I situations would streamline 
paymentlbenefrt levels. assure a contInuing 
relationship to purchasing power, and make it 
possible to provide a simpje, understandable 
explanation to the beneficiary. The formulas would be 
easily automated, maintained with consistency and 
significantly reduce the amount of lechnical 
knO'Nled-ge employees most maintain to property 
serve the public. 

Service Delivery 

I. Expand TI,lephone Service 
SSA should move forcefully to make teieservice the 

predominant mode of service long before the Year 
.2000. This induces establishing the necessary 
physical fac!llties" communications and data 
processIng systems, organizational strudure and, 
training 'progra'ms to provide 24~hour. 365 day a year 

salVice, Access to the service should be through a 

single nationwide toll free number that is easy to 


· obtain and remember. 

There should be no transactions that could not be 
· at least initiated by a telephone calt SSA should be 
able to handle at least 90% of all transactfot1s through 
teieselVice. Even. when face-to+face contact is 
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I 
needed or desired by the customer. an appointment 
for a visit to the nearest offtce should be made by 
phone. 

In impiementing this recommendation SSA shouki 
take advantage of aU appropriate technologicaJ 
advances such as interactive voice messaging, expert 
systems, voIce synthesis. etc., which can make it 
possible to deliver a high level of smvfce to the 
telephone customer with reduced need for em~oyee 
jntervention. 

Rationale-A SLINey released by the HHS 
Inspector General in September of 1987 found that 
60% of $SA customers would preter to tranSact Soclal 
Security buSiness over the phone rather than through 
a visit toa distnct offICe. To the SSA customer of the 
Year 2000. it will se>~m an imposition to have to visit a 
goverrunenl offICe to do business like that provided 
via telephone by commercial !Seryice providers. 

Expanding telephone sennce woukf posiUoo SSA 
to meet this changing el<pectation by allowing 31 to 
47 miilion SSA customers (at the 52: mulion expected 
to transact business with 3SA in the Year 2000) to do 
their business by phone. This wood save the public 
millions of hours of lravel time annually. 

Further rationale :'or pursuing thfs recommendation 
is the great potential for efficiencies and service 
innovations made a\l'aiJable by the economies of scale 
inherent in teleservio:::e. 

Once SSA makes the investment In facilities aod 
equipment required io provide high quality telephone 
service during coast·to-coast working hours {12 hours 
a day}, little additional investment is required to 
provide 24 hour serlice. If experience with Ihe service 
indicates sufficient demand for staffed telephone 
service at night, that demand can be met wfth an 
appropriately sized night staff. ., 

2. 	 Pursue Self·Service 
Stations Option 

SSA should estaCJish 1h(1necessary data 
processing and communications capability to give 
SSA the option, by the Year 2000, to insfaU self service 
stations in the district offICes. personnel offices of 
large employers afld, through access to commercial 
ATM networks, in high traffic public places such as 
shopping centers. These stations shouk1 make usa of 
ATM techootogy to provide the public a simple. 
easy-to-use alternative fOf obtaining information and 
conducting most transactions with 8SA wtthout the 
need tor a personal interview. These stations should 

be equipped. if technology allows iI. with two-way 
video connections to SSA teleservice centers. 

Rationale-The SSA customer of the Yfi*J.r 2000 will 
~ used to and expect the convenience of doing' 
business 1n ways other than face-to-face. Telephone 
and home video shopping wm be common, Banking 
through automated teller machines will have been 
r~utlne to a majority of the population for over a 
decade. Large commercial networks of A 'fMs are 
expected 10 be established during the 1990s through 
which the public wili be able to access multiple 
servlces, SSA coold provide access to its services 
through those networns, since customers will expect 
to transact business with SSA in the same convenient 
ways they do with other servlce industries. . 

Im~ementation 01 this recommendation will 
support SSA's efforts to sustain its tradition 01 
providing a high qual1ty of service. It will also enhance 
the efftcfency and efficacy or SSA processes. 

3. 	 Educate the PubliC 
SSA should establish a strong and ongoing 

information dissemination program to promote the 
public's understanding and confidence in Social 
Security, especially In terms of Trust Fund fiscaJ 
soundness, As part of this education program, S$A 
should increase and improve the information provkled , 
to the public concerning the nature of the program 
and its benefits. ' 

Rationale-Many younger workers believe that 
when they become eliglble to retire, the Social 
Security Trust Funds wil not be able to provide them 
with the benefots they have ""med. Further. the public 
IS generaDy unaware of the protection provided for the 
WO¥kct and"the famtiy in the event of disaba1ty or 
death. The tack of understanding of the SSA prOgram, 
the purpose of its benefits ancnts fiscal soundness . 
needs to be corrected smce It undermines the 
1ong-term effectiveness of the progmm. 

4. 	 Provide Periodic Benefit Estimates 
SSA shoUld begfn a major Initiative to automatically 

. provide earnings Informalioo to workers over 25 years 
old every three years. Each SSN holder shoukl 
receive a dear notice showing total eamings for each 

. year. the' names of all employers, an eslmate of 
retirement benefds. at normal retirement age, a 
statement of benefits the worker (or family) is entitled 
to as of the date of the. notice., in case of death or 
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d!sabiity. or the number of additlonal quarters needed 
to be insured. 

A three Y<"l' period should be allowed 10 request 
correction of any errors. after which the record cannot 

. be changed. Subsequent notices wouki include all 
earnings information but error oorrection would apply 
ooly to the last three years at eamlngs. 

RaUonate~ Implementation of this Initiative wotJld 
provide an effective process for ensuring the accuracy 
of earnings recOros. stnce workers would be aware of 
deficiencies in their record within three years of the . 
,mistake occurring. Such efTOfS would be far easier to 
correct than error:. discovered when filing for 
retirement benefits. after a lifetime of WOrkrng. 

In additlOn, [he periodic avaiability of complete, 
limely and accurate wage and benef1t information 
,would be of assistance to the public in financial 
pfanning. It would also increase pubtic awareness of 
the value of the program, partlcutarty for younger 
workers. 

5. 	 Simplify Appeals Process 

SSA should streamline' the appeals process by 


reducing tl!e presl~nt multipie appeallevets. SSA 

should also explore the designation of one federat 

court which would provide a single appel!ate level 

outside SSA short 01 tnc Supreme Court 


S'SA should pursue the estabUshmenl of two-way . 
video facilities. and the necessary supporting 
communication Uliities, for Ihe conduct of location
independent appeal hearings .. This includes the 
oohancemern of electronic dara acquisition, storage, 

. retrieval and transmission systems to make ~ 
complete appeal lecOrd readiy available to hearing 
officials anywhere in the country. 

. RatlonaJe~The exIsting administrative appeals 
process has multiple steps. It invoNes a papal' 

reconsideration fdlowed by a face-to-face hearing 
before an administrative law judge and then a review 
by the Appeals CounCil From there, any case can be 
appealed through the various Federal court levels. 
The customer is hustrated by the complexity and 
length of the process. SSA is frustrated by its 
cumbersome nature and the system's Inherent 
propensity t~ uneven results. 

