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Reaching for the Future

Dunng the next ten 1o fifteen years, American
society will undergo rapid and sigrificant change. The
speed amd scope of techaological change has for
some lime been apparent i most observers. Other
equatly dramatie tnit perhiaps less obvious changes
arp transforming 1he demographics of our population,
our seonomis sexd inferpersonat redationships, ard
many other areas. Al of these changes will interact 1o
alter, perhiaps dramaticalty, the stnicture of owr
society by the Year 2000.

The Social Sectrity programs, as adrinistered by
the Social Securfty Administration {(8SA), have by
1988 hecome & furdamental part of our society, As
the population grows and ages, those programs will
becomig even mora important to the fives of virtuaily
gvery American. Faced with the prospacts,
opponunities, and chaltenges presented by a rapidly
changing workd, and the importance of the Soclat
Security programs 10 our present and future sociaty,
SSA must aetively plan for the furure. We must be
prepaeaid 10 lake advartage of the opportunitios that
the next 19-15 years will bring. Perhaps mogt
important, we must assure that our progirarms and the
guality of sernvices we deliver 1o all Americans keep
pace with the axpectations and needs of our saciaty.

This document & the first effod by the Social
Security Administration to prepare a coherent,
lang-range strateqic plan--a plan that, heginning
leday, establishes the broad directions o serve the
America of the Year 2008, To develop thiz initigl plan
we have had 10 ok outwardly: What are the
changes, opportunities, and chaflenges we must
anticipate and deal with? Whet Social Security
programs and services wilf the American public want
and need 10-15 years from now? We siso had o look
inwardly: How must we change our programs and the
wiy SSA does business, serves the public, in order to
meet the needs we identify? In this process, how do
we protect, suppori, nvolve, ang enosurage our most
rrportan asset, the employees of S3A7

Although owr planning efiort hag beess indended to
explore freely a wide range of possibilities tor the
future and how Social Secunty will deal with them, we
have been guided throughout the effzm by wo
principles: (

"« Commitment 1o currerd beneﬁ::iaries of the
Social Security programs. The Social Security
programs we administer are and will contimie o be
important 1o the ecanomic and social well-heing of
many Americans, Program changes and
Inprovements will be considered ordy whans they
henefit the public in general, and beneficiates in
particidar.

« Commiment to those who work for the Social
Security Administmtion, Impravements in the way
we administer our programs shotdd be aecamplished
in such a way that the employees of §8A will be
achive, willing participants in change, without fear of
loss of empioyment or of economic disadvaniage,

Wi have inooked at ourselves and our organization,
We have Jooked at external envireniments which
irmpact Social Security. We have maintained our
commitment to those who depers! upon the Social
Securlty programs and those who administer thern,

The end result of owr effeits~the efforts of many
peopie at aff levels in 88A-is this strategic plan lor the
Year 2000. In ouyr view, & is a gooxd plan. will
undoubtedly Bave 1o be changed many times in the
future, But it provides an absolutely essential start 1o
taking charge of our own desting, to moving the
Social Becurity Adminisiration towarg where t can
and should be in the Year 2000,

Dorcas A Haniy
Commissioner of Sncial Securty
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Social Security Strategic Plan
Executive Summary

introduction

Social Security touchas the e of noardy every

© American. H pays out over 200 bilfion dollars In
benefits every vear to 40 riiiion people. The Social
Security Administration {854} conducts business with
43 million people avery year, not counting tbe milions
of emplayers who report eamiogs.

Crver the next 1010 15 years, these ngnbers will
increase dramatically, Five milion more Americans
will be 65 or oider by the Year 2000, Life expeciancy
at 65 will be 17.3 years, At the same time, other
demographic, societal ard techniclogical changes wil
increase the demand for SSA services,

To meet these challenges, the Commissioner of
Social Security established an Office of Strategic
Planning (OSP] to develop a planning process for
quiding S8A inta the 210t cenmury,

As a tirst step, OSP developed & strategic plan by a
process caled “uturing 1t coflected Images” of what
hundreds of 3SA employess and several outside
groups with interest in Social Security saw as
desirable charattetistics of SSA by the Year 2000.
{SP wove these mages togethsy into altermative
scenarios of the Agendy as it could operate then,
given foregasted changes. The Agency's executive
staff then chose the most desiable scenatio. That

chosen futurs was developed info the plarz that follows,

Planning Ftam&wwk

Several przmg}ées and priorities constityle the plan's
framework. The first of these is the mission of 88A,
which is to administer equitably, effectively and
efficiently a natioral progeam of sociati mstzmm as
prescribed by fegislation,

This mission translates intc six aperating priorities
which define the scope of the plan:

» Maintain the fiscal integrity of the Social Security
rost undss

» improve public confidence in Social Security and
how its programs are operated,

"« Provide the best possible service 10 SSA’s

Lustomers;

« improve managerment 1o Baclitate greater
effectiveness, efficiency, arxd acoourdabilify;

» Use the best and most approprigte technology

available to administer SSA programs;

. Continye to insure that $8A can courd on 2
property skifed and highfy motivated worklorce.

In addition‘ two wﬁedying principles guided the
formulation of the strategic plan:

« Commitment to current beneficiaries of Social
Security programs - The Social Security programs
we administer are and will continue 1o be important
1o the econemic and social well-being of many
Americans. Program changes and improvements
will be considered only when they heneft the public
in general and heneficlaries in panticular.

» Commitment to those wha work for the Social
Securily Administration-Improvemenis in the
administration of programs will be setin motion so
employees will be active, willing participants in
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change, without fearing loss of employment or
economic disadvantage. .

Rather than being nammowly prescriptive the
strategic pion should define broad avenues for
develapment so that it can be flexible enough fo
accommodate unexpected circumstances, R
should be a quide 1o future apportunities; ot a
hiueprind for solving the real or imagined
difficedties of the past,

Forces of Change: SSA'S Changing
Environment

Change s eceurrting in American society at a very
fast pace.. Because Sncial Security is 8o thoroughly
imerwoven inio the fabric of our nation’s e, most of
thesa changes witl have an impact on our programs,
A faw of the rervds and forecasts wisich seem very

likely to impact heavily on SSA by the Year 2000 are: - -

e There will be 10 milllon more Americans over age
(65 than in 1980, (3% million vs. 25.7 afiion).

» Birth rates wit contitwie to deciine,

« Baby boomers will continue fo affect the
" disability rolls and will begin entering thelr
retirement years by 201 (J.

» Labor force growth will fal to an arumai rate of
1.1 pereent in the late 19908,

s Labior foree participation will increase in most
sagments of the population,

» Many of tha new technologiss emernging now in
the markeiplace, such as artificial intelligence,
expen systems, optical disk, spgech recognition

and synthesis, and sman cards will hecome fully

mature.

= Increased yse of fiber optics and satgllites will
facilitate communications networks 1o meet the
needs of the ever inCreasing number of
SUSLOMErS.

A View From the Year 20060

' SSA can respond to forecasted changes inavariety  ©

of ways. The scenario chosen as the basis forthe

55A Stategic Plan describes, from the point of view
of an cbserver Tooking back from the Year 2000, the
changes proposed for 58A between 1887 and 2000

SSA has simplified its programs, sliminated the
refirament test, simpidied compigaltions and mads
Social Securily number issuance s bypfoducz of the

“hirth gertificate process,

$8A transacts husiness several ways'icr the

corwenience of the customer. Servics to the putﬁlx: s

primarly by means other than lace-in-face contact
with an SSA representative. Modem techniology
ancompasses gl of S8A. Rapid and dramatic
technoiogical changes have apened up aimost
unlimited opportunities for how work can be done
etficiently and effeclively, .

Strategic Recommendations

The plan proposes implementation of 29 specific
recommendations in four greas —-Programs, Sewice
Delivery, Technolagy, and Organization - to achieve
the deskred scenaric for the Year 2000:

Programs

" 4. Work with all States 1o promate optional
enumeration at binh as 8 byprodict of olitaining a
births certificate. Make enumeration of aliens a
byprociuct of initial processing through the .
Irwigeation ard Naturalisation Servics.

2, Eliminate the eamings test for beneficiaries over
tull ratirernent age, Recompute benefits only for
earnings untlt Ul reticernent age or time of filing,
whichever is later. Increase benelfits by a delayed

retirement credit of 8 percent for each year beyond

full retirement age that benefits are deferred,

3. Reduce the varioty of existing computation
methods o fewer than ten. Reduction factors for afl
beneﬁts shondd be unifonmn.,

Service Defivery

4. Make teleservice the predominarg mode of

© service through 24-hour; 365 day a year service, Give

access through one easily cbiained and remembaered
nationwide ol free number,

5. Be able o instali self-service stations in field
offices, personnal offices of large employars and high
zfafﬁc pﬁblm places.

6. Continug a strong indormation program
promoling the public’s undersianding and confidence
in Social Security.

7. Every 3 years send all Social Sgourity number-
{SSN) holders over the age of 25 a natice showing.




Exacutive Summary

sarmings history; employment history; an upated
estimate of benefits or the number of quariers neaded
1o he fnsure;f.

8. Reduece the present maltiple appeal levels,
Explore the designation of one Federal court, shot of
the Supreme Court, which would provide a singt
appeliate level outside SSA. Investigate the feasibility
of two-way video facilities for conducting
iz}catiorz-independem appeal hearings.

8 Eszabizsh agreements with States 1o exchange
data needed 1o subsiantiate customers” statements

ard to verify corapliance with program requirements.

The final burden of proof should remain with the
clgtomer,

10. Explore veducing wage repotting requirgments
of employers by using wage data received by the
States for unemployment ingurance and workmen's
compensation purposes.

11. Develop the ability to notify SS& holders, shonly
before full cetirernent age, of zmpendmg entiismant
and estimated benefits, Assuming thera is no eamings
diserepancy, the worker may receive benefits by

signing ard returming the notice to SSA. i benefis are

deferred, only Mixiicare enrcliment takes place; the
worker contacts 554 Iéx_ter when benefits are desired.

12, Use electronie funds transfer (EFT) as the
standard benefit payment method, unigss a
beneficiary requests otherwise. SSA arxd the Treasury
Depantment shoudd condract with banks so that
henefictaries who do nol have bank accounts can
withdraw their snonthiy benefit payment feom tha
» banks’ mgomated talier machines (ATMs] using
- SSA-issued cards.

Technelogy

13. Implement & broad based information

architeciure o accommodate new requirenents and '

technology quickly and efficiently while easily
achievirg operational ohjectives,

14. tmplement an integrated electranic network 1©
serve ail SSA programmatic, management information
and office awtomation needs through computenzed
workstations,

. 15, Store all data and documents in machine-
readabie form on optical/magnetic disk storsge
systems viewable at all workstations, of peinted as
needed.

18. Sz}g}p@t{ ## training and program instruction
activities with a comprehensive computer network

finked 1o data hases containing instructional material
accessible through all automated workstations.

17. Automate most of the information collection and
processing necessary 1o support the manggement
and analysiz of 58A's processes. Automatically
generate management information and make it
available an managers’ workstations, replacing paper
repotts. '

18. Automate the collection of audit data ihwagb
the processes themsetves. Install stringent security
measuras 1 gnsurs the integrity of the automated
auddlt systems.,

19. Explore axpert sysiems techndogy 10 support
programmatic and administralive processes,

20. Explore the feasibility and desirability of issuing
new or replacement Social Security cards which

" Incorporate smart card technology.

21, Establish an independent, non-profit, mseamb
and development ormanization with 88A as s oy
chient, 1o meet the needs for testing, developing, and
adapting rew iachmiogy o S&ﬁ« business ;}{{zﬁesses

22. Compigte the major ob;ectives of the
modernization etfort by 1990
Organization

23. Promate a positive wark envirenoment.
Acoompiizh any heeded staft reduction anly through
normal atirition andg thoughthul redepiownent,

24, Establish a process to anticipate arxd addrass
changes in worklorce utilization needs resulling rom

- planned isftiatives,

25. Provide new and intensified tralning for the
workforee in the knowledge, skills and attitudes
necessary to meet changing customer needs in an
emvironment undergoing rapid technotogical change.

28. Modify the role of management rom controlling
work fo faclitating peer-to-pesr coordination thereby
ansyuring inforraation s available when aneeded. This
requires 8 iraining commitment to provide managers
with the required skiils to meet the demands of a
technologically altered work environment.

27. Develop broad-scope position descriptions

. which contain more skill mixes and allow greater
flexibility in overcoming csbs;ac:les i} qua fification

standaris.
28. improve accountabiity and responsibitity by

delegating some procurement and personng
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management authority to office managers o both the
fighd and Headquarters components,

29, Manage the integration and implementation of
recormmendations in the stratagic plan through the
Commissioner's Offize of Strategic Planning.

implementation Plan

This section outiings a program for achieving the
programematic, policy, technological, and

orcanizational attvibedes described in the strategic

plan, while achieving improvements in the efficiency of
all SSA’s operstions and processes.

The plan is more definitive and detafled about the
activities 1 be undertaken in the next four years than
abott those which follow.  An Agency workgroup will
develop the supporting plans for the sarly projects

- and the interdependent initiatives,
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The Need \
Social Security touchies the Iife of every Americam

» Over 200 billion doflars in benefils are paid each
_year

- 500 miflion doliars a day
- 25 rofliion dollars an hour
- 7 thousarnd dollars svery second

» 40 milion people receive monthly benefit checks
on time

« & Milion empioyers file saming reponé

« 43 milfion people do business with SSA every
year
- Asking tor information
- Getting a Sockl Security numibser
- Filing & caim
. R;amning a change of address

The Social Security Administration fgis over 1,300
oifices throughoir the country, staffied with some
70,0060 emplovees, and one of the largest
compiterized data fles in the world.

During the next ten o feen years dramatic
- changes in these numbers will ocour as rapid

demagraphic, socielal arc! technological shifts affert
demarnd for S8A's services, the expectations of SSA's
sustomers, and the means with which 10 satisfy those
expectations. The number of Americans over 85
yearg of age will incresse by & million by the Year
2000; e expectancy at the age of 65 will increase to
17.3 years. The 60% of baneficiaries today who prefer
to condduct business with S8A by means other than g
visit 1o the distriot office is kely 1o increass as the use

- of telephones, compzers and ATMs to conduct even

the most complex consumer transaction becomes
increasingly commonplace.

in order to deal effectivaly with these changes, the
Social Security Administration neads an integrated
plannisg process that will chant direction and

" anticipate the future. Each of the Agency's major

compaonants has iong standing planning efforts which
concentrate on the needs and work of the panicuiar
camponent. To maximize teir effectiveness,
towever, these efforts need a cohesive,
comprehensive framework based upon the nesds of
the Agency as a whole. Of squal importance, that
framework must incorporate a sense of strategic
needs and possibiities, It must answer the question:
Does technology afford better and more efficlont ways
of doinig our iob, of serving our customers?