The recommended changes would reduce the 
length of the ap~ process by as much as two thirds 
of the present a~rage completion time. It would also 

enhance the quality and consistency of the d~lsions 
~ produces, 

Two-way video facilities and electronic storage and 
retrievaf would provide claimants with greatly 
enhanced accesslbUIly 10 hearing officials, It would 
also allow locating hearing offICials in centralJzed 
locations, promoting economies of scaie and the 

. avafiabBlty of appeal services (such as b~ingual 
hearing offICials) not possii>Je under a more dispersed 
configuration. 

6. Expand Automated Data Exchange 
SSA should proceed, as quicKly as possibie, to 

establish new and updated agreements with federal, 
State. local and private organizations, for ~ 
elec1ronic exchange of data required to substantiate . 
customers' statements. and to verify compliance with 
progmm requirements, This indudes information 
such as birth. death and marriage records. state 
benefit payments, etc.. As a critical part of this effort. 
SSA s.hould work with the States to esta~ish data' 
formatting. storage and transmIssion standards as 
well as the ADP facilities necesSary to accomplish the 
exchange of data between SSA and State systems. 
The final burden of proof in cases where electronic 
data matches are not successful or possible shoutd 
remain with the customer. Implementation of this 
recommendation may require establishing an SSA 
component respoosi~ for interagency systems 
COOldmatiorl:. . 

Rationale-SSA policy and operational procedures 
presently require paper documentafion 10 establish 
eligibility. Claimants are'requlred to bring or send 
needed proofs to the $SA office. roday, the retention • 
retrieval and votume of SM's paper mes are 
significant cost items. Advances in technology make 
possible the electronic acquisition and storage of the 
required infonn~ in a much more eff.cient, rapid 
and reliable manner without, in many cases, customer 
Intervention. 

SeMce to the pubJic would be enhanced by 

reducing the need for CUSlomers to obtain, pay for, 

bring to the 8SA offIce. and risk' losing documents 


, needed to substantiate claims. Thesa documents are, 
for the most part, paper certification that the 
information they contain resides In organizational files 

. which can be accessed electronically. 

Implementation of this recommendation is a 
prerequisite to implemenling other recommendations 
of this strategfc plan such as automatic entitlement at 
IlQITnaI retirement age, 
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. Additional benefitS accrue to the Agency through' 
the elimination of huge paper files and the costs of 
storing and managing them. Benefits woukt afso 
accrue from speedier, more reliabie processes for the 
enfOfcement of program requirements. 

7. 	 Reduce Earnings 

Reporting RequlremomlS 


SSA should explore the possibility of replacing the 
existing elT!ployers' wage reportmg requirements with 
agreements by which the states would share with 
SSA, through electronic media. the wage data 
reported by employers for unemployment insurance 
and program purposes... 

Rationale -lm~ementation of this 

recommend~onwould eliminate a major reporting 

burden for employers. 11 would also enhance the 

timeliness and 'accuracy of wage data used by SSA, 

and may reduce sOmewhat the nUmOOf of wage 

d!scre~ncles that must be resolved annually. By 

replacing 100,000 magnetic media and 6.5 million 

paper wage reports (in 1986} with 57 electronic 

reports: from the Stales and other jurisdIctions, SSA 

would greatly reduce the annual wage posting 

workload. 


8:· Provide Automatic 

Notification of Entitlement 


SSA should establish a process of automatic . 
notification of benefits at full retirement age, Three 
months before attainment of fuD retirement age (as 
defined by law), if a Soolal Security number holder IS 
alive and .not already receMng retirement benefits.. 

. SSA would notify the woiker of entitlement and the 
estimated benefits based on posted earnings 
information (3 summary of which woUld be included in 
the notice). The worker would have the option to 
'begin or delay benefit payments. If the worker opts to 
begin benefitS, and assuming there is no earnings 
discrepancy, signing and returning ,he natlee to SSA 
woukf suffice to !nltiate payment on' the appropriate 
date. 

It the worker decides 10 delay benefits. only 

Medicare en'rollment would take p!ace-~ The worker 


woukt contact SSA when he subsequently wants 
~Iy benefits to begirt 

Rationale-At present, claimants musl visit or 
telephone SSA to file for benefits. Paper;proofs are 
brought or sent to the office. In some cases, multiple 
trips to ~he office are necessary, Most, ff not an the 
information to verify whether a wot1<er'is alive and 
enlitled to benefits, compute the' beriefrt amount and 
irntiate payment is already avaOabie in SSA and other 
federaS and State fifes. Th1sinforrnation is accessibie 
through electronic means, making the submittal of 
proofs and the existing daims tiling process not only 
unnewssary, bUt inefficient as weU. ' ' 

Implementing this recommendation woutd 'allow 
SSA to maintain the number of claims filed (rather 
than automatic.any notified) at about the 1987 level in 

. 'spite Of an expected Increase of one million new ' 
claims a year by 2OQO. 

9. 	 Expand payment Via Electronic 

Funds Transfer (EFt) 


SSA, in concert with the Treasury Department, 
should encourage EFT as the standard benefit 
payment method, Sy the Year 2000 EFT should be 
the automatic method of payment unless the 
beneficiary requests otherWise. SSA and the Treasury 
Department should also contract with banks so that 
beneficiaries who do not have a bank account can 
withdraw their monthly benefit paYment trorn the 

, banks' tener s.nachines using SSA·issued bank cards. 

Rationale-Payment by electronic fund transfer to 
an individual bank account has been possibJe since 
the 1910s.. While SSA has neither encouraged nor 
discouraged this option. about 4 out of every 10 
benefit payments are presently made through EFT 
and this fraction is increasing about two percent per 
year, The Treasury Ocpartment is Increasingly 
encouraging EFf payments since they resuh in 
substantial administrative cost savings. 

Convefslon to EFr as the predominant form of 
pa~f:mlwould significantly increase the security of 
payment to each beneficiary. It would also improve 
the efficiency of SSA prOCesses. 
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Technology 

'1. 	 Modernize Information Architecture 
SSA should implement a'broad·based information 

, architecture to permit attainment of operationai 
objectives while accommodating new requirements 
and technology quickly and efficiently. Key attributes 
of the needed architecture are: 

• 	a brood ConCLopt of data needs encompassing all 
of the Agency's processes. not just the 
programmatic ones. ' , 

• consideration of the most cost-effective means 
for storing. retrieving and transmitting each type 
of information SSA needs, 10 the context of how 
that information is used and processed. 

• independence of its major components or layers 
· 	 such as physical (storage, processing and 

communication) infrastructure. data, 
programmatic algorithms, customer/user 
interface, worxload oontrol and management 
information. 

• 	a set of rules governing the interactions between 
various components of the system, e.g•• between 
program processes and management processes. 

.. distribution of data storage and processir-g to the 
lowest levels in the orgaoizatlon at which they 
can be ~rtormed cost-effecUv<liy. 

Rationate - Tne saNiee improvements and 
processing efficiencies that technology is expected to 
make possible are predicated on the existence of an 
operating information architecture signifICantly 
different from SSA's present one. A change to an 
arehiteeture with the proposed attributes would not 
only allow attainment of these efficiencies and service 
improvements, but woufd position SSA to swiftly 
respond to legisfativ€ changes and easily upgrade its 
systems as data processioglcommunications 
technology evofves. 

2. 	 Establish An Electronic 
Workstation Network 

SSA shou!d implement an integrated electronic 
network to serve all of the Ageneys programmatic, 
management information and office automation 
needs. with·aU appropriate clerical, technical, 
professionID and managerial employees being 

assigned a doolcated workstation. This workstation 
shotdd provide a direct, online link with SSA's 
program and administrative lnformar,ion aOd _. 
communication systems. Jt should also provide ' 
capabUilies lor processing aU informatlqn that the 
employee is authorized to deal with. The integrated 
network should ruso provide for communications to 
and from the workstation (e.g.,using electronic mall, 
documentJ!mage transfer, and yoice messaging), 
among all appropriate SSA employees and 
designated employees in other organi~ations. 

Ratlona~-Tile productMty, quality of work, and 
work environment of most SSA empk)yces can be 
significantty enhancoo through the use of existing 
office automation, communications ahd data 
processing tool's, $lore most employees need to use 
more than one of these types of tools (process a 
claim, type and send a memo, store and analyze data) 
separate systems and communication networks to 
seMce each of these needs would negate the 
efficiencies to be galned by using the tools. SSA 
employees should be able to can up 'on their 
workstation whatever tool is needed at the moment, 
rather than using different terminals for"different 
Junctions. 

The availability of an integrated 
ADP/communication network would also enhance 
SSA's ability to shift workfoad processlng from 
locations with backlogs to locations where staff is 
underutilized. 

3. 	 Convert to ElectroniC Siorage 
and Retrieval of Documents 

By the Year 2000 SSA should store no more data or 
documents in paper form. All data, Including 
character-based and graphic/image data should be 
maintained In machine-readable form on opticall 
magnetic disk or other electronic storage systems, 
These data should be Yiewable or printed at employee 
workstations. Conversion at existing ~per-based 
storage systems should follow four steps: 

~ Impiement. at the earliest possibie opportunity, 
an electronic slorag~ and retrieval capability, 

• Slare new documents electroni~Uy_ 
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• 	COnvert existing doculT'Ients to electronic storage 
· 	 only where iustifled py sel'Vice and cost 

considerations. 

• Eliminale remai~ng paper files gradually as 
retention periods expire. 

Rationale- Cfalms information, Social Security 
number records and administrative Information are 
presently maintained In folders and paper form. Only 
the Master 8eneflclmy Record and Supplemental 
Security Rccord are preserved in electroniC fomt All 
other information systems have paper Of microfilm 
files as lheir backup and each claim for benefrts has a 
paper fokler, 

The cost o' electronic processing, storage and 
retrieval of information would be dramatically reduced 
compared to manual, hard-copy information storage 
and refrieval processes. The 39 minion active folders 
presently occupy 660,000 square feet of storage 
space and require {10m t to 7 working days to 
retrieve. By contrast, electronic storage of the same 
documenls would require some 5,000 square feet of 
space and would allow aCc~ of any document from 
any electronic workstation within 30 seconds. ' 

4. 	 Automate Instruction 

and Training System 


SSA shourd support alI training and program 
instructions activities with a comprehensive electronic 
netwolic linked 10 data bases accessible through any 
of the Agency's autclmate<l wOIkstatioos. These data 
bases shoul'd contain training and instructional 
materials easily accHssoo by lrainees and employees 
throughout SSA 

The system shoufd elecrroofcally develop, transmit, 
maintain, evafuate and manage instructional material 
(both training lessons and operational instructions) in 
a variety of formats and media. 

Rationale - SSA is presently experimenting with 
compu[er~based training (CBT) and satellite 
transmitted training. Most CST material Is being used 
in the training of managers and staff across the 
country in the SVS;terns modemlzatlotl effort The 

'. sateUite.transmftted material is for information and 
general purpose presentations broadcast to 17 
receiving sites. 

Over the next decade, the volume of training and 
instructional changes required by Agency transitfon 
wU! require a fast. efticient, automatoo instructional 

system, Most paper-based Instructlo~ material 
which presently is typed, printed, warehoused, 
ordered, selected, boxed and shipped to operational 
sites In time frames measured in days and weeks 
could be made available to employees and tiainees in 
minutes or hours, 	 ,. 

The creation of this eleclronlc network would 
provide easy access to ujXiated material, shorten 
training time, allow employees some degree of control 
0IIef the pace of leaming, and allow f(ianagement to 
evaluate and analyze traming activities in a timely 
manner. 

5. 	 Automate Managemenllnformation 
$SA should, as a byproduct, of modernizing its 

processes, automa1e most of the information 
collection and proceSsIng ne<::essary to support the 
management and analysis of SSA's processes, All of 
SSA's program applications should be designed to 
take advantage of this dewlopment ~anagement 
information. should be automatically genemted and 
made avaiable through the manager's workstation 
rather than on paper reports, 

Rationale-Presently, some management 
, information Is derived from the' claims proccsslrJg 
systems.. However, much of the information 
necessary tor budget and resource planning is 
obtained through manuaf stroke tallies and sampllog 
techniques, This information is usuaHy transmitted t~ 
central office and distributed In paper fonn. 

The automatic creation d management IntormaUon 
will dramatically irnpr~ both the accuracy and' , 
timeliness of SSA's management information,' 

6. 	 Automate Audit Data 
Because all of SSA's significant functions will be 

supplemented or suppCanted by modem and efficient 
computer systems, moSt of the information necessary 
to audit SSA's processes should be captured 
automatically by the processes themselves, Stringent 
and effective security measures must be installed to 
Insure the integrity of the automated audit systems. 

Rationale-To the extent thaI data is captured 
automatically by the computer systems that perform 
SSA's functions, audits of these functions would be at 
once more accurate and less expensive than those 
performed today. The public woufd be seNe<! by a 
more accurati! product. ' 
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7, 	 Explore Expert Systems 
$SA shouk'i pursue- the energetic exploration of 

expert systems technology to support a broad 
spectrum of programmatic and administmtive 
processes. 

Rationale -Over the next several years, most of 
SSA's program and administrative processes wl1l be 
substantially impo)ved by using automated systems. 
The great majorit),· of all daims. postentltJement, 
enumeration and earnIngs records maTntenance 
functions wil be completely automated. 

By adding the use of "expert systems." which 
embocty the thought processes of human experts. 
even reistiveiy difficult processes. e.g., disability 
determinations, could be assisted by computem. In 
simpler cases decision makers would only be required 
to BUihendcate the adjudication proposed by the 
computer, and develop only those cases that exceed 
the capabilities of the expert systems. 