To addrss this need, in September, 1985, the
Cormmissioner of Social Security established an Office
of Strategic Planning, reporting directly to herand -
charged with developing 4 tong range planning

. process for the Agency as well as conrdinaling the

pianning efforts of the various camponents within the
Agency.
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i‘he Process

As a necessary first step, the Office of Strategic
Manning developed a flexitde plan that would guide
S5A into the first decade of the twenty-first century.

The process began with a futures” session in
October 1986. In that session, members of the SSA
Senior Staff were presented with forecasts of what the
future could bring. In December 1988, the Senior
Staft convenad again 1o develop images of desirable
characteristics for the Agency in the Year 2000, roview
the accomplishmaents and problems of the past, and
discuss how same functions or opetations aould be
~ parformed in the futwre. Stadt in each of the ten

reqgions than went through the same process, adding
more dnd more rm:tges of a “desirable’ S8A Inthe
Yagr 2000, .

“The (fice of Strategic Planning then sorted the
sevanmt thousarsd images, and dozens of mink
scenarios that had been devsioped by the
participants, arxd with the help of g seenatio
development work group, constructed a number of
alternative scenarios describing $8A's programs,
service delivery, technology and organization as they
might operats In the Yoor 2008, A 'maos” of oplions
was also constructod from which choloes could be
made to design additional scenarios of the Agency's
hture. Moetinggs ware held with cutside groups 1o
discuss the themes emerging from the planning work,

In early August of 1887 the Commissioner, her
mmediate stalf and the Deputy Commissionsrg
reviewed these documents and developed a rough
dralt of a proferred Agency scenario. That scenario
was then expanded, reviewsd by Senior Staff and

deveioped into a full strategic plan.

“The Framework

In preparing & strategic plan, 1 is necessary 10
make expiicd the principies, agsumptions and
priorities which constiune the an's framework, in
orcier 1o give the process manageabls scope.

The first of these principles is the mission of the
Agency. Inthe case of the Social Security
Administration, the mission s

Ta administer equitably, etfectively and
efficiently a national program of socia!
insurance as prescribed by legislation.

" This mission translates into six operating priorities
- which defing the scope of the plan, The firstis to
maintain the fiscal integrity of the Social Security

trust fungds, This requires that the plan aot
gontamplate activities which would materially increase
program costs. Thus the plars does not contain
changes that would significantly alter the beneft
structure of present programs. As mmeroas )
alternatives are discussed before the Yeaf 2000, the
sirategic plan provides the ﬁex:biﬁzzy forchanges and |
implermentation,

What the {Xarzmwdowasmpose;}mgmm
simpifications that could achieve the second priorty,
1o improve public confidence in Social Security
and how its programs are operated. While it Is Clear

.that automation ¢an handle the complexities of

aligibility rules and bensllt computations, R is also
tlear that those complexities, in and of themselves are
a malor impediment to public confidence. Amercans
do not tust that which they can not understand and
many aspects of Sorial Security are s¢ complex asto
be ynexplainable and incomprehensible, The plan
had 1o propose initiatives which would address this
Baue,

The third priority and perhaps the central theme of
the plan, is to provide the best possible service to
S8A customers, Whila the Social Security
Administration has what could be termed a product
manopaly, since no one else can sell social
insurance, it is & service organization and shares the
service marketplace with many other service
providers. What §5A custorners consider good
service is determined to a large extent by their
sxperence with those other service providers. For
SSA 10 continue its tradition of high quality service, it
must be able to adopt, where practical, the same
service delivery machanisms its customers are using
elsewhere,

The fourth priority is 1o improve management and
carry out pur tasks with greater effectiveness,
efficiency and accoundability, The bottom fing
maastire of S5A's effectiveness has been the
Agency's ability 10 *get the check to the right person
ontime.” A fundarnental premise of the plan is how

. efficiently those checks and determinations are made.,

Inoreased efficiency reduces ot only costs, butin
SOMe CAses processing imes, which improves service.

The tith priceity is to use the best and most -
appropriate technoiogy available to administer our
programs. 58A’s business processss rely heavily on
information processing. Because rapid changes in
data provessing and communications technology are
constantly transiorming servise dellvery, 584 must
aciguire the ability 1o adopt quickly those technologies
that can help it do ﬁs;ab batter arxi more sfficiently.

6
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The plan had o go beyond the gquestion of using
technology simply 10 automeats exdsting pronessss, 1o
the question of using it to improve the processes
themseives. )

A final, and oritics! pricnity, i 10 continue 1o snsure -

that SSA can count on 8 properly skitled, highly
motivated workforce. This requires a continued
invastment in a favorable work snvironment and a firm
commitment to training and carser development. i
also requires, concretely, anention 16 those factors
which impinge on employee morale and effoctiveness.
Thus the plan strongly endorses the continuation of
the current no-RIF pdiicy and recommends the use of
aormat attrition and thoughtfud redeployment wherg
resizing becomes necessary.

Above all, two important princippies guided the
formuiation of the plan from the beginning.

Commitment 1o current beneficiaries of Social
Security programs. ~ The Sovial Security programs
we administer are and will continue to be impontant to

- the economic and social well-being of many
Americans. Program changes and improverents

wauld be considered only when they would benefit the
public in general and beneficiaries in particular.

Commitven to those who work for the Social
Security Administration. — Improvements ifi the
admirdstration of the programs would be set in motion
s that emplayess would be active, willing padicipants
in change, withots fearing oss of employment or
other economic disadvantage.

The plarming process had two other objectives.
First, the strategic plan was to define broad avenues
for deveiopmaent — rather than to be narrowly
prescriptive — 5o that it would be flexible enough

- to’accommadate unexpected circumstances.

Secondly, the process was (o identify a destrable
future for SSA and seek to build it This is in

eontrast to the traditional planning model which

seeks to solve identified problems through the
analysis of alternative sclutions. The final strategic
plan shoild he a quide te hiture opportunities, not
a blueprint for solving the real or Imagined
dificulties of the past. '

vt wa g
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Forces of Change*
SSA’s Changing Env:ronment

At fhoen voars ago the noted economist
Kenneth Boadding observed that “the workd today. . is
as diltorent frovn the world in which 1 wag born as that
world was from Jaliis Caesar's. Twasbom inthe
endctie of buraan Bstory, To dats, almost ag much
has happened since | was bom as happened belors.”

[ one tooks a8 just a few selected arcas overthe
period 1950 to 1984, it is clear that change is still
oecuUrTing within the L1S, and at a faidy rapkd rate.
{ver this period of tirme the divorca rate has doubled
and the percent of Americans living atone hag neary
ripted; the percent of workers in farming has )
decreased from approximately 12 1o 3; the parcent of
adult college graduates has nearty tripled; Mexico has
- replaced Germany as the number one country of
ancestry for America's foreign borm; there are now six
redtlioon rrore women than men {vs. one million in
- 1850%: and the poverty rate for those pver 85 has
talters frden 58.0 percent 1o 15.0 percent, § parcent if
non-cach henefis are counted, {[Tabla i}

What will the next several years (19882000} biing
and what will be the impact of fiture changes upon
the Social Security program and its administration?
Because this is an encyclopedic question, this pant
restricts fself 10 major areas. The trends discussed
have Bxeen drawn frorn a number of 1984-87 published
and unpublished reports, magazines, essays, journals
and technical notes. These include American
Demographics, the EPRLJournal, Forlune, various
terd npwsletters; reports by the Office of Technology
Agsessment, the U.S. Departments of Education and
of Health and Human Services, the Saclal Security
Administration’s Trustees and the Census Bureaw; and
rmateriol and forecasts provided by The Futures
Group, the Urban Institite, JF, Caates, tnc,, the

University of Wisconsin and former Governor Richard
{amm.

Qver the next 12 years, the American hoysehold is
likely to rerngin highly diversified, congisting of
married couples with children, martied couples
without children {these two sats could be further -
divided into biological and blended families), female
hieaded househokd with no spouse and male headed
household with no spotss {those two sets couid be
further divided info those with children and those
without children, and tha non-family household--
persons |ving alone {unmarded, divorced, the eldery)
or with nonerelatives. According 10 the Census
Bureau, the absolite number of households in each of

these categorigs will increase from 12 to ent
m@ﬁwﬂmmﬁ%mwe
of the tamily {marmiage, divorce, remarriage, adoption
of step children, eto.) the number of 58A record
changes. in terms of absolite numbers, will steadily
increase. Where mora than one file has ta ba

changed, the pratability of error will be increased.

£ The result will be greater pressure To create SSA

systems in which a changs inone fle will
automaticaity result in a change in all appropriate fles.
Cuestions may also be ralsed as to whether changes
in the Social Security program may be requited 1o
adjust {o the changes in the famdly shructues, H those
changes are aimed at making the system more
impervious o demographic changes the program
wolld in all likelihood hecoms more insurance-dike,

. Along with the diversification of the American

= household, we have seen and will continuetarsern

decling In household size. In 1970 the average
household size was 4.1 persons, by 1985 it had fallen

10 2.7 persons and in the 1990s i is expected 10 iall

further to 2.3 persong. Thisis largelydus to the
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dacling in the birth rate, which for over a decade has
been below replacerment lovels. Estimales arpthal by
the Year 2000 less than four percent of off families wil
have three or morg Children, and 60 1 85 perpent of

alt households will have two paople or less, g gquite

probable that ovar 25 percent of all women, ewrently
in their late twenties, will remain childiess. This
compares with 10 percent of women in their late 40s.
Some estimale that the U8, birth rate {currently 1.8)
could fall 10 1.8 by the Year 2000, This is the current
level in several western European countries. A decline
of this nature would reduce the level of funds entering
the Trust Fund and, depending on the level of

47 economic activity withinthe U.S,, # could engendler s

]

i
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new Soclal Security crisis. In addition, despite the fagt
that administrative expenses are fikely 1o detrease 1o
less than one percent of oullays, pressure will
continye on S8A to operate more efficierily and
effectively e, use of the most modern technology
with the rmost appropriate number of stadf).

While the *baby boomers” will oply have begun o
pe a factor for S8A in the Year 2000, there will be
approximalely 14 million more Americang over the
age of 85 than there were in 1888, and the median age
of the poputation will have increased from 31 ndayio
37 years. New retirens in the Year 20600 will have a life
expectancy of over 20 years after retirement.
However, the number of people 65 or older with
limited activity due to chronic conditions will have
increased from 10,8 million in 1880 to 16.4 million in
2000, )

By the Year 2600, 5SA will have approsimataly 44

mittion Tite § beneliciaries compared with 38 4 willinn-

in 1987 arud 5.8 miflion people each year will be filing

{, new claims as compared with 4.8 milfion in 1986, The

dependancy ratio of retired to employed peopis will
not change dramatically between now and the Year
2000. Atthat time, however it will begin a steep
increase untess there is a gradual shift toward much
gider retirement ages.

The gotuarial estimates shown in the 1887 Annual
Report indicate that the assets of the Oid-Age and
Supvivors insuranos {OASH and Disability insurance
{0} Trust Funds should be sufficient to permil the
timely payment of OASDE benefits, tothe large
numizers of aged, well past the Year 2000, The OASDI
program is projectnd © experience thee decades of
positive actuarial balances, with continiing actuaral

deficis thereafter, In Fiscal Year 1987, approximately
ane of six individuals in the 1.8, received benefits
from Social Security programs which paid out $210
biltion in benefits and 1ok in $230 billion 1o ingrease

the Trust Fund reserves to $67 billion. Based on
current assumplions, reserves should grow to $1.3
triftion by the Year 2000 and will peak in 2032 at $12.5
trillion. Should any assumptions be significantly
incorrect, a financing crisis could come earlier.

.~ By the Year 2000, neary one-third of the pa;gzgfa:izzn

will be minogity. There will be 38 million Blacks, 35
million Hispanics, and 8 million Asians: The
immigration legiskation of 1986 may ease some of the
problems faced by the S38A {e.q., Social Becurity
number issues), but they will not have disappeared.
There are several reasons for this, but the primary
ones includs the fnct thit in 1087 approximately 42
percent of the Ceniral American poputation was under
ihe gge of 15; high unemplayment thers i3 likely to
continisg; arel the access to and allure of the 11.S.
afforded by mexiern iransporiation and
communication may b difficult 1o rasist, especialiy in
countries bardering the U.S

# The declining birth ate raises an issue which

stretches beyond the Year 2000 but which should
receive serous consideration long befare it becomes
a probiem. Projections indicate that the Hispanic, -
Black, and Asian populations will contribute over 56
percent of the total growsh of the U8, popudation
between 1980 aryd 2000, Minority populations bave
quite a dittarent age structure than the white
poputation, Thus, prolections for 2030 lwdicate thay
41 parcent of the childran, bt only 24 percent of the

~ old, will be minorities. Under these conditions,

various racial and ethnic groups wilil have different
stakes in programs which support different age
greups. A long-term issue may be "Will the growing
aumbser of middie-aged minorities, who are parents of
a disproportionate number of children, resist
increasing Feduoral expandilures for the old, who are

predominanily nonuminority whites?

Overall the aducational fevel among SSA customers
will grow geometrically between generations. Over 70
percent of the people retiring in the Year 2000 wil
have finished high school and 22 percent will have
had at least some college education. This compares
with today's retirees, 66.5 percent of whom are high .
schoo! graduates and 16.2 percent of whom have bad

~ some oollege eduation.

Particidar attantion will nsed to be paid 10 revising

_the disability system 3o that there is greater unilonmity

in interpreting legislation and applying policy. With 50
differery states making disability decisions there has
been a wide range of interpretations. The ltigious

" proclivity of American society and potential increasas

in the number of disability claims may combine o
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praduce increasing numbers of appeals to the SSA |

- adjudication process,

The economic picture is expectad (o remain
relativaly good between now ar the Year 2000,
Barring 8 major de-stabilizing everd such as a new oll
crisis. Annual gross naticnal product (GNP growth is
expected to bs inthe 2 (0 4 percent range, inflation
rates wil not stray beyoend the 5 1o 8 percent range,
prexiuctivity is expected to increase &t a rale of 1.4 10
1.7 percent annually, There will probably be
continued growth in per capita income and jobs, The
annual Federal deficlt is expected to fall below $40
hittlion by the eardy 19903 and remain there,

We have changed from a aation of farmess, 10 &
nation of faciory workers -and now 10 a nation'of office
workers. We bave moved from an industrial economy
o what some call a service sconorrsy and others call
an information sconomy, inthe broadest senae, the
information sector of oUr economy was estimated in
1080 to constiige 34 percent of the GNP and 4
percent of the nation's labor force. Many forecasters
believe that the rate of technological change .
experienced i information related technologies from
1970 1o 1985 will continue, ¥ not accelerate, through
the Year 2000, .

The acceleration of the intormation economy will
influence S8A’s arganizationdd stnuctire. One reason

© s that the growth in information demands knowledge

o

speciatization and thus peer-lo-peer communication
becomes essential, This will challengs basis
assumptions and traditionsl work pattems, and wi
recpire adjustments from today's employees. -A
second major reason is that the time it takes an
prganization i compldete any lask or o make g
decision must ancelarate,

Organizations are moving 1o flatter organizational

© stryctures, with less emphasis on communications up

and down the burgaucratic hisrarchies, and mors
emphasis on horizontal of peer-to-pesr
communipations. Traditionally, a key fungtion of
middle management has been to gather and
synthesize information for fop management. That
funiction is now decreasingly necessary or affordable.
A 1585 article in Fortune magazine makes tis point
quite ghearly. “Advancing technodogy, especially in
data processing, has put the comaer office far cioser to
the actiaty, makirg many middle managers irrelevsnd.”
The big questions in the Year 2000 for an agency as

information dependent as S5A may be in the areas of

IB:{}{ma{IOI’} iechnology.

Foreas of Change

Rapid technological development in infoemation
processing will afford the opportunity for radical
changes in the way 88A conducts its programs, The
rapidly increasing ublquity of large commercial
databases could allow SSA 1o provide &émces with
minimal actiong required from its customers.”
Automatic enumeration at birth, petiodic notif cations
to workers about the status of their records, automatic
entitlement at retirement without raquiring a visit 1o an
SBA office are all attainable objectives. Perhaps the
biggest challenge SEA faces is restructuring the way
we do business to exgﬁoat the benefits that tecbmiogy
olfars.

By the Year 2000, raany of the new technologies
#1581 beginning 1o emerge in the marketplace will have
matured and be in the rednstream of information
processing. Some of these techiologies inchixie
artificial intelligence/axpert systems, oplical disk and
speach recognition and synthesls systems. In
addition 1o these new technologies, those which are
uses o suipport curent information systems such as
provessors and magnetic storage devices, wilt
continue to Improve at about 36 percent a year in
pricefpertormance.

Increased use and porformance of Biber aptics and
satelites will pernit communications networks to
meet the increasing demands of information
progessing. However, through the integration of the
new technologies mentioned abowe, an entirsly new
dirensian will be privided 1o the designers of -
information systems, Optical storage systems will
have repiaced magnetic storage technology in many
arsas and will provide the capability for slectroric
storage of massive files not feasible today.

For example, by the Year 2000 the entira mass of
581 folders currently stored at the Wilkes-Barre, FA,
warghouse could be housed in an optical disk system
the size of a single file cabingt, This technology will
aiso pennit updamte/erasable agabildies mych fike
taday’s magnetic storage technology. The entire
cortents of the Program Qperations Manual (POMS),
over 40,800 pages, could be storsd, with update
capabiities, on a single §” optics! disk.

. Expert syster software could be inwidespread usa
by the Year 2000, and by having online access to
extensive information such as claims folder data and
the POMS stored on optical miedia, many of todsys
labor intensive processes would become elgctronic,

Direst customer inpizz 1o their records {(with groper
seciaity} will be possibie through the use of telephone
push-bitions andfor speech recognition technologies.
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Speech syrahesis will provide the requested
information affer expert system software has guided
the reguestor throlgh the necessary procediural staps.

By eatly investigation and planaing for the evendual

imtegration of these ang other technologies, as they
sature into mainstiream progesses, SSAwonldbe ina
position to provess Increased workdoads ins a4 mare
eficient manner. Firnding the right mix of staff and
raanagement control systems will be eritical to the
success of these sfforts,

The time datays imposed by the traditional ndes of
procurement in The public sactor may pravent
government agencies from bringing these
technplogies to baar on thelr servioe delivety as
quickly as the private sector has. This may generale a
widening gap {in favor of business) between
government and businesses in their abiliiy to deliver
quality services efficiently, In turn this may generate
increased pressure for changing procurement rules.
States and sorme communities have contractsd ot for
a wide range of sevices including some data
processing. Sorme Federal agenciss have contiacted

ot a smalt portion of their data processing work, The

question may be raised as 1o whather a portion of
#5A's data procassing opmzm might f}e
contragted Ge.

Currently, camrmmiai uses of technology ate years
ahead of the government, One of the reasons for this
ts that corporations have explicit measurable goals
fi.e., proft, stabiity, growsh, efe). Although the goals
of the Social Security Administeation are well defined,”
the goals of many government agencies ar broad
and sven conflicting #.9. the mission of the
Cepartment of Agriculture 15 1o promote efficient and
farge scale farming and 16 protect the famdly farm). In
purchasing new information technologies,
eoeporations gengrally place more emphasis on
periprmance starcdards, which will aid in meeling thelr
qoals and consequently less emphasis on cost.
Unlike st of the public sector, corporalions are not
hindered by an annual Hudget cycle (which pushes
ncrementalism, of the need 1o see the product
bufors buying.

Many corporations, which deal with a largs number
of customers and an even farger numbaer of
information transactions, are moving 1o higher and
higher levels of automation andfor selt-help
technologies, Most recognize that ty the Year 2060
sole rliance an such systems will not be pessitie
because they will he dealing with three differont sets
of customers ({1} the computerditerate, {2) those
wifling and wanting o learn, and {3} those who have

no interest in leaming}. Their longer rangs plang do
calt for higher levels of automation/selt-help systems
as more argd mors people becoms ccimputer fiterate
oy willing to tears.

These trends In the private sectar caupéed with
OME’s goal to recapture government’s position asg
leader in the cHicient and effective use of information
technology are likefy to impact the Social Security .
Administration in two ways. First, there will be a need
for 55A 1o continue its strategic planning process.
Second, it may bacome advamagesus for 8SA to
underwrite the development of some leading edge
technolagiss. This might be accompiished thraugh
joint procurament efforts with agencies fike the
Internat Revenue Service of the Census Bureaus, or
even with a major corporation. {IRS, Census and the
National Secudty Agency are amang a handful of
Government agencies considered to be procurers and
users of lsading edge technotogies).

The “haby bust* which followed the “baby boom" of
the 19405 and 505 will have a rajor effect on the size
of the LS. work torce in the Tats 19905, The work
tarce graw at an annual rate of 2.6 percent during the
19705, faxd by the "babyy boomers” and the large
mamber of women entering the work force, Sofarin
the 19805, the work force has grown at anannual rate
of 1.5 percent, Between now grd 1965 the rate ¢f
growth is expected 1o fuither decrease o an annual
rate of 1.1 percent. The net result will be 20 percent

. fewer young people entering the work forca in 1995

than in 1975, This will not result in a Iabor shoftage,
but in the need 1o pay entry Jevel workers a higher.
pereentags of what experienced workers eam. € may
also provide Increased opportunities for easployment
for the disabled and eiderty. A major question may
be, whether the Federal Government will be able fo
offer a sufficiently atfractive compensation package 1o
attract arxd retain the number of individuals with the
requires skills 10 meet service expectations.

Without incentives 10 the contrary, the abor fosce
padicipation rate of older men is iikely to continug to
faft, in 1975 the labor foree pacticipation rate of men
aged 55 10 64 was 75.6 percent. By 14684 # had fallen
10 88.3 percent and s expested by 1888 wiall to 628
parcent. Each generation of women ins this century
has entered the work force in greater proportion thas
the last and at an earlier age. The overall participation

" rate tor women should clismb 1o somewhere between

£5 and 7 percent by the Year 2000. For women
aged 25-44 labor force panicipation rates should rise
above 80 pergent by 1995, A woman {0day eams
approximately $.69 compared to $1.00 eamed bya
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man. Estimates for the Year 2000 indicate this figure
may rise as high as $.80. That seems fikely, because
tcday womnen undaer 20 glready eam 91 percent as
mueh a8 their rale counterpants; those 21 1o 24, 88
parcent and those 25 to 34, 76 percent, according to
the Bureau of Labor Statistics of the Department of
Labor. '

Between 1964 arxt 1984 the number of wives in the
paid fabor force grew from 13 million to 26 million. Of
the approzimately 28 milllion dual income households
in the Unltad States, the wives ara the primary bread
winnars in abotit 18 percent of them, Inanother 8
percent of these households, wives eam at legst 80
percent of what their hugbands eam, ‘

Only 12 percent of wives with pre-school age
children ware prmplayed or seeking employment
ouisida the home in 1850 whils over 50 percent of
tocday's mothers of chifdren undder the age of six are in
the work force. With more women achieving higher
levels of educational attainment and entering the work
force, there am likely to he further increases in the
rusmber of dual-ingome and working-mother

households, Thess freads inlabor force participation

will mgan that the number of people not coversd by

Social Sacurity Title H benefits will decrease. This may
mzke it less impontant to have a separate S8I program.

From 1978 1o 1985, the temporary help Industry
grew by 104 percent from 340,000 empioyees 1o
595,000 employees. The growth of this industry is
axpectd o Incraase by sbowt 5 percent grnvally over
the naxt ten years, By 1995 temporary. employees
should nurmber maore than one million natlorwide,
according 1o the Buraay of Labor Statistics. The Kelly
Girt or other temporary help services have not been

- replaced but they are being augmented by new firms

which provide people competent to il managerial or
professionsd glols an a shortdarm basis. Clients pay
uip to the hourly equivalent of $100.000 a year for
these skills,

These and other forces of change are likely io
irnpact upon Sccial Security programs and their
administration. The list of possible challenges is as
vast as are the opponunities that the future wilt bring.
The figure, after all, is the curmidative congequenss of
wday's decisions,
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Table I--Socio-Economic Trends 1950 1o 2000

Factors
4
Birth Rate 10,000

Life Expentancy
(Womenj} at 65

Life Expentancy

{Men) at 65

High School Grads 100

Farmers 100 Workers

Persons Living
Alone 100

Divorces 10,000 |
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Foces of Change

Table Il Selected Bemographic Trends and Forecasts For the Year 2000

"« There will be 10 million more Americans over 85 than there were in 1980 (35 milicnivs. 287 mz’ilsorz}
~—{That number will nearly double 10 87 milion by 2050)

+ the median age gf the popudation will increass 1o 37 vears (in 1988 it was 31 years),
« Now retirges will have a life expectancy of 15.7 years for men and 20.5 vears for women.

» The number of people 68 or over with limited activity due 1o chennic conditions will increase 10 16.4 milltion (10.8
milliorn i 1980). T

» Tha number of elderly in nursing homes will grow to two mifll fon {1.3 srillion in 1985},
~{three mi&mn in 2020 and’'4.6 miilion in 2040}

e« The )6, pcpxﬁzzticn 24 years of age will drop to 91.4 million and will continue 1o fall,

« Interms ef retlrems;rzx slafrms, baby bhoomers are not a factor for SSA They are a factor in tarms of disability
¢laims, eamings repords, wage discrepancy repons. eto.

s Nemty onethivd of the tatal population will be minoity--38 miffon Blacks, 35 million Hisﬁanics, & miifton Agiating,
—{eontinued instabifity in Mexico and Centrai America due to debt crises, growing unem@%&yment. mssirrection,
and high binth razes)

v The American household will remain Hghly diversified-chdldiess coupdes, blertfed families, single-parent
households, and diverse groups of people living alone-the young, divorced, unmarried, and the ldedy.

= Marriage and divorce rates will change Hitle from the 1985 levels.
» Lessthan 4 pemem of farniies will have three or more ehildran,

+ Household size will decline with 60 to 88 percent of sl mﬁseholds having 2 people or less compared with 50
pement in 1985,

« Bith rate may drop o the current rate in several westers European countries {LS Yolal Fertllity Rate compared
15 1.8 tday).

» Some 25 percent of women today, who sre in their late twenties, may remain chidiess.

= The education level afnong S8A clients will grow geornetrically with 70 percent handng finished high school and
22 percent having some college (66 percent for high schoot in 1880).

« The number of functionally fliterate adults will continue to increase. {n 1986 there were 20-26 milion
functionatly fiterate adulls and over a million teenagers a year dropping out of high school)

15



Farces of Chenpe

Tabie - Selected Economic Trends and Forecasts For the Year 2000

» GNP agmizal growth will average 2 to 4 percont.

« Annual inflation rates will no! stray heyond the § to 8 percent range

o Productivity increases wit avarage 1410 1.7 percent annually.

» The Federal deficit is expected 1o fall below $40 mition by the eardy 16908 and remmin there,

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

+ Health expefrdizm wilt continue 1o increasa in‘abmime rnumbers and as z percentage of GNP.

« Large reserves in the Social Seciwity trust fimds may create pressw'e within Conggress to utiize these funds for
other pueposes.

» Labow force grovah will fall 1o an annual rate of 1.1 percent in the kate 19305 (2 3] peft:wz during the 1978s;
1980s, to date, 1.5 percert].

» The labey force participation rate of older men 55-64 vears of age ig likely Lo continye to fall {1675 - 75.8 pergent,
1984-68.5 percent and 1995-forpeasted 62.6 parcent).

s Lahot force participalion rate for women should continue to climb to between 65 and 70 parcent,
» A wornan will eam approximately $.80 for each man's $1.00 (1986 - $.69).
¢ The number of wives in the paid labar force will cantinue to grow {1864 « 13 milfion, 1984 - 26 milion).

« The number of working women, with pra-school ags children, wul cortinug 1o Increase {1850 - 12 porcery, %Q% -
over 50 percent}.

« The pameniage of nan-urdon jobs will continug o grow. -

« The temporary belp industry will grow by over a mitfion {from 1978 - 19% a 104 percent increase; DoL
forecasts g 8§ percent annual growth 1o 18951

+ Depsrdency ratio of rezi:ed to employed people will 5ot change dramatically. in the Year 2000 & will begin a
stean increase urdess there is a shift toward older retirement.
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Table W - Selected Technological Trends and Forecasts For the Year 2000

« The rate of technological change experienced in information related technologies from 1970-1985 wiil continge,
# not accelerate, through the year 2000,

» Many of the new iechnologles just beginning to emerge in the rmarketpiace will hacome funy mature and in the
mainstream.
-{artificial imelligence/expert systams, optical disk, spesch rec{aqnmmn arxi synthesis systems arel sman cards)

o Pegoessors and magnetic s;orage devices will continue 1 impfove at about 30 percent a year in
pricefperfomm:a.
» Qg}izca! storage <yszems will reptace magnetic storage dev;ces in many areas.
—{will provide the capability for electronic storage of massive files. Folders at deas»Barre warehwse coiﬂd o
housed in a space the size of g singfe file cabinst)

+ Direct clisnt input 1o their records {with proper security) wilt be possible thrr;ngh the uss of Ielc«zphorze
nush-huttons andfor speech recognition techndionies.