Too publTc would receive more equitable treatment 
because"SSA would be able to make more consistent 
and timely decisions. 

In addition. the expert systems would leave an audit 
trail showing how the decisiOn was reached, 
something otIen not available with a human decision. 

8. 	 Explore Smart Cards 
SSA should explore the feasibility and desiiabrilty of 

issuing new or replacement Social S~urity cards 
which Incorporate a form of positive personal 
idenlifkation (e.g., fingerprints) in machine readable 

. form. In addition, these cards coufd contain 
microprocessors and substantial el~lronlc data 

.stomge- capabnity. Because of their ulnteltigence". 
these cards eoUid seNe a variety of purposes in 
addition to ttteir primary purpose Of personal 
ldentification tor the card·hok1er, Among applications 
that could be supported by these cards are: 

• Electronic funds transfer 

• Recording medica! records and health status 

'. • Record keeping ior income tax purposes . 

• Recording Medicare/Mooicaid insurance status 
(e:g., status of deduc1ibles. ccrpay, etc,) 

• Recording work hi.Slory and earnings records 
status 

• Social Security benefrt comptrtatiOfls 

R'tionale- The incorpornlfon in a smart card of a 
unique and secure persooalldentifier COuld-lmp~ove 
the utHity to the public of the Socia!: Secu'rity.card and 
customer data storage and retrieval may' be facilitated. 

9, 	 Establish an Institute 

lor the Development of 

Social Security Service Systems 


SSA should establish an lnstitute for 1he 
Development 01' Social Security Service Systems. 
This should be an Independent. non·proUt, research 
and dewllopment organizattoo with SSA as Its only 
diem. It should have a long-term contract to meet 
$SA's needs for testing, developing: and adapting 
new technology to SSA business processes. The 
Tnstllute shoutd also serve as a primary iminlng 
source for those people who must use and implement 
SSA's advanced technologies. 

Rationale-Because the prop!)SCO institute Is 
"outside" the federru government'boundaries, it can 
procure needed talent, fac1Iities, and technology far 
more flexibly than SSA can. This agency can be 
paHemed after the Mitre Corporation. Because 01 its 
ability to rapKi!y respond to technology changes. this 
Institute should help us stay current with the iatest 
technology, thereby enabling us to improve service 10 
our customers and reduce our administrative costs. 

10. Complete the Modemization Effort by 
1990 

$SA should insure that the major obiectives of the 
'1982 Systems Modernization Plan (SMP) are achieved 
by t991 This includes the objectives to modernize 
SSA's programmatic software. data bases, 
te!ecommunicatlons. and caPaCity. SSA has had 
significant success In meeting the 
telecommunications and capa:dty objectives of the 
SMP. However, accelerated work will be needed in 
the sottware and data base areas to implement this 
recommendation. 

Rationale-Completion of these maior objectives 
. wnl permit the Agency to commit significant personnel 

resources and energies to the improvements set forth 
. in this Strategic Plan. These initiatives dearly require 

SSA's continued direction toward state-of·the-art 
capability in the responsible use of technology, as it 
improves service deJi'Vety to meet society' $ 

expectations throughout the next decade and beyond. 
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Organization and Human Resources 


1. 	 Promote ,a Positive Work 
Environment 

SSA will promote a work environment designed to 
encourage and assist employees to become well 
trained and high·y motivated. with Improved career 
opportunities. Although implementation of the 
initiatives contained In the Strategic Plan may well 
result in changed or diminished workforce 
requirernenls. SSA will continue its commitment to 
managing staffing Imbalances through normal attrition 
and thoughlfol rodepl~.nt. The Plan'. iniIiatlves 
wW result in the need for new skills which will be met 
thlough Intensive. continuing training and retraining 
efforts, and recndtmenl as necessary, 

Rationale-Adoption of this recomrneodation will 
give strong assurance to employees that SSA 
management recognizes their vital contributions to 
past successes and that it intends to make fSVery effort 
to ensure not only that changes in the Agency will 
have rrHnimal short term negative Impact but wID, 1n 
the long term, resuff in a ~ttef work environ,rnent. 

2. 	 Enhance Human Resource 
Management ' 

SSA should establish a process to forecast and deal 
with changes in workforce utilization requirements. 
This process should inclUde the following etements. 

• Thoughtful redeployment to meet staffing 

imbalances.. 


• Commitment to training and retraining. 

• Succession planning for key officials and senror 
managers.

• Replacem~nt of staff losses in cmicai positions. 

• Management development strategies. 

• Organizational design and job struclures. 

• Performance standards. 

• Pay aoo w<.rk incentN&S. 

• Quality of the work environment 

Rationale-Anticipated changes aver the next 12 
years will have signifiCant,consequences fornumao 
reSOUrces management in SSA Implementation 01 
these strategic initiatives wiD require ~reness and 
sensitivity to employee needs. Effective management 
requires continuing recognition that the organization's 
greatest assets are the skills and loyalty of its 
employees, 

3. 	 Intensify Training Efforts 
SSA sholdd aggressively provide its employees with 

the knOWledge, skills and attitudes necessary to meet 
changing customer needs in a work environment 
undergoing rapid lechnoh:lgical change, Ttiliican be 
accomplished through an intensified and expanded 
training effort. The Institute for the Development of 
Social Security Service Systems should be inllolvCd in 
the development of a training system as well as seNe 
as a primary training source for the intensrye efforts 
needed. 

Rationale-The skills and skif! mix required of SSA 
employees in the future are expected to be 
slgnificanUy different from those of todaY, A majolity 
of the SSA workforce of the next 12 years is already 
employed at SSA so the need for new skills for those 
peotje can only be met thrOugh traininQ- . 

4. 	 Modify the Role of Managers 
Over- the next decade, SSA managers will need to 

move away from the traditional management role of 
control', 

To meel the demands of a technological1y altered 
work environment, SSA managers will need to move' 
awa.y from the traditional management role of control: 
to one of facilitating peer-to-peer coordination and 
insuring that information is available when needed. 
Tills change wHi require a major SSA commitment to 
training managers the required skills. 

Rationale-Technology Is alterjng the role of the 
supervisor/manager from management of people to 
management of information. The pace of 
decisiornnaking will accelerate, Under these 

. conditions, staff can not be supervised In the 
traditional sense. Since employees will be in control 
of the part of the process they are responsible for, 
they will need to understand it, and know ho'N to use 
the automated toots available to them. In an 
automated process, the employee shifts from being a 
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, technicIan to being an information processor, Instead 
of a supervisor he needs a facilitator. NeW and. 
different techniques will be essential for managers to 
be effective. 

5. 	 Establish Flexible Position 

Descriptions 


Broad·scope positions and position descriptions 
with broader $klJll11ixes need to be developed to allow 
more flej(ibCity and to .overcome obstacles to 
qualification standards. 

Rationale - T echnotogy is altering the ways in 
which most jobs are performed. S1reamHned work 
flows, an increasing shift from technical to information 
processing jobs, a reduction in specialized (unctions 
ane! the increased use of automation will produce 
majot shifts in the skill mix needed: to operate the 
Agency. 