» increased use and performance of fiber optics and satellites will permi §5A communications networks to keep
up with and meet the demands of an inereasing number of clients. <

s Aceeteration of the information econemy will continue 20 icrce crganw.azions e mova to ﬁattez argarizational
struciures,
~(less graphasis on cammunécatzms up and down, more on horizontal or peer-to-peer}
~{the middle manager becomes lass relevant)

« Traditional rules of procirement in the Federal sector will continug 10 be questioned, for in many cases
commmercial uses of hardware and software are years ahead of governmant use of lechnology.
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A View from the Year 2000:
A Scenario for SSA’

The Underlying Premises: How §SA
Responded to Forecasted Changes -

. In the early 15905 the Social Security Adminisiration
succzssiully corapleted the implementation of the
reodernization effonts begun in 1982, Because the -
volume of bencficiaries was growing so rapidly and
was gxpected 10 intrease even faster in the next fow
yoars, the Agency set as Rs top priosity the
enhancement of is service delivery,

In the mid 1990s over 31 million people visied fiekd

offices each vear 1o file claims, make reports and
conduct business. An additionaf 12 mitiion peopls
sought senvice by phong. With an expected six miltion
mcre beneficiaries and another milion applicants per
year, it was anticipated that, without a change in the
peedominant mode of servics, 37 milion people would
he visiting SSA facdlities in the Year 2000, This
preceded the baby boomers fooding the retirernent
rolls i 2010,

inglirect bt inpreasing prassure 1o enhance service
delivery was aiso being exarted on S5A by
commercial service providers, such as banks, retatlers
and insurance companies, who were aggressively
encouraging more and more telephone arvd corganer
contact with thelr clientele. With the increasing ease
in the 19808 of telephone oderkyg, bill paying and a
proifesating namber of service applications for home
coropliers, having to visit 3 Social Securnity office 16
contkact business seermned incraasingly inconveriend
ta & growing number of people. In a 1987 survey,
0% of 88A customers said ihey would prefer to deat

with the Agency by phone rather than visiting an office.

Over the years, Social Sscurity programs had
grown more and more complicated. Initial and
continuing entitlernernd decisions baecame increasingly
technical in nature. While the completion of the
moddgmization effort stregmlined the mechanics of the
program, and computers took over the computation
of benefits, the computations themselves rermained s0
complex that they were ngarly impossible 10 explain to
a beneficiary.

in response o these changing forces, SSA
recommernged to Congress several minar ehanges 1o
the law which had the effect of greatly simpiifying
entitlement computations. Simultaneousfy, S8A
launched a maior drive to upgrade and diversify itg

- methods of service delivery. By the fate 1880s, some

infovations were being tried such as voite messaging |
for reperting such things as change of address.
Teleservice claiims and contants were Increasing a8
wore appoinimants for service in figld offices.

Thresigh the careful use of advaness in information
pracessing and commumication techiology, 58A
madle available to the public a multiplicity of ways to
access and transact business with the Agency. The
days of a trip to the local Social Security office 1o
transact minor buginess are gone. The $8A customer |
of texiay can conduct most transactions with the
Agancy through a toll-free telephone call, through
selfgervice stations at the distrigt office, or, at their
chaice, through a scheduled facetn-face imervisw.
Claime Hing and applying for a Social Security

mssber are greally diminished activities since
entitlgment notification is now aulomatic al nommal
retirement age. needed proofs are secured through

© automated data exchanges with state bureaus of vital

' This scenario is written from the point of view of a0 obyeever ipoking bagk frorn the year 200 at the ¢hanges 1w §84 betweezs 1587 ans
2000. What for the teader is a proposed lulure, is described in the senario in tha present or past terse,
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statistics, and enumeration is a byproduct of obtaining
a birth contificats,

Asg a rosull, Sociat Securdty beneficiaries have no
more difficulty abtaining timely, quality servics rom:
SSA than from the most fechnologicatly sophisticated,
cornsumes oriented commercial service providers,
The 88A of the Year 2080 provides s customers with
A varety of convenient ways o do husiness with 31,

Social Security program and service quality are
recognized as among the besi in government and
lt’?{?tistry

Program

Waork Covered hy the Fedarat Ingsurance
Contsibutions Act and Other Retirermenmt )
Programs~In 1586 about 35 percerd of af workers
were covered by Soclal Security. Inthe Year 2000,

practically ali workers and seif-employed persons are

covered by Soclal Security, A few groups have the
optian of nat being covered by the Social Security
system, but miost mambers of such groups ot ta
participate,

The Rallrcad Relirement peogram, which for years
was separate from the Social Security program, has
been combined inte 1. Since al Federal employess
hired after 1983 must enter the system, only a
- dwindling number of employees are not covered,
Thus, nearly every working person in the country
cordributes o the Soclal Security program and can
expect i receivg its benefits,

There is an increasing reaization that Social
Security is a base onwhich to plan financial security
al retirament o in case of disabifity or death, rather
than an alternative to ;snvate insurance and retirement
plans. As a result there Is an increasing number of
private and public pension programs. Many of these,
when combired with Social Security benefits, provide
an adsoquate source of income replacement,
something which Social Security benefits alone were
never intercized 1o do.

Retirement and Survivors Ingurance - The
Hatiroment and Survivors program is essentiafly
unchanged from that which existed in the 1680s. In
16962, Socia Security provided 315 of a8 income for

people over 85. By 1584, the percertage had risente

" 38%, bt in the sardy 19905 the percent began to
deciine, and then leveled off 1o the 1962 mte. One of
the regsons for this decling is that the proportion of
elderty who alse receive 2 public or private pension
was growing._in 1962 only ong in ten sicderly peopie

received a privale pansion and in 1986 one I four,
Today, as a result of the legislation in 1985 requiring
the vesting & pensions after five years, that wmber is
approximately one in two.

Simitarly, in 1962 only 54 percent of asder T
heneficiaries had samwe income producing assets. By
1086 that percentage had risen to 66 and today the

. numbser of elderly who have Income producing assets

has further ingreased,

Disability Insurance —in the 1ate 19805 the Social
Security Advisory Council made several

" recommendations relating o the disability program.

The Counci grappled with several tough issues. They
considered the use of medical and vocational
specialists and of work evaluations in the disability
determinatinn process. They fooked at the
effectiveness of vocational rehabiitation for disabiliy
beneficiaries and Supplemental Securlty Income ($S1)
recipionts, They alse reviewsd work incentives and
inftiatives.”

Several recommendations resulied from the
Cauncils deliberations, ncliding one which
suggested that more extensivie use be made of 834’y
resgarch and demonsteation authonty. As & result
several innovations ware tried and tested in the 19305,
Soms of thesa proved highly successhil and
Ieg istation to incorporate them into the Btsabﬂzzy

program has haen ghacted,

Earnings Tesi and Bena{zt Compzﬁatian—{:ontrary :
ta the growth of the labor force in the twentieth
centiry, the fiest decads of the twenty firstis seeing it
dedndie, and demand tor warkers ingreasingly
exceeds supply. Business, industry and governmarnt
are gl encouraging workers to delay retirement,

QOlder warkers arg more aid moreg Sommon.
improvements in health case and life expectancy have
made this possible. One is no langer coasidered old
at the age of 85, buit is considered a member of the
“young-old” with a remaining life expectancy of 15t
20 years,

“in tha late 19808 Congress foresaw the need to
faciitate employment of older warkers ard eliminated
the earnings test jor people wha reach full retirement
age, removing a disincentiva to work in later years.
Thus, ence a person is entitied and reaches hormal

‘retirement age, benafits are not reduced reqardless of

income earned from empioyment and there is no
recirernent for eamings repaits in retirement cases.
Cnce a person fakes a benreft, additional eamings
past fudl retirement age do not increase . Nearly
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1,560,000 annual recomputations necessary in the

decads of the 18803 areé no lorger necessary. This

. has simplified the program and encourages peopls (o
" keep working 1o build a higher benefit. |

The numerous methods of computing benefits have
beon simplified. Mo longer are complex, impossibie to
undérstand calculations of the past in use. New, easy
to explain, consistent formusdas are used to calcudate
henefits.  Simitarly, the host of reduction factorg amd
multiple alternatives for gatculating various types of

tenefits have been standardlzed and reduced to a few

simple and straighiforward methods, Peopls can
actysily calculate thelr own benefit to within a few
doflars when condampiating relirement.

Supplemental Security Income ~When the 8§31
program was created in the B70s and the benef
payment function was federaiized for the aged, blind
and disabled, the main purpose was to standardize

efigibility criteria arxt payment levels. ina very real
sense, the 851 program was created fo provide
standard benefits acrogs the Nation 10 those people
“whose income and resousces at retiremest of
disablemnent fell badow a minimum leved, Often these
were peopie who had litle or no work history, or were
" never emplioyed because of a disability,

As tabor force participation grew in all sectors of the
poptdation, the group of people eligible for 581
benefits on the basis of disabiity was largely reduced
to those who had never worked and therefare were
not covered or “insured* by Soclal Security. In many
instances, these are people who have major
inpediments to employment, such as developmental
rhisabilities, and thus also terdd to be in need of sther

- aocial services basides income maintenancs, Half of
the disabled 581 popdstion suffer from mesial
retardation or mental Hieess. Neasy 3 percent of all
S8l recipients are blind and 5 pewam are under age
i8.

There is the realization that many of those who need
£51 benefits in the Year 2000 are very likely to also
need those socidd services provided at the State and
local level. This has generated increéasing interast in
linking both the payment mechanism and the delivery
of social services into one administratihe system,
Proposals being made by interest groups and being
discussed by Congress range rom integrating §Si
into the Sociat Security program as a mindmurn foor
financed by gencral revenues, 10 having the 881
program administerad by the States with continued
Faderal funding and oversight.

Service Delivery

Muitiple ways of transacting business with 88A are
now available for the convenience of the cuistomer,
The telephone, sell-service stations in the fiéld office
and two-way video account for 3t least 90 percent of
all transactions. As a resull, service 1o the public is
primarily by means other than face-io-dace contact
with an SSA representative.

Anyone can access a toll-free national telephone
numixy {e.g. 800-88A-2606) tn file claims, obiain
servive and make appcintments, 8¢, The national
number routes calls o the nearest avaiable
teleservice conter as traffic dictates, These centers
are staffed by highly trained and qualiiied employegs
as well as computer synthesizedd voie axi artificial
irteltigence programs that can often handle calls,
includiniy claim filing, without emplcyes intervention.
The national telephone number can be accessed 24
hours per day, seven days a week.

SSA now has the capability to depiay seéf-service
stations for filig siaims, requesting information, filing
required reports, #1¢. SSA has the option of instaliing
these stations at the district offices or1o provide this
service through existing networks of widely available
ATMs used by many service providers. These
networks now provide the public with convendently
ocated terminals from which they can actess various
commercial services. A customer using a seft-service
station i a district office could opt to interact through
the terminal’s two way video screen with a Social
Security representative who Is phiysically located
elswheze hut can see ark! ialk to the beneficiary, -

'i"he seif-service stations at SSA’S district offices
enable the transaction of business in any of several
languages at the choice of the customer, much fike
some bank ATMs did in the 1980s. They wouki sfso
provide a means of efficiently serving the walk-in
raffic, as well as the hearing/speech impaired. |

While 5SA's records are securaly protected from
electronic tampering, those people who hav home
computers can use them to commuricate with $8A to
file cialims, get samings statements and oblain benefit
gatimates.

District offices handle complex face-to-face
contacts, manage personngl working from home and
dispatch employees throughout their geographical
area to assist the public.

Technological advantes and the widespread use of
teleservice facilities have fooused some SSA
employees on camplex case situations. These
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smployees are trained spacifically to handie these
situations and concentrate on speedy resoluion so
that they rarely remain urresolved for more than a fow
days and payments are on schedule.

Neary afl face-to-face service is by appointment, if
someone desires or needs actyal personal cordact, an
appoimment is made t the district office, the hame,
ar ather convenient {ocation.

S$54 has arranged with States’ vital statistics
bureaus to make it convenient for parents Yo obtain a
social security number and card fof their newborn
child, ‘When parenis apply for 4 bitth cerifficate they
can check g bt on the State forms to request a
number for their chld. Since a soclal security number
is naeded to claim chiidren as dependents once they
reach age 5, most parsnts make use of this
procedurs. . ‘

The Siatgs have been enthuslagtic about the
process since it gives them a more compiete record.
Buring the 1990s, after the first few States adopted the
practice, the others found it attractive and opted in.

Any afisn admitted to work receives a 8GN as a
resull of filing norral admission papers with the
immigration and Naturalization Service {INS). No
saparate contact with a Social Security office is
NECEssany.

Arwsther senvice i offered In connection with the
erumeration process. Whils the Social Security card
issued 1 the infant is made of paper just as ¥ was in
the 19808, any person ssusd a card iater inlife has
the option of receiving 4 "smart cargd™. This card is
capable of hoiding large amounts of data and is
available for a multiplicity of uses such as highly
secyre kentity devics, multipfe credit card,
checkbook, medical record card, bank card, ete. itis
& universal card thal can serve mutiple purposes both
* Governmental and private.

A pajor initiative, started in the 1890s,
automgtically provides eamings and benefils
information to workers over 25 years of age every
three years. Each worker receives a notice showing
total eamings by year ard employer, an estimate of
retiremant benefits at normal retirement age, a
staternent of disability or survivors bengfils the worker
is entitled to as of the date of the notice, or the
number of additional quarters needed for entitfement.

The claims process tor benefils at normal retirement
age no longer requires filing an apgdication. Shortly
bafore aftaining nommal retirement age, living, covered
S8H holders are notified of potential entlilersent. The

notification provides a statement of benefits payable
at that time and an estimate of benefits payable #
¢claltning is postponed. {This approsch may
encourage the ndividual to defay refirement)

# the worker deckdss to retire; he notifies SSA of -

. that decision and payments begin. if the person

chooses 1o delay benefits, he simply does not
respond o the notice arvd may file a olaim at @ later
date.

* The number and percent of pavinents made by
Electronic Funds Transfer EFT} has continusd 1o
accelerste since the ina 19803, Dired! deposit by BFY
is the stanclard way S84 pays benefits unless the
heneficiary specifically requesis asnother method of
paymert of has no bank account. The Agency then -
offers the person with no bank account the option of
using the SSA-tsgyed smarnt card to withdraw funds.
trom designated banks. SSA has arranged with
geveral barks 1o issue payment. Beneficiardes can
wittidraw their benefits sither at a teller or that bank's
ATHs.

- A3 a result, Tew checks are issued and beneficiaries
have enhanced set:umy The lost or stolen checkisa

rarity.

The repoding burden for the pubéx; has been
redyuced with the elimination of the samings test at ful
retirement age andd the ability of SEA computersto”
awormatically compare their files with othwr Federal of
State gomputer data bases.

Some reports remain necessary. Disabled peaple
are stifl expected 1o repos changes in conditions
which would affect thelr disability status. However,
the need for beneficiary and recipieat raponting has
been signiticantly reduced.