6. 	 IncreaSe Delegations of Authority 
To improve acoountabHity and responsibilAY 

throughout SSA, some delegations of procurement 
and personnel management authority should be made 
to office managers In both the field and headquarters 
cOl)1ponents.

Rationale-Managers would be far more 

responsible and accountable for performance a·nd 

better able to experiment wilh different ways of 


handling workloads, Productivity and effectiveness in 
components would improve. 

7. 	 Manage Implementation 
. of Strategic Initiatives 

Responsibirtty for management of the integration 
and implementation of the initia1Nes in'this Plan 
should be with the Office of StrategiC Planning (OSP) 
which reports directly to the Commisskmer. 

OSP, in concert with the line orgarl;lzations. should 
develop implementation plans for each initiative. The 
plans would be carried out by the line organi2ations 
which would report slatus, OSP woLdd moniSor 
progress on all Plan initiatives, and would ensure that 
all aspects of the Plan are being impl~ented 
properly and timely, All needed tracking mechanisms, 
including trackIng of the "GAO Management 
Initiatives" should be integrated into the 
Commissioner's Adivrtios fleport and Operations 
Tmcking System (CAROTS). being cautious that 
CAROTS be kept simple and manageable. 

Rationate-Tho strategic initiatives in the Plan 
.represent major changes in the way the Agency 
conducts business. Implementation activities to 
accomplish the goals will number 10 the thousands 
and wnl 'cross organizational lines and S<? must be 
strictly integrated, monitored and comroflOO. ·lhis can 
b~st be done by an, organization outside th~ various 
components and reporting to the Commissioner. 
OSP provides an alr:eady existing vehicle, 
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5 Implementation 
Plan 

Introduction 

This Implementation Plan outlines an ambitious 
program for bringing to fruition the programmatic. 
policy, techociogy and organizational elements of the 
scenario described in Part 3. whHe at the same time 
achieving Improvements in the efficiency of all aspects 
of SSA's operations and processes. 

Certain: activities hilVC been putpoSely omitted from 
the tmplemen1atio~> Plan, activities which SSA will or 
should undertake, I~ither'as a matter of course or as a 
byproduct of .its ongoing efforts to improve- its 
business practices. These activities include: 

• 	 Imp;oving SSA's tactical and operational 
planning and budgeting processes. especially 
wlth respect to aaMties and resources not 
direcUy associated with achieving the strategic 
plan sCenario. 

• 	 Improving SS/\'5 day~to-<:lay management and 
administrative practices and systems. 

• Maintaining and improYing the processes, 
systems and procedures necessary for SSA to 

• 

accomplish its objectlves prior to the 
achievement of "SSA 2000". 

• 	Estabtis~lng improved support systems and 
resources within the: Agency, such as software 
engineering technologies and project control 
systems. 

The Plan is more definite and detailed about the , 
actMties to be undertaken In the near tuture ~.e., 1988 
w 1991} than about those which wm occur later. 
Projects fnttiated in the next two years are described 
down to the major task level. 

Activities beginning between mid~1989 and 
mid~1991 are described at the major project level, 
while those beginning attar the middle of 1991 are 
descnbed at the subprogram leveL This is a 
cOO:Seqlience of the fact that m.at1V of the specific 
aetMtIes can not be tully defined untn alternative 
designs have been identified ahd evaluated fOf certain 
processes, and the preferred design selected, In late 
1991. Detailed planning for the l~enlatjon of 
preferred designs will be accomplished as the designs 
are refined and finalized. 
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".Telephone Service: Increase the portion of $SA 
business CQfducted by phone. including use of voice 
messaglng systems. 

Educate the Public: Establish a Slrong and ongoing 
information program to promote public understanding 
and confidence 1n the social security programs, 

Provide Periodic Benefit Esti~te$: Generate 

statements of earnings to SSA customers. 


Simplify Appeals: Simplify the appeals process, 

TWf::l..Way Video In Appeals; Use of 2~way videa in 
the appeals process. ' 

Automated Data' Exchange: Establish automated 
interfaces with Slate bureaus of vltat statistics, INS, ' 
IRS and other agencies to facilitate the establishment, 
of entitlement 

Electronic Storage and Retrieval of Oocuments: 
Store and retrieve of all ~proofs~ via eI'~ctronlc media, 
eliminating the requirement fur SSA to retain paper 

· documenls, ' 

Reduce Eaming3 RepOt1ing Requirements: Obtain 
quarterly reports of earnings automaticalJy from'the ' 
States, eliminating the need for reporting by mast 
employers. 

Automatic ,Entitlement: Establish an 
· "applicatlon-less" claims process for retirement 
bem:f~5 at normal retirement age, 

· Payment Via Electronic' Funds Transfer: Utilization 
?f EFT bYJleariy all $SA beneficiaries. 

Explore Expert Systems: Increase automated 

support or 3SA functions by the use of "expert 

systems", 


Explore Smart cards; Issuance of a multiple use 

sociaJ security card. 


Improve $SA Management and Work Environment: 
·Streamline SSA's organizaUon and management and 
improve the wort: environment for SSA employees. 

InsUhrte '()( the Development of Social Security 
Service Systems: Establish an independent, 
non-profrt research and development organization to 
address SSA's ~~ed for testing, developing and 
adaptIng new tochnology to SSA business processes, 

The majority of these projects can be compieted bV 
oolaler than earty 1991. some (e,g.. the ExpM . 
Systems Project) will not be compieted untillaler in 
the 1990s. 

Interdependent Activities 

The second category of projects. ~Interdependent 
ActMtic$.~ addresses efforts necessary to bring the 
rema:inder of the recommendations. aU of which are 
closely interretated, to fruition. 

A classical renovation strategy is reflected in this set 
of activities, which are intended to shape an 
lnttigmted, efficient and unified 8SA process subject 
to the constraints establishe<lby the strategic plan 
scenario. . 

These actMties are: 

Se1f·Servicc Stations 

M~ern Infonnation Architecture 

. Electronic Workstation Network 


Automate Jnstroction and Training System 


Automate ManagemenllnformaliOfl 


Automate Audit Data 


Complete the Modernization Effort 


Manage Integration 'and Implementation. 

of Strat~ic tniliatives 

Work on these activities Will proceed in four phases: 

Phase I: Foundation Activities 

This phase consists of the actMties which ate 
prerequisite to the selection of the most cost effective 
of feasibie altemative designs. To determine what 
constitutes the most cost effective design, the' 
Agency's operational requirements must be known 
(le.. what functions the Agency Wants to perform. and 
how well it wants to perform them) and what the 
Agency has as resources with whlch to accomplish 

. these functions. 

Phase I is cfrvided into three major projects, 
intended to systematically address these questions: 



\'nplefMtlWion Plan 

Project 1: An Operallonal Requirements Study 
will specify the qUdntitatiw levels of pertormanC'.o for 
all of SSA's major functions that the ultimate process 
design must satisfy. It wiD ind!.K:Ie the following tasks: 

,Task a: 	 Operationally define the specific maiO( 
functions for ~Ich quantitative and 
qualitative performance standards wlU be 
established. 

Task b: 	 Establish, on a quantitative scale, the 
relative priorities of each of these functions. 

Task c: 	 Predict the capabilities of human/machine 
systems 10 - 15 years in the future, to 
detennil1e the ...,g. or possible/probable 
levels oj performance of each functio~. 

Task d; 	 Determine induslry norms for each of the 
·functions being performed. both at present 
and predicted for the future. (It is expected . 
that SSA's perform.ance standards will make 
$SA above avomge viswa·vis other 
government and commerciaJ Qrganlzations 
perforriUng cOmparable functions.) 

. Task e: Establish the relative value. or "utility". of 
various levels of performance of each 
,function specified 1n (a), above, 

Task f: 	 Based on (b) through (e), above, . 
establishing both "minimum acceptable" and 
"preferred" vafues of performance for each 
SSA function. 

Project 2: Baseline the Social Security 
Administration, which means deloonining, in an 
organized, systematic manner, what SSA has OO'N and 
is: planning to haVI;} in the near futuro. This information 
will be used to; 

• Detetmitte how much of SSA's future 
requlfements can be met with current and near 
future reso·urces.• 

• Determine the costs required to change froro 
SSA's current mode of operation 10 each of 
several alternative processes that wilt be 
Identified and evaluated in subsequent projects. 

• Develop and implemen1 transition plans to carry 
SSA f~om the present to the Year 2000. 

The baselining project will have several distinct 
component tasks, including tasks 10 baseline each of 
the foIlowlng: 

Task a: 	 SSA's resources. Including Pers~nel. 

facilities, equlprnem. systems, funds and 

funding sources, contracts. grants aOd 

other agreements. 


TasK b: 	 SSA's activities and projects. This task witt 
systematically drnineate aU of the Agency's 
programmatic and administrative projects 
and actMties. 

Task c: 	 $SA's plans. The identification, comparison 
and synthesis of all or SSA's Agency"evel 
and componenl-level plans is essential 10 
the evaluation and selection of alternative 
process designs and the development of 

. the preferred approa.ch to the transition 
from the present to Yea~ 2000. 

Task d: 	 Constraints. Ultimately • .taCiors in addition 
to cost, effectiveness. and efficIency will 
have an enormous effect on the design 01 
SSA's process iortt\e Year 2000 and 
beyond. Just as it does now. Coostralnts on 
the design of that process indude such 
things as: preliminary design decisions 
reflected in the scenario'(e.g" 24·hour, 365 
day service); stmctural factOfS: and social 
factors, (e.g., the welfare 01 SSA's current 
and future empioyeesaod customers). To 
the extent that constraints such as these 
can be articufated earty, the task of 
conceptualizing,-defining, and evaluating 
alternative process designs can be 
conducted with greater efficiency and 
Integrity, 

Project 3: Develop a Data Model of SSA. Thfs 
proiect will describe and catalog SSA's fundlonS and 
data, nOd the interrelationships within and between 
them. It Will use stale-of~the-a11 operatIons research 
and structured analysis methodologies. Its reSulls w~1 
be in a form that directly supports process and system 
design. This project has two major phases: . 

. Task a: 	 Develop a data mode! of SSA as it currently 
exists. 

Task b: 	 Modify this model to reflect any anticipated. 
changes in SSA's functions and data 
elements tor the Year 2000 and beyond. 
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Phase II: Specification of Altemative 
Process Designs For Achieving 
Operational Requirements 

This phase consists of the SIX'.cification and . 
evaluation of atterr'ltttive process designs for SSA. It 
will be initiated onl,/ after the requirements. baSetining 
and data modeling projects are near completion. and 
will indude consideration of such things as: 

.. 	How should SSA's data, systems and persoimet 
resources be geographically, organiZationally 
and functionally distributed and configured? 

.. Which of SSA's functions should be contracted 
out and which should be pertOl1'll<d by gSA 
emplo~? . 

• 	What should be the design specifications 'of 
SSA's computer and telecommunication 
tlardwaie and software, (or, alternatively. should . 
$A merely specify functkmal requirements, and 
let qompetitive COfitfacting practices determine . 
the hardware{software/service solutions to SSA's 
mission rnquirements)? 

• 	What system design wilt most cost effectively 
permit SSA to acquire Admin/MI and audit 
information as an aut:omatic byproduct of 
programmatic processes? 

• How can computer-based training best be 
implemented!n SSA's neweovlronment? 

• Which form(s) of electronic media should be 
used fOf the storage & retneval of each class of 
SSA'sds"'? 

.:.• Whicn, it any, of SSA's arnomated systems 
should be excluded from the data-independent 
systems mode!. specified in the strategic plan on 
the basis of life cycle cost and performance 
considerations? 

• 
• What is the most cost effective design approach 
, for achieving a national network for SSA? For 

example, whicn of SSA's telecommuni~ 
requirements can most COSI effectively be met by 
reliance on commercial and government utUities 
and se'rvices (e.g.; frS 2000) in neu of. or to 
supplement. dedicated networks such as the 
Oata Communications Utliry. 

• 	Given the requirement for an Integrated 

Mllprogrammatlc system,' and expected 

advances In systems connectivity hardware and 
software, does the existing blanket requirement 
for IBM plug compatibility" make sense? If not, 
what standards· sh:ouid be Imposed, and how 
should $SA's Information architecture be 
adjusted to accommodate these new standards? 

• 	What are the design details of the automated 
seU-seNice stations specified in the strategic 

. plan? For example: to what extent should these 
be mtJttl...tlngual~ to what extent should they 
lnco~te audio (versus video) as the medium 
for communicating with the user: and whal 
safeguards should be Incorporated to assure 
data acCuracy and security? 

This phase Is divided into three major proiects as 

follows: 


Project 1: Specify Alternative Detailed Designs. 
Several alternative, substantially different. and 
apparenUy feasible, design concepts will be 
developed for each significant level of SSA's pr~, 

For example, at the highest level. two alternative 
concepts could include widely varying technica.l 
approaches 10 the geographic imd functionaJ 
distribution of SSA's data and data proce-ssing:. At a 
lower level, alternatNe concepts could Include; for 
example, the use of commercial communications 
facnities versus a dedica.ted network Lower level 
design afternatives might include the specification of 
voice-interactive self·service terminals versus 
tenninals thaf requ1re "point·aoo-press" input from the 
customer. 

Once: specif~, each of these design concepts will 
be fleshed out, and detailed designs <levefopOO that 
preliminary analysis suggests will resu!t in the highest 
level of cost effectiVeness for the sPecified design 
concept. 