The geprpayrment/detst collection probler that
recetved so much altention in the 1870s amd 1980s is
reduced. Program simpfification and matching -
techniques result in few incotrest sayments and these
are usually discovered early while they are guite small
arxd, thorefore, easy {6 recover, BSA’s dabit collection -
methodds use billing techniques aryd cross recovery
from other Federal payments to insure a salisfactory
recovery ratg,

Emplovers have aiso been relieved of 3 huge
reponting responsibility. The law has abways |
mandated that employers report the wages of their
employees for FICA purboses quanedy untif the
rid-1970s and annually since then, At the same time
these employers had o report soms of the same’ -
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information quarterdy to the States for other purposes
such as unemplovinsn compengation,

SSA now glectronically obtalns the reported wage

data from the states and yses it to credld the warker's -

wages for Social Securlly purposes. Thus, the need
for an employer o report to both the state and federal
government has been reduced. g

The adeinistrative appeals process is much more
convenient. Two-way vikieo screens are avatable in
field offices where, by appointment, the parson can
racelve a compliete hearing on any appellate issue
through the video hookup. The hearing officer can
seg and interact with the person as welf as exchange
documents, imaged and transmittatde efscironically.

In the 1870s arxi 1980s, SSA had a very
burdsnisome appeals process, Dver 90 percent of all
appaals involved the disability ssue, The beneficiary
was frustrated by the tength of the process and S8A
was trustrated by #s cumbersome nsture, e, first a
paper review, then a hearing befcre an Administrative
Law Judge, next a review by an appeals council andd
finalty, theough afl leveis amf districts of the Federal
coipt system.

(n the 1890s, the process was simplified so that a
single Federal court, shart of the Supreme Court,
provided the last appedl lovel outside $SA. This

produced much more consistency in rulings and has

improved administration of the pragram,

Technology

S84 hag Iaken advantage of advances in .
information technotogy to auomate §s processes &
the maximum extent consistent with efficient,
cost-effective c:pelazims .

Each employee, whiose }ob reqwres i, bas ready
aneess 1O an aitomated voice/data workstation that
serves both as

» geeess into 88A"s program, manasgemant and ‘
aoministiative data bases and systems; and

» 2 seff-cortained data processing unit, capable of

pertorming calcidations, word-pracessing, -
graphics, document storage and refrieval, ete. as

appropiate.

Reductions in the cost and size of information
technology have permitted the widespraad distribution
of SSA data processing, storage arvd rotrieval”
fnncﬂous

Implementation of the systems plang of the 1580s
was cormnpisiod in the eady 1990s. Asaresult, SSA s
in a modem lechnological enwironment. Rapid and
gramatle technological changes make available vasy,
efficient and effective opportunities for how work is
done, whare & can be done, and who cando it Al
operationat offices are siuipped with interactive -
termingls able to access virtually all of SSA's
administrative and program files.

Many functions are suppond by artificial
inteligence and expert systems, SSA facilfties have
com;m%er«based training materials ardd program,
Instructions as well as scannersfimagers capable of
reading typed or handwritten documents, transiating
them into computer usable form, and electronicatly
sanding them anywherea for storage, facsimile
reproduction or viewing on a compaster terminal
scrgen. The processes of making Agency policy and
issuing regulations are also supported by artificial
intelligence systemns which apply expent logic tofacls
and altematives.

Al data bases arg fully online and can even be
accessed directly by the public, when appropriate.
Papetless processing is the normi, AR peninent
gvidence is imaged and stored elecironically.

Actions infliated by a customer are communicated
10 $5A by whatever means the custamer Chopses,
This i also true of the response. The communication
can be through 58A voice interagtive termivls,

- personal compiers, wiephone or maff, All records”

are maintained in slectronic form with paper files
baing virtually non-existent,

All docoments obtained after 1990 that require
retention have been stored in electronic form, Paper
files, claims folders and the need for cavemn storage
are all gone, .

Distributed data processig and dats stomge are a
reality, The processing and storage of $5A's data
have been widely distributed to the lowest cost
effactive level, in some cases t¢ the individual
workstation, Computer matches acour routingly with
all State and Federal data bases as well as some
private dala banks,

The abiity of each SSA compraer sysiem o
commpnicate directly with gthsr compuiar systeins-

" inside $84 and with other Federal, State, and some

private systems has permifted immediate response 1o
claimants, other inquirers and SSA support personned
acrass the country. SSA has created a unit :
responsibie for interagency systems coordination to
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facilitaie the numerous c}éZa axchanges so critical In
- 8GA’s mission.

Office automation has become a reality at every
SSA tacitity. Workstations are equipped with
state-of-the-ast information processing and
commenication 1oois,

Al SSA warkstations across the country, including
portable terminals, are connested by an electronic
network which afiows sharing of documarns, drafts,
marmos, e1e, Inits search for maximom autormnation,
the agency has begun Installation of dictation-to-
oiint word processors which convert the spokens
word to typs, eliminating the need to anter docwnents
by typing on a keyboard.

Meadad systams changes can now be eifected
-gasily, as a layered systems archifecture has been

. inplemenied. S8A systams evolution and upgrades

e now roiitine,

Security policies and access safeguards are in
place. Atlempts (o violate thess mechanisms are
carefully monitored and investigated and any
necessary corrective gotion i taken promptly.

Organizalion

As the Agency automated B8 Drogram processes
angd moved from 2 technical worldorcg o a
information processing warkforce, the increased use
of communications arxi data processing technology
ehanged the management structure of the Agency.
Fewser management layers exist in today’s
prganization than in that of the 1980s,

Werldoad processing centers perform a variety of
opemtional sotivities bast done in cantralizad
lucations .g., large workiads which are cyclical in
nature or recuire manual inderaction with the
automated data procassing systems. SSA now has
the capacity to transfer workicads electronically
belween processing centers and other locations. The
increased use of teleservice and the concentration of
service gdemarxd # produces, now affows economies of
scale which promote the delivery of services which
are not feasibie in 3 district office setling due fo low
demand incidenca, such as multiingual service,

The experiments in innovative procuremert
technigues which were conducted during the 1990s
wers, for the most part, successiul and have now -
become standard procedures. As a result, most
procursments of facilities or equipment with g
. predictable He eycle are conducted through

longderm resup;;iy sontracts. This has routinized
needed upgrading arx! maintenance.

A promising result of these experiments is the
instiute for the Devalopment of Sockal Secyrity
Service Systems. Born out of the travmaof
implementing large scale systems modernization
efforts in the 80s and 90s, this institute is an
independent, non-profit research and daveloprment
srganization with SSA ag s only ¢lient. W has a long
term contract 1o meet SSA’s needs for testing,
developing and adapiing new technology 1o SSA
business procasses. Bacause it Is "outside” the
fedaral government boundaries, 1t pan procure
needed talent, faclities and technology far more
fizxibly than SSA can interrally. This institute,
patterned alter the Mitre Corporation, has been the
single mast powerfut force behind the elimingtion of
the technofogy gap betwsen S8A and similar private
service broviders,

As the managemant structure changed,
management rofes had 1o shift away from the
traditional controliing of work (o facllitating the Bow of

. information.  Since members of an organizational uni

may be gesgraphicaliy separated from sach other or
work ot differant times, the manager's primasy
responsibility s 1o facilitate interaction within the
group. Expanded awthority has been delsgated in
lower fickd management levels throughout SSA.

The §8A workplace s different from that of the
159805, Management has diligently atended to the
“hurmar needs” of employees. There is increased
eraphasis on open communication betwaen
managerant and smployess. Creativity, insovation
and risk taking are encouraged. Flaxibility is provided
through aiternative woik hours and incredsed |
opporturity for part-time employrment, All oifices are
modern, comfortable, pleasant places 1o work.
Physical fithess programs are i place; some faciiities
are onsita, but in many locations, spacial
memberships are provided 1o §8A employees.

There are computer terminals At most employees’
worksites. The development ard delivery of both
training materials and program instruetions are fully
computer supported and can simudate interaction with
the operations sytems so trainees and other
empioyees can learn from "live® cases.

In headquarters, and the tield, technology has
alterect the way most jobs are perfonned. Because of
ihe streamiined workflow, many positions have been
revised. This has been g necessary, ongoing process
as specialized functions diminished during the fast
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" decade. Broader-scope positions requiting greater
skills are baing dovelopead ootimpily, Persomnel
movement between and amang headguariers and
field companents ks sncouraged and supposted by the
Agency. A proper balance is maintained between -
haadquarters and reg:c:}na} staffing levels and field

staffing) Jevels.

Since technoiogical changes, and to alesser
degree, program changes have resulted in significant

redeployment of amployees, S3A has strengthened
and expanded its training and retraining programs at
all levels of the organization, New managsrnent
techniques, knowledge, skills, and abiiities are
nesded, managsment development pwgrams p!ay -]
significantly more crtical role inthe trasning and .
selection of new managers.

The Agency is ready for the twenty-first century.
The future is here,
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Strategic

Recommendations

This section lista 28 recommendations: 3
suggestions for pepgram girplification, 9 intiatives for
service improvemient, 16 snhancements G the way we
use iechnoiogy and 7 proposals in the areas of
mrganization and human resources. These
recommendations form the core of the §SA Slrateglc
Plan,

A briaf rationale Is provided for each
recommentation. Mast of the recommendations are
independent activities which can be acted on or
started without relying on the others. Some require
that others be acconplished first. Together, zhey
make up a plan of action for the future.

Programs

1. Facilitate Enurneration

$8A should work with all States and junsdlczzzms 1o
pramaote voluntary enumeration at birth as an opz;onal
(to the parent} byproduet of obtaining a birth
cartficate This could be achieved if States agreed to
include a request for a Soctat Security number (SSN)
31 their birth certliicate applications, ard to
periodically repant 1o S8A, using electronic media, the
necessary dentifying information fo issue an SSNL
The $5K zr¢d a Social Security card would be
forwarded to the address of the parents. The number
would be shared with the State’s Bursas of Vit
Susdistics. This rengrnmendation can be implemented
by expanding the present enumeration at binth pliot to
a standard SSA program.

Indavidials who are not enumerated 4t binth cauld
ahtain an SSN through the present method,

Aliens entering the United States for prposes
recpiining Issuance of an SSN should be enumerated
as a byproduct of their initied processing through the
Imimigration arek Natuyralization Service, This canbe

achioved by 584's establizghing an agreemernt with the

INS similar to the one with the States.

Between now and 2000, $84A’s public informationin
those States that have agreed 1o the enumeration at -
birth process should routinely suggest that the SSN
be obtained at binh.

Hationate —While the process for obtaining an 53N
has changed over the years, the enumeration palicy
essentially as been that people may oliain an SSN
when they desire to do so. Since the 19785, however,
various legislation has required that SSNs be
oblained, in some cases at an early age. An 88N ig
now reqiired to establish a bank ascount which may
have pdential tax liability, and SSNs are mandatory
for chiiciren over the age of 5  parents claimthem as
dependents on tax retirns.

Requesting an S5N requires compietion of a
mutii-paged appdication, proof of age andfor identity
and is normally done through a vistt to a Social

Security office.

The great majority of parenis would ikely first:
ergmeration at birth convenient and sfficient. Legal
immigrants woudd aiso benefit from receiving .
necessary documentation withowut multiple contacts
with several govermment offices. 58A would improve
the efficienay and acoursey of s processes, and the
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States would welcome the added avalabllity of
information on theilr records.

It is expected that, by the Year 2000, SSA will be.

- issuing four million SSN's annually to children under
the age of five and legal immigrants. it is estimated
that at ieas? three quaners of these 8SN's could he
issueyd through the proposed mechanism at an antual
savings 1o the §SA aperazmg buxiget of 20.5 milfior
1887 doiia!s

2. Eliminate the Earnings Test

The anngal earnings tast should be elieninated for |
hensficiaries over full retirement age. Benefits should
only be recomputed 10 include the effect of eamings
until #ll retivement age or untl filing, whichever ooourg
iater. S

‘ By the Year 2000, a delayed retiremnent credit of 8
percent of the benefit armount al il retirement age

shouid be awarded for each year beyond that age that |

herefits arp postponed. -

Rationale - From the inception of the program,
benefictarios have had 1o restrict their earaings 1o
obtiain the maximem amount of benefits. lfa
beneficiary earns in excess of & certain amount,
benefts are reduced. Throughout the years, the
formula and policy have been changed 1o permit

higher eamings, but :he deterrent 1o work has
remained.

As labor farce growth siows to a halt over the next
two decarles, inerzasing labor shortages will make
continued work by older, experienged Americans not
onty desirable but needed. Eliminating the retirement
test would provide a powerfud Incentive 10 older
workers ¥ continge employment past the normal -
retirement age.

- Delayesd retirerrient would be further encouraged by
an increase from 3% to 8% in the delayed retiressant
credit for sach year henefits are delayed past full
" retirement age.

Twes other benefits wouid be derived from these
changes. First, the FICA taxes associated with the
workers” added samings would provide added
support to the Trust Funds. Second, the biggest
cause of payment arrors - the retirement test - would
ba substantially reduced due 1o the elirination of that
provision for those of iUl retirement age, as would the
labor infensive workload die to it administation,

3. Simplity Benstit Ccmputatioﬁs

Cornpidation of benefits for gl entitiement situatlons
shayld be simplified so that they are simpler 1o do and
more understandable to the public. The sumber of
alternative ways of computing benefits should be
reduced to less than ten and, ideally, 1o no more than
five. Reduction factors for al benefits should be
undforrm

- Rationale - Compudation of benefits for warkers,

depercients and survivors are based. on muitipls
formulas which have grown increasingly complex over
the years as they were adjusted to accommodate an
ever increasing number of specific circumstances.
These campastions arg difficult to explain orally and
nearly impossible to explain in a written notice. A¢ a
result many bensficiaries harbor doubts sbout the
acouracy of their benefits, Recomputations are a
iabor-intensive, annual pencess whan subsequent
Barnings incraase the benafit amounts of the wcwkef
ane any dependems .

' Heplacing the 78 computation formudas that exist
today with a sinpler set of standardized formulas
coveting all stuations would streamiine
payment/benefit levels, assure a continuing
redationship to purchasing power, and make it

_passitie to provide a simple, understandable

axplangtion 3¢ the beneficiary. The formulas would be
easily awtomated, maintaingd with consistenay and
signiticantly reduce the amourdt of chnical
knowtedge emplovess roust msaintain 1o properly
serve the public,

Service Déiivery

1. Expand Telephone Service

38A should move forcefully 1o make isleservics the
predominant moxie of service tong belore the Year
. 2000, This inclades establishing the necessary
physical fazilities. communications and data
processing systems, orgamzat:{mﬁ structyrs and .
raining programs to provide 24-hour, 365 day a year

service, Accass to the service should be throughoa
single nationwide tol free number that is easy to \

" obtair and remember.