Project 2: Evaluate Alternatives and Select 
Preterred Design. Quantitatrve cost and 

effectiveness models will be developed for each 

design concept and the delalled deSigns evolving 

from them, These models will be exercised 00 data 


"	d~criptive of the design and the environfflent of the 
future (e.gL. workloads, sock:FecollOmic !actors, etc,) 
on a continuing basis. The resutts of lhese modeling 
activities will be fed·back t9 lhe designers, and win 
constitute the basis for ongoing design improvements. 
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Once each design concept has been flOe-tuned to 
achieve the highest predicted levels of cost 
effectiveness, it will be possible 10 select the· preferred 
design concept tor dMopment 

This subprojeGt wm be conducted concurrenlly with 
that described in the previous paragraphs, 

Project 3: Develop Detailed Project Plans. After 
the sefected design concept is further refined to reflect 

. new developments or constraints that lTk~.y have 
arisen subsequent to Ihe anaJ)'sls that led to its 
selection, detail(;j project plans wHl be preparoo by 

, the components responsible for the d!NefopmeOt and 
implementation of thee various aspects of ~ new 
design. These plans will cover all the activity and 
resources that will be required 10 bring the seleCted 
design to fruition These detailed project plans wJ1i be 
inc.0rpOrated Into the- Agency Stratcg~ ptan, 

Phase III: Process/System Development 

Of necessity, the current version or the SSA 
Strategic Plan, cannot be speCific about the activities: 
required for the development of the new process. It 
does convey the thought that the development phase 
must systematlcalJy address all aspects of SSA's 
processes and msources, iOCfuding: 

• Organization 

• Facmtles 

• Equipment 

• S1affing 

• legislation and regulation 

• Training 

• Procurement 

• Security 

• .. AD? & telecommunIcations 
: 

.. Operational and management processes, 

systems and procedures. 


The development phase will indude, bUt is nof 
Ii~ed to, the following major projects:: 

Project 1: DeVelop aU necessary systems ~nd 
procedures and fuHy document them ~n electronic 
lorm), 

Project 2: Establish aU necessary agreements and 
contracts with State and local government agencies. 
e~pioyers, insurance companies, banks. utility 
companies, and other conlractors. 

Project 3: Procure andfor lease the hardware, . 
so~are, faciSities and seMceS required to support 
implemel'l1ation of the design. 

Proje<:t 4: Assure that any existing: contracts and 
Ie.a.st)S'not needed under the new process will be 
lerminaied or allowed to expire at an appropriate time 
and whh minimum disruption to SSA's operations. 

, Project 5: Retrain and recruit staff and managers to 
permit the Agency to operate effectively within the 
context of the new process. 

Project ~ Compfete necessary legislative 
packages and/or regul~tior:s. 

Project 7: Phase out any projects Or aCtivities that' 
are Incoosistent with the implementaUoo schedule of' 
tM new process. 

Project 8: Complete detailed organizational 
redesign, and prepare materials for publication in the' 
Federal Register. . 

Responsibility for the development phase will be 
divided among the Deputy Commissb'iers and the 
Chief Financial Officer as appropriate. 
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Implementation Plan 

Phase IV: Transition 

The implementation plan klentif.es a transltion 
phase:, of about two years duration. during which SSA 
staff wUl be tt:ained, new processes wltl be pilot tested, 
and where 3ppropriale. parallel operations of the new 

, and old processes will occur. In fact, thfs Is an 
oversimpUficatm < 

The deve!opmtmt phase will not be comrAeted on a 
certain date, and the transition phase will not begin 
the next day. Some parts of the development activity, 
{e.g., the development of operational procedures and 
instructions) can be concluded much eadier than 
other parts (e.g" reorganization), 

Simnarfy, urnn the fmal process design is specified, 
it is not appmprk1te to suggest which aspects (if any) 
of the new process should be operated In parallel with 
the exisling process. nor to estimate the extent and 
durdtion of training thai wl1l be required. 

Substantial planning, cam and effort must go into 
assuring the effective and smooth transition between 
the aid and new processes. 

1t is estimated that the combination of development' 
and transition activities will require a total of five years. 

Fundamental Principles ollhe « 

Implementation Plan 

,The Imptementation Pfan is based on the follO\'ling 
pr(nclt:'es: 

There are many pGtenttal detaUed designs of SSA's 
processes and systems, and many potential strategies 
lor implementing those designs that could result In the 
Year 2000 scenario. 

While there is. in theory, one optimal design and 
one optim~ transition strategy. the time aoo effort 
required to identify them exceeds the time and 
resources avaHabie. 

Thus, rather than trying to select the optimum 
design of its processes and associated resources: 
SSA will seled that process design believed to be the 
most cost eHective of,sevetal feasible and demrabte 

; deSign alternatives. 

The cost effectiveness of any design depeoos on . 
two interrelated factors; 

." Tills: Is: somotimes referred w as "basellning*. 

• 	the extent to which the design addresses the 
Agency's operational requirements, derivoo from 
its mission and goals: and 

• [he total lif~cycte cost associated with the 

design, ' 


That design will be se!ected which 'aChieves the 
Agency's operational requirements at the lowest 
llfe~ycle cost . 

By the same token, that transition strategy wl1l be 
selected that minimizes the total cost of achieving the 
sclected design on schedule. . 

A key element in determining the effectiveness of 
the preferred design is the specfficalion of operational 
requirements and associated performance standams 
for the Agency. This woold indude. for example, such 
things as: 

• public service as defined by payment error tates 

• average ProcesSing t1mes tor each of SSA's 
major, transactions 

• 	inteUlgible notices to the public 

• quantitative measurements of the quality of the 
work environment for employees 

.An essemii:rl element in detennining the Ufe~ycle 
cost of a design Is the speCification of the current . 
designz, since the COOlo impiemenr any ~ process 
depends on the extent of change from the current 
process that it witl riece·ssitate. 

While the specmcatkm of the final process design, 
and the detailed steps necessary to Implernorn that 
design SSA·wide, mUst awaIt compietion of the cost 
and effectiveness evaluation of alternatives, there are 
many activities and projects which should be 
undertaken prior to that specification, because of the 
high probablUty that the products of these aClNities 
witl be lnduded, perhaps with some mcx:Uf'lCation, in 
any of the altemathte designs under consideration. 

An example of this is the use of automated "expert 
Systeffis..3'IO supplant or suppCement people in 
making determinatiOns regarding drums for Social 
Security benefits. Wh~e it would be inappropriate In 
this exampCe to specify the full design of the 

J In thi$ context, the term "expert syst(tm· simply rnrers to the use of an a"1omattd system 10 support !he eollectiort and p~ln9 01 dal&, 
and, motit fmporlanlv, the making of decisions. based 01'\ lhat dat,t, 

44 

http:klentif.es


automated system embodying such an expert system 
(e.g.• ihe compuler hafdwafe and software that will be 
used, and the retationshlp of this hardware/software to 
SSA's otherfnformation sysrems).lt Is appropriate, 
even essenttat. that work be initiated immediately to 
establish the logical .MeS that such an expert system 
wil include, and to test such a system on a piJot basis 
both to improve!he quarrty of the' embedded rlAe set 
and to identify lhe essential eiements of the interface 
between people and machines In the affected 
processes, 

The decision as to which activities shollkf be 
undertaken prior to the fun specification of 'the 
selected process Is based on consideration of the 
following factors: 

• 	The total additional cost that is likffiy to be 
incurred in revising the product of the activity to 

. conform to the specif.cations of the selected 
design. 