There should be no transactions that cez}id not be

a1 least inltigted by a wlephone call, SSA showdd be

able to handle at least 90% of 2l trangactions through
telesavice. Even when face-toface contact i
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needed or desited by the customer, an appoirtment
for a visit 1o the nearest office should be made by

phone,

in implementing this recormmendation S8A should
take advantage of all appropriate technological
advances such as interactive voice messaging, expert
systems, voice synthesis, elc., which canmake it
possible to deliver & high level of service to ihe
iglephone customer with reduced need for employes
intervention,

Rationale—A survey released by the HHS
Inspecior Gensral in Seplember of 1887 found that
50% of SSA customers would prefer to lansact Social
Security business over the phone rather thar through
a visit io a district office. To the 884 customer of the
Year 2000, it will searn an impogition to have fo visit a
government office ta do business iike that provided
via telephions by commercial service providers,

Expanding telephone sarvice would posiiion §8A
to meet this changing expectation by allowing 31 io
47 mifion SSA customars {of the 52 milion expected
to transact business with SSA iy the Year 2000 to do
their bugingss by phone. This would save the public
mitlions of hours of travel time annually,

Further rmticnale for pursuing this recommerndation

" is the great potential for efficiencies and service
innovations made available by the economies of seale
inherent in teleservice,

Once SSA makes the investment in facilities and
equipment required to provide high qualty telephone
service during coast-to-coast warking hours {12 hours
a day), little additional investment is required to
provide 24 hour service. I experience with the samvice
indicates sufficient demand for statfed telephons
service at night, that demand can be miet with an
appropriately sized night staff. '

2. Pursue Self-Service
Stations Option

S8A should establish tha.necessary data
processing and communications capability 10 give
S34 the option, by the Year 2000, to install self service
stations in the district offices, personnel offices of
large employers and, through access o commercial
ATM networks, in high waffic public places such as
shopping centers. These stations should make use of
ATM technology to provide the public a simple,
easy-to-use alternative for obtaining information and
condusting most fransactions with SBA without the
need for a personal intenview. Thase stations should

be equipped. i technology allows i, with two-way
video connections to S8A teleservice centers.

Hationale — The S8A customer of the Year 2000 wil
be used to and expect the convenience of doing ™ -
businass in ways other than face-todace. Telephone
and home video shopping will be common. Banking
through automated teller machines will have been
routing 10 @ majority of the population for over a
decade. Large coramercial networks of ATMs are
expectad 1o be established during the 19905 through
which the pubiic will be ablg 10 access multiple
services, S8A could provide aceess to its services
trough those networks, since customers will expect
1o transact business with S8A in the same convenient
ways they do with other service industries.

Imptementation of this recommendation will
support S8A’s efforts to sustain it tradition of
providing a high quality of service. it will also enhance
the efficiency and efficacy of SSA processes.

3. £ducate the Public

SS8A should establish a strong and ongoing
information disseningtion program 1o promote the
pubiic’s understanding and confidence i Social
SBecurity, especiafly in terms of Trust Fund Hseal
soaminess, As part of this sducation program, SSA
shoutd increase and improve the information provided |
to the public concerning the nature of the program
and it bangelite, '

Rati&ﬁale«&&any younger workers believe that
when thay hecama sligible o retire, the Sochal
Security Trust Funds will not be able 1o provide them

with the benefils they have eamed, Further, the puhlic

s generally unawsare of the protection provided for the
worker arct the famidy inthe event of digability or
teath, The lack of undefstanding of the §SA grogram,
the purpose of s benefits and s fiscal sountdness’
naeds 1o be eoracted since I undermines the
Tonig-term effectivenass of the program.

4. Provide Periodic Benetit Estimates
$5A shotld begin a major intiative to attomatically

" provide earings information to workers over 25 years

old every three years. Each SSN helder showdd
receive a clear notics showidryg totsl earcdogs for esch

. year, the names of all amployers, an estimate of

retirement benefits at normal retirement age, a
statament of benefits the worker (or farmily) is emtitled
1 as of the date of the notice, in case of death or
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disability, or the number of additional quarters needed
to be msured.

A three year periad should be allowed 1o requaest

correction of any errors, after which the record cannot

. by changed. Subsequent notices would include all
earnings information but error correction would apply
only to the last thres years of eamings.

Rationale ~ implemsntation of this itiative would
provide an efeciive process for ensuring the acoiracy
of earnings records, since workers would be aware of
deficiencies in thel recor within three vearg of the
mistake oocurring. Such errors would be far easier 1o
correct than errors discovered when fling for
retirernernt benefits, aftar a lifetime of working,

In addition, the periadic availability of complete,
timely and accurte wage and benefit information
would be of assistance to the public in financial
planning. It would also Increase public awareness of
the value of the program, particularty for younger
workers,

5. Simplity Appeals Process

S8A should streamline the appeals process by
reducing the present multiple appeal levels, S8A
should afso explore the desigration of one federal
court which would provide a single appeliate level
autside SSA short of the Supreme Court,

$SA should pursue the establishment of two-way
video faciities, and the necessary suppotting
cormmunication itities, for the conchunt of location-
indepandent appeal hearings. Thig includes the
enhancemert of electronic data acquisition, storage,
-retrigval and trapsmission systems to make the
complets appeal record readily availabie to hearmg
cif;c;ezis anywhare in the country,

. Rationale - The existing administrative appeals
process has multiple steps. it involves a paper
reconsideration followed by a face-to-face heating
before an administrative taw judge and then a review
by the Appeals Councit. From there, any ¢ase can be
appealed through the various Federal court levels,
The customer is frustrated by the complexity and
fength of the process. S8A is frustrated by its

- cunbersome nature and the systern's inherent
propensity toward uneven results.

The recormmended changes would redugs the
lfength of the appeal process by as mtich as two thids
of the present average completion time, 1t would also

erthance the quality and conséstency of the dmwz}m
it produces.,

Two-way video facllities and electronic storage and
retrieval would provide claimants with graatly
enhanced access ibility to hearing officials. 1 would
also alfow locating hearing officials in centralized
lacations, promoting economies of scale and the

. svallabiiity of appeal servdces {such as bilingual

hearing officials} not possible under a more dispersed -
configuration.

6. ﬁxapand Automated Data Exchange

5SA shauid proceed, as quickly as possibie, 1o
establish new and updated agreements with federal,
State, Iocal and private organizations, for the
glectronic exchange of data required to substantiate
customers’ staternents and to varily compliancs with
program requirements.  This inciudes information
such ag bitth, death and mariage records, state
henefit payrents, g1, As 2 critical parnt of this effon,
884 should work with the States to establish data
formatting, storage anvd transmission standards as
well ag the ADP faciilties necessary to accomplish the
exchange of data betwaen SSA and State systems,
The final burden of groof in cases whete electronic
data matches are not successiul o possible shoudd
ramain with the customer, Implementstion of this
recommendation may require establishing an §SA
componant responsit:é& for inlaragency systems
coordination.

ﬁaliomiew B34 policy argt operational procedures
prosently require paper documentafion 16 establish
eligitiiiry, Claimants are requirad 1o bring or send :
nasdad proofs 1o the S8A office. Today, the retention,
retricval and votume of SSA’s paper files afe
significant cost lems. Advances in technology raske
poessible the electronic acquisition and storage of the
required infortmation in a muoch more efticient, rapid
and refiable manner without, in many cases, cuslomer
intgrvention,

Servies to the public would be enhanced by
reducing the need for customers to obtain, pay for,
bring 10 the S§A office, andt risk lasing gocuments

_nesded to substantiate claims. These documents are,
for the most part, paper certification that the

infortration they contain resides in organizational files

“which can be accessed electronically.

tmplementation of this recommendiation is a
prerequisite to implementing other recommendations
of this strategic plan such a3 au:oma:zc grtitlement at
norrnal renremem age.
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. Additional benefits acerue 1o the Agency through
the efinirestion of huge paper fies and the coste of
storing and managing them, Benefils would also
goerus from speedier, mote reliable progesses for the
snforcement of program requirements.

? Reduce Earnings
Reporting Rmairemmi&

$5A should explore the possibility of replacing the
existing empioyers’ wage reporting requirgments with
agreements by which the states would gharg with
S3A4, through electronic media, the wage data
reponted by empiayers for unemployment ingigance
and procgam purposes, .

Hationale ~ Implementation of this

recommendation would eliminate a major reporting

burden for employers. I wauld also enhancs the
timeliness and accuracy of wage data used by S8A,
and may roduce sommwhat the number of wage
discrepancies that must be resolved annually. By
replacing 185,000 magnetic medis apd 6.5 milflion
paper wage reports (in 1986] with 57 electronic
reponts from the States and other jurisdictions, SSA
would greatly reducs the annusd wage posting
worklpad.

8. Provide Automatic
Notification of Entitiement

535A should establish a process of autoradic |
notification of benefits at hull retirement age, Three
months before attainment of full retirement age (ss
definad by law), if a Social Securty number holder is
alive and not already receiving retirement benefits,

- 88A would nutity the worker of entitlemnent and the
estiruted benefits based on posted eamings
information {a sumemary of which would be incliaded in
the notice). The worker would have the option 1o

‘begin or detay banehit paymaents. If the worker opts 10
begin benefits, drxt assuming there is no earnings
discrepancy, szgnmg and returning the notice to S8A
would suffice 1o Initiate paymert on the appropriate
date,

# the worker decides 1o delay benefits, only
Medicare eriroliment would take place. The worker

wotdd contact SSA when he subsec;uemfy wanls
monthly benefits 1o begin.

Ratiana!emm present, ciaimants misst visit or
telephione SSA to fila for benefits. Paper,proots are
brought or sent 1o the office. In some gases, multipte
trips to the office are necessary, Most, f not ol the
information to verify whether a worker is alive and
entitled 1 benefits, compute the benefit amount and
irdiate payment is already available in $8A and other
federal and State Rles. This information is accessible
through electronic means, making the submittal of
proofs and the existing claims ffing process not oy
unnecessary, bt ingfficiant as well,

implementing this recommendation would aliow
S5A 10 maintain the number of claimg filed {rather
than automaticaly notified) at about the 15987 tevel, iIn

“spite of an expected increase of one million new

claims a year by 2000,

9. Expand Payment Via ElecCtronic
Funds Transter (EFT)

SSA, in concert with the Treasury Departmant,
should encourags EFT as the standard henefit
payment method, By the Year 2000 EFT shotdd be
the automatic method of payment unless the
beneficiary requests otherwise. S84 and the Treaswry
Department should also contract with txanks so that
beneficiaries who do not have a bank account can
withdraw their monthfy benefit payment from the

. banks’ tefler machines using SSA-issued bank cards.

Rationale - Payment by electronic fund ranster to
an indaddual bank accouyt has been passible since
the 1670s. While $5A has neither encouraged nor |
discouraged this option, about 4 owt of gvery 10
benefit payrnents are prasently made through EFT
and this fraction is incraasing about two percent per

- year. The Treasury Department is increasingly

aneouraging EFT payments since they resul in
substantial adminisirative cost savings,

Corwersion 10 EFT as the predominant form of
payment would sigrificantly increase the security of
payment to each beneficiary. 1 would also improve
the efficiency of 38A processes.
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. Technology

4. Modernize information Architecture

 $3A should implement a broad-based information
architecture 1o permit gttainment of Gprerational
objectives while acaomimaiating new requiraments
and technology quickdy and efficiantly. Key attributes
of the needed architecture are:

« 3 broad concept of data needs encompassing all
of the Agency's pracesses, nol just the
programmatic ones. ’

« consideration of the mest cost-efective means
for storing, retrieving and transmitting ¢ach type
of information SSA nesds, v the context of how
that information is wsed and processed,

e independense of its major components of layers
* such as physical {storage, processieg and
communication) infrastructure, data,
programmatic algorithms, customssrfuser
interfane, workdoad control and management
information.

s 1 set of rules governing the interactiong between
various componients of the systam, e.q., hetween
PrOgram processes and maragement processes.

o digtribution of data gtorage and prosessing (o the
lowest levels in the organization at which they
can be perdormed cost-eftectivaly.

Aationaie —The sewvice improvements and
pracessing efficlencies that technology is expected to
rake possibile are predicated on the existerse of an
operating informsation architecture significanily
different from SSA's present one. A change 16 an
architecture with the proposed attributes would oot
orily affow attainment of these efficiencies arwd service
improvements, But woldd pogition SSA 1o swiftiy
respand 10 lagisiative changes and easily upgrade its
systems as data provessiglfcommunications
technology evolves.

* 2. Establish An Electronic
Workstation Netwaork

S8A shouid implement an integrated electronic
network to serve all of the Agency's programmiatic,
maragement information and office automation
needs, with all appropriate dlerical, technical,
professionat and manageral smployees belng

assignad a dedicated workstation.  This workstation
shioudd provide a direst, ondine ink with §SA's
program and administrative information and
communication systems. It should alse provids
capabilities tor processing all information that the
empioyee it authorized to deal with, The integrated
network shouid also pravide for communications 1o
and fram the workstation {e.0..using electronic mail,
documentfimage transfer, ard voice messaging),
among all apprropriate S8A employees and

. éa&egna!eé emmcyees in pther organizations,

Rat’ionaiem'rbe prochiciiity, quality of work, and
work environment of most 85A emplovees can be
significantty enhanced through the use of existing
office sgomation, communications and data
processing tools. Since 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 ad comumunication netwarks to
sepvice each of these naeds would negate the
gfficiencies ta be gained by using the tocls, S3A
employees should be able to call up 'on their
workstatinn whataver 100 i needed atl the moment,
rather than using different terminals for different
hnotions,

The availabiity of an zrttegraied
ADPeammunicatinn network would also en?aance
S8A's ability to shift workload processing from
locations with backiogs to losations where staft iz
urdensiized.

3. Convert to Electronic Storage
and Retrieval ot Documents’

By the Year 2000 S8A should store no more data of
docurments in paper form. Al data, including '
character-based and graphic/nage data should be
maintainad in maching-readaile form on optical/
magretic disk or other siectronic storage systems.
Thase data should be viewable or printed at ampiloyes
workstations, Conversion of existing paper-based
gtorage systems should follow four stens:

« Implement, at the eartiest possible opportunity,
an glectronic slorage and retrieval capability.

* « Store new documents electronically.
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» Convert existing documents to electzonis storage
only where jusiified by service and cost
considerations,

« Eliminate remaining paper fes gradually as
retention pesiods expire.

Hationale— Clalims information, Social Secuwrity
number records and administrative informmation are
prasently maintained in folders and paper form, Only
the Master Beneficiary Record and Supplemental
Securlly Becord arg preserved in gectronic form, Al
other information systems have paper of microfim
files ag their backup and each claim for benefits hag a
paper folder. -

The cost of dectranie processing, storags and
retrigval of indormution would be dramatically reduced
compared I rmanusl, hard-copy information siorage
ardd reftipval processes, The 46 milion active folders
presently occupy 860,000 square feet of storage
space and require from 1 to 7 working days 1o
retrieve. By contrast, electronic storage of the same
documents would requite some 5,000 sqguare feet of
space and would allow aceess of any document from
any electronic workstation within 39 seconds, .