• The net timH that will be saved in the final 
implementation of the selected design as a result, 
of having cohducted the pre-selection activity. 

• 	The above two factors ultimately combine Into a 
single. determining factor: the expected 
time-weighted ifllP"overnent in cost effectiveness 
that will ac:crue to the' Agency as a reSult of the 
combination of the added developmental costs 
and the earlier Introduction of the selec;~ desigfl 

Program changes which have been specified in the 
Year 2000 scenario, such as reduction of the number. 
of computation formulas, are treated as constraints 
and will not be evaluated In terms of their cost and 
effectiveness impact in the design selection process, . 
Thus, all the activities which are associated with 
implementing the required program changes. and ' 
which do not require significant associated 
process/system design changes, wil be undertaken 
as soon as feasible. If a required program change, 
does necessitate asSociated major process/system 
changes as a prerequisite for lis implementation, the . 
determination of when aild tlOW to perlomi the 
req,uJred associaled process/system changes will be 
made subject to consideration of the three tacters 
listed above, ' 
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Mymaflcich 
Bruno Reilich 
Barbara G. Rodbmt 
lilian Safir 
Norman Seifer 
Felicita Soia-Carter 
Lynda J. Straker 
Jefferson W. Woodcox 

, 
Region III - Philadelphia and 
Mid Atlantic Program Service 
Center 

Edwin G. Abel 
William J. Archer 
Geri Bortz 
,W~iam D. Casey 
6enIamln Eisner 
Joseph A. Fas.....aHo 

L Oouglas Foust 
Joseph p, Higgins 
Robert O. Horan 
John J. McBeath 
Conrad 8. Mett 
Ted Niesson 
Margaret Romeis 
James E. Roxby 
MlkeSmodile 

Region IV-Atlanta. 
Southeastern Program Servfce 
Center and Office of Hearings 
and Appeals 

Paul D. Barnes 
David M. Best 
B.J. Clay 
Beatrice F. Cooper 
Rheuben A. Oawson 
James Derner 
C. Aon Elder 
Ruth Ellls 
Garreth 0, Epling 
Paul Gerald 
Robert F. Gurske 
Jeannette S. Harman 
Margie Holladay 
Barbara A Jones 
Thomas M. Leahy 
Patricia McCarron 
Francis McOougal 
DaneU L McKinney 
Maxine E. McNutt 
Carolyn Neyman 
Ralph A. PereZ 
Eal1ine Rogers 
Diane Turner 
Grein S, Viera 

Region V-Chicago, Great 
Lakes Program Service Center 
and Office of Hearings and 
Appeals 
Lawrence W. All 
Dieter Ammann 
Clara J. Bowers 
Thomas A Curio 
Gail A. Orapala 
Frederick J, Fachel 
James Howland 
Donna Johnson 
William E. Kerr 
Frank McGinley 
Judith V. Mohl 

Staff Credits 

Roben Neely 

Frank W. Palmisano 

Gloria Panarna-Wililames 

Sue Robison 

James B. Scagnem." 

Paul Schumand 

Virginia Stasica 

Charles J. Stovall 

Arsenia R. Walker 


Region VI - Dallas 

Rose C. Crum.Johnson 

Ralph L Dugger 

Gary Dye 

James C.Everett 

Bill faulkner 

carroll 0, Ferguson 

Aoyd H. Jamison 

Gus Jones 

Connie lindley 

Eart Melebook 

MaxC.Odom 

Nonna B. Pace 

Paula B. Sommer 

Mary L Stewart 
Mike T albol: 

John A. Thomas 

Shelton M. Watters 


Region VH-Kansas City. 

MId-America Program Service 

Center and Otfice 01 Hearings 

and Appeals 


John W. Gardner 

Lorraine Gnbertsoo 

Robert K. Klenklen 

Sue J. Marler 

Sheny L McCrory 


. Wanda F. McIntosh 
Robert L Noble 
Ann H. Pattin 
Elliot M. Raizman 
MalVin R. Reed 
Cindy M. Rodewald 
Douglas T. Weber 

Gloria J. WUson 

Maurice Wilson 

Jerry C. Witherspoon 


Regton VlU-Oenver, OfflCe of 

Hearings and Appeals and 

Office Q1 Aging. HDS 


Orland J. Bergeno 

Terry cartson 
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S!tlff Credits 

Alyce carter 
Alice H. Craghead 
Sarah A. Crumley 
Robert C. Davis 
Charles E. ~Detmer 
Janet M. FISher. 
George S. Fu!mer . 
George Garcia 
Robin R. Helm 
Timothy R. Hefining 
Clinton Hess 
Dick Jackson 
Joe 0: McHenry 
Roger C. Morones 
Dick Mueser 
Jim Rucker 
Michael A. Sharwtt 
larry D. Sheppaid 
Velma M. Slack 
G. Pat Stueber 
Mary Ann Townsend 
Matt Trocheck 
Beatrice L Wiggins 
R. Thomas: Williams 

Region IX-San Francisco, 
Western Prngram Service 
Center and Office of Hearings 
and Appeals 

James S. S,iteil 
Terrence 0: Carroll 
Susan W: Crosson
Gordon Douglas 
Leonard J. Filippini 
Carmen Gaddis . 
Pat Hailey 
Lorraine C, Hanley 
Samuel Harley, 
Sililazell 
Christine Macomber 
Dennis Marulli 
Arthur A. Matsuyama 
8enesta L McMillan 
Carla Panchoco 
Joann Pence' 
Patricia E Aobidart 
W~Iii>m Robinson 
Denise Srnlth . 
Gary A. Tayfor 
Frances Y. Wells 

Region X-Seattle and 9ffice Qr 
Hearings and Appeals 

Karen K'Anderson 
Mary S. Bus~ifk 
David W. Chandler 
Dick Ekstrom 
Paul LEverett 

James O. Ferguson 
.Susan T, Goddard 
Tom Hokanson 
Charles S. Laird 
Ray larsen 
wnllam Moody 
Carl LR.bun 
Mike Walsh 
Ruby D. Wilde 

Office 01 Strategic Planning 

larry Caudal 
SueC. [)avIS 

Richard Y.:Jordan 
Dennis Utile 
Margaret R. McDermott 
Kimberiee J. Mitchel 
David A. Parrish 
Deboro.h Pettigrew. 
Jolin Ryan . 

Barbara A. Schnackenberg 

MigtJet A. T ormdo 
Paul J. Tracy 
Richard N. Veach 
Donna A. Wagner 
John E. Wilbur 

The Office of Strategic Planning is grateful to Ms, Paula lugannanl, of HWnan Ro)SOUfce Systems. for the concept 
of Preferroo Futl!ri~g that'was so central to the developmef11 of the Agency Strategic Plan . 
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