4. Automate instruction
and Training System

§8A should support all feaining and program
instructiong activities with a pomprehensive elactronic
network jinked to data bases accessible through any
of the Agency's auttmated workstations, Thege data
hases showld contain training and instructional
materials easily accessed by Irainees and employees
throughout SSA.

The system shoutd efecimnrcalry develop, Zransmﬁ
maintgin, svatuate and manage instructional material
(both training lessons and aperational instructions) in
& variety of formals and media.

Ratignale - $8A is presently experimenting with
cormnpuer-based raining (CBT) and sataliite
transmitted training. Most CBT materia Is being used
in the training of managers and staff across the
country in the systems modemization effont. The
satellite-transmitted material is for information and
general purpase presentalions broadeast to 17
receivihg sites.

Cver the next decade, the volume of training and
instructional changes required by Agency transition
will require a fast, eflicient, astomated instructional

system, Most paper-based instructional material
which presendly is fyped, printed, warshoused,
urdered, selecled, boxed and shipped 1o operaticnat
sites in ime frames measured in days and weeks
could be made available to em;ﬂoyees aﬁd trainees in
minutes or hours.

The creation of !hzs electionic network wouid
provide easy access to updated material, shoren
training time, aflow employees soms degree of control
ewer the pace of lsarning, and aflow reanagement to
evatuate ardd analyze training activities in a timely
mannes.

5. Automate Management Information

S5A shouid, as a byproduct of modemizing Rs
protesses, autornate most of the information
collection and processing necessary 1o suppon the
managernent and analysis of 85A's processas. All of
S8N's program applications should be designed to
take advantage of this development. Management
infarmation should be automatically generated and
made avaflable through the manager’s workstation
rather than on paper reponts,

HAastionmle —Presently, some management

information is derived from the claims processing

systemns.. However, much of the information
necessary for buglget and resource planning is
abtained through manual strokes tadiies and sampling
echmiques. This information is usually ransmitted 10
tentral office ang distributed In paper form,

The autamatic creation of management information
will dramatically improve both the accwacy and
timeliness of 8SA’s management information. -

a8, Automate Audit Data

Because all of SBA’s significant functions will be
suppiemented or supplanted by modern and efficiers
compister systems, most of the information necessary
to audit S5A’s processes should be caplured
automatinally by the processes themselives. Stringent
and effective security measures must be instafied 1o
insure the inegrity of the automsied audit systems.

Hationale-To the extent that data is captured
aiomatically by the computer systems that perform
SSA's funictions, audits of these lunctions would be at
once more accurate and 85 expensive than thosa
performed today. The pubdic would be served bya
more acowrate praduct,
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7. Explore Expert Systems

554 shouid pursue the energetic exploration oi
expert systems technology o support a broad
spectsum of programmam aref administrative
[rocesses.

Rationate - Owver the nig severgl years, most of
S$8A's program ard adminisirative processes will be
substantially improved by using atomated systemns,
The great majority of afl claims, postentitlement,
enumgration and samings records malntenancs
iunctions will be completsly automated,

By adding the use of "expernt systems,” which
embocdy the thought processes of human axperts,
even relatively difficult processes, e.g., disabliity
determinations, coukd be assisted by computers, in

simpler cases decision makers would only be required

w authenticate the adiuchcation proposed by the
computer, ard davelop only those cases that excesd
the capabhilities of the expert sysfems.

The public would receive more eduitable treateent
because SSA would be able to make more congistent
and timely decisions.

tn addition, the expert systems would leave an audit
rail showing how the degision was reached,
somsthing often not avaitable wlth 2 human decision.

8. Explore Smart Cards

$SA should explore the feas&ﬁrty and éeszmbﬁ&y of
issuing new or replacemeart Social Sectirity cards
whirh incorporate a form of positive parsonal
identification {e.q., fingerpriris} in machine readable
form. In addition, these cards coutd contain
micropracessors and substantial elecironic data
.Storage capabilty. Because of thelr "intelligence”,
thiese cards could serve a vanety of parpases in
addition o thei primary purpose 5f personal
identification for the card-hokier. Amaong applications
that aauid be supparted by these cards are:

» Elecironic funds transter
» Recording medical records and health status
« Record keeping for incoms 8x purposes

» Becordding Medicare/Meadicaid ingtirance status
{&.g., status of deductibles, co-pay, efc.)

» Reconding work history and earmings records
Cstatus

» Social Securily benefit computations

. Rationale— The Incomporation in a smart card of a
unique and securs personal identifier could improve
the wtility to the public of the Sociat Security.card and
customer data storage and retrisval may be faciiitated.

9. Establish an Institute
for the Development of
Social Security Service Systems

5S84 should establish an tnstitute for the
Devetopment of Social Security Sexrvice Systems.
This should be an independent, non-profit, research
and development organizations with SSA as iis onty
client. it should have 4 jong-term contract 16 meet
$34's neexls for testing, developing, and adapting
new technolagy to SSA husiness procasses. The
Institute shouid also serve as a primary training
sourcs tor those people who mtst use and implament
SSA*s advanced technologies. :

Rationals—Because the propesed institute is
*outside” the federal government boundaries, # can
procure needed talent, taciities, and technology far
more Boxibly than $SA can. This agency can be
patterried after the Mitre Corporation. Because of its
ability 10 rapidiy respond to technology changes, this
Institute shioudd halp us stay current with the fatest
techndlogy, thereby enabling us to improve service 10
aur custamers and redusg our administeative costs,

10. Complete the Modernization Eftort by
1990 -

$SA should Insure that the major objectives of the
‘1882 Systerns Modernization Plan {SMP] are achigved
by 1990, This includes the objectives to modernize
88A’s programmatic soltwars, data bases,
telecommunications, and capacity, SSA has had
significant success in meeting the .
telecomrunications and capacily ab]ectmes c;f the
SMP. Howgver, accelerated work will e needed in
the software and data base areas to implemant this
recmmendatma

Rationaie—campletiarz of thess major ohjectives

* will permit the Agency 1o commit significant personnel

resources and energies to the improvements set fonth

< in this Strategic Plan. These initiatives clearly require

$5A's contirued divection toward state-of-the-an
capabiiity in the responsibie yse of technology, as it
improves sevice delivery 1o mest soclely's
expectations throughol the next decade and beyond.
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Organization and Human Resources

1. Promuote a Positive WQrk
Environment

SSA will promote a wark environment designed to
encourage and assist employees 1o become well
trained and highly maolivated, with improved career
opportunities. Although implementation of the
initlatives contained In the Strategic Plan may well
result i changed or diminished workiorce
requirernents, SSA will continue s comrmitment 1o
managing staffing imbalances through nonmal attrition
and thoughtful recteployment. The Plan’s intiatives
wifl result in the need for new skills which will be met
through intensive, continuing Wralning and retraining
effors, and recryiiment as nenaessary,

Rationale -~ Adoption of this seoommendation will
ghvg Strong assurance 1o em;ﬁams that 88A
management recognizes thelr vital conttitagions to
past successes and that # inlends o make avery effort
to ersure not only that changas in the Agency will
have minimal short term negative impact bt will, in
the fong term, result in a better work environmoent.

2. Enhance Human Resource
Management

88A should establish a progess 1o forecast and daal
with changes in workforce utifization requirements.
This pmcess showd include the following elements.

* Thoughtfm redeploymant to meet staffing
imbalances.

o Compnitment to training s mlrainingl

» Succession planning for key officials and senfor
tnanagerns.

» Replacement of stalf loases In orticad positions.
» Management development strategies

* Organizational design and job struchures.

- F’ezf&{mam;a standands.

= Pay and work incentives,

» Quality of the work environment,

Rationale - Anticipated changes over the next 12
years will have significant consequences for human
resaurces management in SSA. Impdementation of
thase strategic initiatives will require awareness and
sensitivity to employee needs. Effective management
requires continuing recognition that the organization's

" greatest assets are the skills and loyalty of s

employges.,

3. intensify Training Efforts

S8A should aggressively provide its employges with
the knowiedge, skills and attitudes necessary to meet
changing customer needs in a work epvironment
undergoing rapid technologicat change. This can be
accomplished through an intensified and expanded
waining effort. The Institute for the Development ot
Social Security Service Systems should be involved in
the development of a training system as wall as seve
8% a primary training source for the intensive efforts
needed.

Rationaie—The skils and skilt mix required of 88A
empioyees in the fture are expected o be
significantly difterent from those of txipy, A majority
of the SSA workforce of the next 12 years is already
employed at SSA 5o the need for new skills for those
peopie can only be met through training. ‘

. 4. Modify the Role of Managers

Cver the next decade, SSA managers will need 10
move away from the traditional management m of
control,

Ta meet the demands ofa techmlogicaﬁy altered
work environment, SSA managers will need to move
away from the traditional management role of controd
to one of facilitating peer-to-paer coordination and |
insuring that information is available when needaed.
This change will require a major S8A commitient to
fraining managers the reguiired skilis,

Rationale—Technaology Is altering the role of the

-supervisorfmanager filom management of people to

management of information. The pace of
decisionmaking will accelerate, Under these

. corwditions, stafl can not be supervised In tha

tradiional sense. Since employees will be in contrgl
of the part of the process they are responsible for,
they will need to understand i, and know how 10 use
the automated jools availabie to them. Inan
automated process, the smployee shifts from being a
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. technichan to belng an information processor. Instead
of & supervisor he needs a faciltator, New and.
differem wohniques will be essentiat for managers 1o
be effective.

8. Establish Ftexzb%e ?osmon
" Descriptions

Broad-seope positions and position dascriptions
with broader skill mixes nesd 1o be developed to alfow
more flexibiiity and to overgome obstacles 1o
cualification standards.

Rationale — Technology is altering the ways in
which most jobs ara performed. Streamlined work
flows, an increasing shift fom technical 1o information
processing jobs, a reduction In specialized functions
aryi the increased use of automation will prochuce
major shifts in the skill mix needed to opesate the

Ag}ency

6. Znﬁmase Delegations m Authority

Toi mprove accourdability and responsibility
throughout $SA, some deolegations of procurement
and personnet management authosity should be made
ta office managers in hoth the feld and headquaniers
components.

Ra:mna!a««!‘danagem wolld be far more
rosponsible and accountable for parformance and
bitter abls to experiment with different ways of

hamiling workloads, Productivity and eﬁecmengss in
components wokid imprme

7. Manage Implementation
- of Strategic Initiatives

Responsibility for management of the integration
and impfernentation of the initiatives in this Plan
should b with the Office of Strategie Planning (O8P)
which reports directly (o the Commissionar,

Q8P, in zoncert with the line arganizations, shouid
develop implementation plans for each initiative. The
plans would be carried out by the line organizations
which would report status. GSP wouki monitor
prograss on all Plan initiatives, and would ensure that
gl aspects of the Plan ars being implementedd
mroperly and timaly, All needed racking mechanisms,
including tracking of the "SAQ Management
Initiatives® should be integrated into the

" Commissioner's Activitios Report ar Operations

Tracking System {CARDTS), being cautious that

v GAROTS be kept simple andd manageable.

Rationale— The strategic initlatives in the Plan
represent major changes in the way the Ageny
conducks business. implementation acthdties to
accomplish the goals will number in the thousands
and will cross organizational ines and 50 must be
strictly integrated, monitored and controfied. " This can
best be done by an crganization outside the vasious
components and reporting 1o the Commissioner,
08P provides an already existing vehicle,
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Plan

introduction

This Implementation Plan outlines an ambitious
program for bringing to fruition the programmatic,
policy, lsehrciogy and arganizational elermnents of the
scenario described In Part 3, while at the same time

achieving improvernents in the efficiency of all aspects

of 584’s pperations argd processes,

Centain activities have been purposely omitted from
the tmplementation: Plan, activities which SSA will or
should undertake, either as a matter of course or as a
yproduct of its ongoing efforts to improve its
business practices. These activities inciude:

« Improving S84's tacticsl and opemational
plancing and budgeting processes, especially
with respect to activities and resources not
directly associated with achisving the straieg;c
plan scenario.

. Improving SSA's day-1o-day management and
administrative practices and systems.

» Maintaining and improving the processes,
systams and procedhsres necessary for SSAto

accompiish s oblectives prior to the
achievement of "B5A 2000".

» Establishing improvedt stUppor systems and
resources within the Agency, such as software
engineering technologias and projest contmi
systems. :

The Plan is more definite and detailed abowt the |
activities to be undentaken in the near futurs {.e., 1988
- 1961} than about those which will ocour iater,
Projects initiated in the next two years are described
derwn o the major task level,

 Activities beginning betwesr mid-1989 and
mid-1991 are described at the major project level,
while those beginning after the middle of 1991 are
described at the subprogram level, Thisis g
consaqience of the fact that many of the specifio
activities can not be lully detfined untll altemative
designs bave been identified and evaluated for cedain
processes, angd the praferred design selected, inlate
1991, Detailled planning for the implementation of
preferred designs will he accormplished as the designs
are refined and finalized. :
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_Telephone Service: Ingrease the portion of SSA
business conducted by phone, including use of vilos
messaging systoms. -

Educsta the Public: Establish a strong and ongoing

information program 1a promots public undersianding

and confidence In the souial security progroms.

Provide Periodic Benefit Estimates: Generale
statements of eamings to S5A customers,

$im;}i‘if§ Appeals‘ Simplify the appeoals process.

Two-Way \fideo in A;;peals, E}se nf Z-way vides in
tha appeals pIOCEss.

Automated Data Exchange: Establish autornatest ,
interfaces wilh Siate hureaus of vitat statisting, INS,
B8 and other agencies o taciltate the establishement
of entitiement,

Electronic Storage and Retfrieval of Documents;
Store and retrfeve of afl "procis” via slectronic media,
glirninating the requirernent for SSA 16 retain paper

- decurments. ‘

Reduce Earnings Reporting Requirements: Oblain

quarterty reports of eamings automatically from the
_States, eliminating the need for reposting by maost
armployers.

Aﬂfoméﬁc_ﬁnlﬂiamam: Estahlish an
- "applicationdess” claims process for retirament
benefits at normal retirernent age.

. Payment Via Electronic Funds Transfer: Utilization
of EFT by nearly all SSA beneficaries.

" Explore Expert Systems: Increase automate
sapport of SSA functions by the (se of "expent
systemng”,

Explore Smart Cards: lssuance of a muitiple use
socikl security card,

Improve SSA Management and Work Envirghynent:

"Streamiine S8A’s organization and management and
improve the work environment for SSA smployees.

Institute for the Development of Social Security
Service Systems: Eslablish anindependent,
nonprofit research and developent crganization to
address S8A’s nied for testing, developing and
adapting new technology 1o S8A business processes.

The majority of these projects can be completed by
no later than early 1891, some (e.g. the Expert
Systems Project) will not he cwzrieted zmﬁ later in
the ?9905

Intefdependent Activities

The secord category of projects, "lmerdemndeni
Activitios * addresses effons necessary to bring the
remainder of the recommendations, all of which arg
closely iterrelaiad, 1o frultion,

A classical renovation strategy is reflected in this set
of activities, which are interided 1o shape an
integrated, efficient and unified S5A provess subject
i the cms‘tmmt& esztabhsbﬁd by the strategic plan

) scenaﬁo

These aclivities are:

Self-Service Qfa:ions

Madern informatiog Arclziiecmra
- Electronic Workstation Network

_ Automate Instruction and Training System ‘

Automate Managament information

Automate Audit Data

Com;ﬁe{é the Modernization Effort

Manage Integration and implementation
of Strategic indiatives

Woark on these activities will progesst in four phages:

. Phase I: Foundation &cﬁvit}es

This phase consists of the activities which are
prerequistie 1o the selection of the most cost sffsctive
of teasible alternative designg.  To datermine what
constitytes the most cost effective design, the
Agency's operational requirements must be kngwn
{i.e.. what functions the Agency wants 10 perform, and
how well t wants to pedform themy} angd what the
Agency has as resowrces with which to accomplish

- these lanctions,

Phase | is divided into three major projects,
intended to systematically address these questions:
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‘Project 11 An Operational Requirements Study
will specify the quantitative levels of perfarmance for
ail of 88A’s major functions that the ultimate process
design rmust satisty, it will inclixde the following tasks:

Taska: Operationally define the specific major
furietions for which guantitative and
gualitative perfmmnce standards will be
establlshm

Task b: iisiabissh, On a quantifative scale, the

mlative pricrities of each of these functions.

Predict the capabilities of human/mactine
systorrss 10 - 15 years in the future, to
determing the range of possible/probable
levels of performance of each function.

Task ¢

Task d: Deterrnine indusiry norms for each of the
functions being performed, both at present
and predicted for the future.  {t is expecled”
that S8A's performanca standards wilf make

~ §8A ahove avorage vis-a-vis other
government and commercial organizations
perdonming comparable functions.)

‘Taske: Establish the relative value, or “utliny, of
virious lgvels of performance of gach
functios specified in (a), above,

Task £ Based on (b) through (), above,
. establishing both "minimuym auceptable” and
"preferred” vatues of performance foreach
S84 function,

Project 2: Baseling the Social Security |
Administration, which means deteemining, inan
organized, systematic manner, what 55A has now and
is panning to have in the near future. This information
will be used to;

N Determine how much of 88A's future
zeqazrements can bo met with current anti near
fRuUre resources.

« Dutermine the costs reguired to change from
58A’s curent mude of operation 10 each of
several glternative processes that witt be
identified andt evatuated in subseguent projects.

= Develop and implement transition plans to garry
SSA trom the present to the Year 2000,

&

The haselining project will have several distinct
compornent tasks, including tasks to baseling each of
thie followingy,

Task a:  SSA's resources, including personnel,
' facHitips, equipment, systems, funds and
funding sources, contracts, gr‘atﬁs and
other agresments,

Task b: 58A's activities anﬁ profects. This task will
systematically defineate all of the Agency's
programmatic and administeative pmJ:st
and activilies. .

Task ¢: S5SA’s plans. The identification, comparison -
and synthesis of all of S8A’s Agencydevet
ared component-devet plans is essential 1o
the evaluation and selection of alleraative
process designs and the development of
_the preferrad approach to the transition
from the present te Year 2000.

Task d: Constraints. Ultimately, factors in addition
© 1o cost, effectiveness, and efficiency wiil

have an enormous alfect on the desigr of
S5A's process for the Year 2080 and
beyond, just as it does now. Constraints on
the desiqn of that process include such
things as: preliminary design decisions
reflected in the scenario (... 24-hour, 365
day service}; structural factors: and soclal
factors, {e.g., the weltare of $8A's curran
and future employess and customers). To
the extent that constrainds such as these
can be articulated early, the 1ask of
conceplualizing, defining, and evaluating
aiterrative process designs can be
conducted with greater effi caerscy and

intagrity,

Project 3: Develop 2 Data Model of S3A, This
project will describe and catalog SSA's funclions and
dgta, and the interretationships within and between
them. it will use state-of-the-a1t operations research
and structured analysis methodologies, 1s results wil
he in a form that diseetly suppotts process and system
design. This project has twe major phases: -

* Task &z Develop a data model of SSA as # currently

exists,

$odify this imode! 1o reflect any anticipated
changes in S8A's functions arxd data
elements for the Year 2000 and beyond.

Y:gsk'b:

41


http:approa.ch

Implementstion Flan

_ Phase ll: Specification of Alternative
Process Designs For Achiaving
Operational Requirements

This phase consists of the specification and .
evahsation of allernative process designs for $8A. &
will ba initlated only after the requirerments, baselining
anvd data modeding piojects are near complation, and
will include consideration of such things as;

« How should SSA’s data, systems and personnel
resouress be geographicatly, organizationalfy
and functionally distributed and configured?

« Which of S8A’s functions should be contractad
out and which showuid be per?ofmed by 85A
employees?

« What should be the design specitications of
§3A's computer and telecommunication
hardware amd software, {or, alternatively, should -
85A merely specify funclional requirements, ar
let competitive contracting practices determine

the hardware/soltware/service solutions to 85A's

mission recusitements)? -

» What system design will most cost effactively
permit $5A o agguire Admin/M and aud
" information as an agtomatic byproduct of
© programmatic processes? .

o How can computer-based training best be
_implemented In SSA’s new énvironment?

» Which form{y} of electronic media should be
used for the storage & retrisval of each ciass of
88A’s data?

“a Which, #any, of SSA's automated systemns
shaud be exciuded from the data-independernt
systerns model specilied i the sirategie plan on
the basis of e cycle cost and performance
considergtiong?

« What is the most cogt effective desion approach
. for achieving a national network for S8A? For

example, which of 8SA's telecomwmunication
requirgments can st cost offectively be met by
reliancs on commercial and government wtilities
and sewvices {e.g., FTS 2000) inlieu of, or o
supplement, dedicated nebworks such as the
Data Comimunications Utity,

¢ Given the requirement for an integrated
Mi/programmatic systeny, and expected
advancas in systems connectivity hardware and
software, does the existing hlanket requiirerment
for "IBM plug compatibiity” make sense? it not,
what standards should be imposed, and how
should S8A's information atchitecturs be
aojusted (0 accommodate these new standards?

* What are the design details aof the aitomated

seif-service stations specified in the strategic
- plan? For exampis: to what extent should these

be multblingual; to what extent should! they
incorporate audio {versus videq) as the medium
for communicating with the user; and what
safeguards showld be incorporated 1o assure
data accuracy ared security?

Thig phase is dzvxfed intes three major projacts as
follows:

iject 1: Specily Aternative Detailed Dasigns.
Several alternative, substantially different, and
apparenily feasible, design concepts wili be
developed for each significant level of S8A’s process.

For example, at the highest level, two alternative
concepts could include widnly varying technical
approaches 10 the gengraphic and functional
distribugion of 55A’s data and data processing. Ata
lower level, shternative concepts could include; for
example, 1he use of commercial communications
facilities versus g dedicated netweark. Lowsr level
design aftematives might include the specification of
voice-interactive seif-gervice terminals versus
torminais that reguire "point-and-press” inpld from the
customer.

Onca specffied, each of thiese design concepts wi

" be fleshad o, andd detafled designs developed that

prefiminary analysis suggests will regult in the highest
level of nost effectiveness for the spacified design
concept. )

Project 2. Evaluate ARernatives and Select
Preferred Design. Quantitative cost and

_ affectiseness models will be developed for each

design concept and the detadied designs evolving
fom them, These models will be exersised on data

- degcrptive of the design and the environiment of the

future (e.q.. workloads, socio-enonamic factors, etc.)
on a continuing basis, The resudts of these modeling
activities will be fed-back to the designers, and will .
constiute the basis for ongoing design improvements,
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. Once each design concept has been fine-tuned to

" achieve the highest pradicted levels of cost

gliectivenass, it will be possible to select the prefeneé
design concept for development.

This subproject will be condugted concurrently with
that described i the previous paragraphs.

Froject 3: Develop Detailed Project Plans. After

the selectad design concept is further refined to reflect ‘
" new developments or constraints that may have

arisen subssguernt o the analysis that led to its
selection, detaied project plans will be prepared by

_ the components responsible for the development and

implementation of the various aspects of the new
design. These plang will eover all the activity and
resources that will be required 10 bring the selected
design to fruttion. These deladied project plans will be
incorporated into the Agency Strategic Plan.

- Phase HL Procaséfsyszem Development

Of necessity, the current version of the SSA
Strategic Plan, eannot be spedific about the activities
required for the development of the new process, #
does convey the thought that the development phase
rust systematically address all aspscts of S5A%s
processes and resources, including:

= Organization

« Facilities

» Equipment

» Staffing

= Legislation and regulation

» Training

s Procurement

» Security

© = ADP & telecommunications

o Operational and anagement processes,
systems ared nrocedures.

The deveibpmenl phase will include, biit is not

fimitedt to, the following major projects:

Project 1! Develop all necessary systems and
peocedures and ity document thaen {in electzonic
tormj.

Project 2. Estabiish all necessary agreements and
contracts with State and local government agencies,
ermpioyers, insurance companies, banks, wtility
companies, and other contracions.

Project 3: Procure andfor lease the hardware, |
software, lacilities and services required to support
implementation of the design.

Project 4, Assure that any exigting sontracts g
lgases not needed under the new process will be
terroinated or affowed to expire at an appropriate time
arxd with ininioum disruption to S8A's operations.

“Project 5 Hetmain and recnuit staff and managers to
permi the Agency o operate effectively within the
context of the new process.

Project & Complate necessary legislative
packages andfor regulations.

Project 7. Phase out any projects or activities that”
are incongsistent with the implementation schedule of .
the new process.

Proie%:t 8 Complete detalied arganizational
redesign, and prepare materials for publication in the'
Federal Begister,

Responsibility for the development pshase will be
divided among the Deputy Commigsioners and the
Chief Financial Qfﬁcee as appropriate.




implementation Plan

Phase IV: Transition

The iroplementation plan identifies a transition
phass, of about two years duration, during which SSA
staff will ba trained, new prozesses will be pilos tostod,
and where approprials, paralie! operations of the new
. and old processes will ocour. In fact, this is an
oversimpdification,

The developmaent phase will not be completed on a
certain date, and the transition phase will 56t begin
the next day. Some parnts of the development activity,
- {e.q., the development of operationat procedures and
_ instructions) can be concluded much eadier than

other parns {e.q., reorganization),

Similarty, urdll the final process design is specified,
it Is not appropriate to suggest which aspects {f any)
of the sew process should be operated in paralls! with
the exisling process, nor to estimate tha extent and
duration of training that will be required.

Substantial planning, care and efot must go into
assuring the eflective and smooth transition between
the oid and new processes.

It is gstimated that the combination of development -

and fransition activities wzu recdre a total of fve years.

Fundamentai Pnncupies of the
Implementation Plan

' The Impleragntation Plan is based on the following
principles

" There are many potential detailed designs of S5A%s

processes and systems, and many potential strategies

for implementing those designs that muid restzt in the
Year 2000 scenario,

While there is, in theory, one optimai design a‘nd
one optimal transition strategy, the time and effort
rexpsired tQ identity Herm exceads the time and
rasources available, -

Thuys, rather than trying to select the optimum
design of s processes and assoclated resources,
SSA will select that process design believed to beths
most cost effective of several feasible and desirable
disign slermnatives.

The tost effectiveness of any design deperds on
© two interrelated factors:

% This is sometimas referred © a8 'meiining*.

= the extent to which the design addresses the
Agency's operational requirements, derivad from
its mission and goals; and

» the total lﬂe«cyc[e cost assactated w;zzs me
dasign,

That design will be sefected which }achieveé the
Agency's operationsl requirements at the lowest
fa-cycle cost.

By the same token, that transition strateqy will be
salected that minimizes the total cost of achieving the
sefected design on schedule.

Akey elemem i determining the effeciiveness of
the preferred design is the speification of aperstional
requirements and associated performance standards
for the Agency. This would include, for example, such
things as: - \

© # public service as defined by payment error rates

» averags processing times for each of 8SA's
major transactons

» intelligible notices to the public

* quantitative measurements of the quality of the
work envirorment for employees

"An essential elemant in determining the lifecyele
cost 03 a desigr is the specification of the current
design®, since the cost 1o inplement any new process
depends on the extent of change from the current
process that | will necessitate.

While the specification of the final process design,
and the detailed steps necessary 10 implement that
design SSA-wide, rmust awail complation of the cost
argd efectivennss evaluation of alternatives, there are
many activities and projects which should be '
undertaken prior fo that gpecification, because of the
high probsblisty that the products of these activities
will be inchuded, perhaps with some modification, in -
any of the aiternative designs ureler consideration,

An example of this is the use of automatad “expen
syszems 1o supplant or supplement peopie in
raaking determinations regarding ciaims for Social
Security benefits. While it would be inappropriate in
this exampfe 10 specily the fifl design of the

. tn this pontext, the term "expert systarm* simply refers to the use of an automated system 16 Suppon the sollection and processing of dam,

and, most impoedanily, the making o decizions baged on that data,
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automated systern embodying such an expern system
{e.g., the cormpder hardware and software that will be
uged, and the refationship of this hardware/soliwars to
SSA’s other information systems}, it is appropriatg,
even essential, that work be intiated immediately to
establish the logical rules that such an expert system
will inciude, and {o test such a system on a pilol basis
both o tmprove the guality of the embedded nie set
and o identify the essential elemerts of the interface
between people and machines in the affected .
processes.

The degision s to whinh activities shoudd be
- urciertaken priot to the full Specification of the
setpcted process i based on gongideration cxf tf;e
folloveing factors:

= The wtal additionat cost that is fikely to be
imcurred in revising the product of the activity 1o
_conform {o the specifications of the selected
design,

o Tha net time that will be saved in the fingl

implementation of the selected design as a resull.

of having cohducted the pre-selection activity.

+ The atsowe two tactors cltimately combing into a
single, detormining factor: the expecied
time-weighted improvement in cost effectiveness
that will accrue 1o the Agency as a result of the
combination of the added developmental costs

and the garlier mtroducuon of zhe saleczed design.

Program changes which have been speciied in the
Year 2600 scenario, such as raduction of the number
of computation formulas, are treated as constraints
and will not be evaiuated interms of thelr cost and

. sffectiveness impact in the design selection process. -

Thus, all the aciivities which are associated with
implementing the reqiired program changes, and
which da not require significant associated
processfsystem design changes, will be undertaken
as seon as feasibla. {f a raquired program changs |
does necessitate associated major process/systens
changes as a prerequisite for its implernentation, the |
determination of when and how o perform the
required associated process/system changes will be
made subject 1o consideration of the three tactors
llsted above.
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of Preferred Futuring that was so cantral to the development of the Agency Strategic Pian.
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