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4 Message from the Commissinner of Social Security:

Social Security is a_fundamental part of American sociery, and rhe Sociad Security )
Administration (S54) Is unique among government agencies. No other public program, and np
other public-service entity. directly touches the lives of so many people with such impact, That
impact is felt every single day by millions of retived and disabled workers and their dependents
whose {ives are made more secure by their Soctal Security benefit. It is felt every single day by
millions of the wun!ry s most negdy age:f arid disabled individuals who depend on their payment
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Ira {8935, when Ihe Zﬁzzied Srates. wzzs ;z:s{ mowng out of the depthe of economic depression,
President Fravkiin D. Roosevelt led his Jellow citizens in making a promise fo themselves, ro
their families, and to fwzzre g@neranonsua promise to promote the economic security of the
nation through the ¢ cre{zfzon of' wiiaz haos éeorz the mosi successiul domestic program of all fime,

Social Security. That promz&e is a critical part af wur social fabric ioday.
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This strategic plan is aoow’ kﬁz\epz;g the promzse it is about prz} viding leadership in a debeate
about the firwre of Social Security that promises to be the most significant ong we have 1o look
far%ard to in the next several years 3’;‘ is aéou! making z“augh choices z&cfav so the ckamﬁs a‘()
our comiitment as an Agency fo he!p pegpfe live their lives with di gmzy, o give the nighest
levels of service, o contain rhe caszs af prowdmg zkaf service. In short, it is abowt returning
vaz’ue to r}w pzzapz’e §

in 2010, when mezzzbers of e‘he izaéy boom gﬂnem{zm 5egm fo-retire, SSA will be facing the
éegmrmg of the largest, refzremem»c!azm worklood we huve ever experienced. [In this strategic
plan we address the twin cha[?enges of rising, workloads and consirained resources. Al the same
time, the plan refiects $54s commitments not just io processing work but 1o ensuring that the
accuracy and integrity of az;}f‘processes are seciund to none.,

This strategic plan is the first S84 has created as on independent Agency within the Executive
Branch. It stands as.clear evidence that we understand the additional responsibilities of
leadership and service owr new position gives us and that we take seriously those
responsibilities. This plan wifl ensure S54's ability to meet the challenges of the future and to
continue to serve the American people as stewards of this important public irust.

Kenneth 8. dpfel
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The Goals of SSA

To promote valued, strong, and responsive social security programs and
conduct effective pelicy development, research, and program evaluation

To deliver customer-responsive, world-class service

To make 54 program manggement the best in business, with zere
tylerance for fraud and abuse

£

To be an employer that vatues and invests in each emplovee

To strengthen public understanding of the social security programs
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Part I -- Introduction

Sucial Security touches the life of nearly every
American. That reality led the Social Securnily
Administration {(S8AY more than a decade ago to
begin the process of strategic planniag. Over
the vears, the strategic planning process evolved
- into 3 unified planning system fo encompass the
business planning activity. That system has
evolved into a comprehensive system of
straregic management that now guides Agency
decision making and action. We also now have
g law~the Goverament Performance and Results
Agt--that requires all Federal ageacies to
conform o the concepts of strategic
management that we have been instirutionalizing
at 85A.

Thig steategic plan is a refreshment of our
strmegic pian of 1991. Though the document
focks different, a scomparison would show that
our pricrities then, which were focused on
world-class service and the methods to achicve
it, are still priorities. But there is a difference.

Today, SSA is an independent Agency, facinga
growing concern amoeng younger generations
about the viability of Social Security funding.
Today, we are 6 years closer to the retirement of
the baby-boom generation, which within a
decade will be upon ug. Today, we are
prepating to support the first balanced Federal
budget in recent history, and we are ever
mindful of the nged to continug as goud aad
efficient stewards of the funds entrusted to us.

The time frame addressed by this plan is the
next 3 vears, through the year 2002, However,
we set our strategic planning borizon much
farther our--to 2010--10 ensure that we begin
aow 1o position the Agency v handie the
workloads we expeet to result from the
retirement of the baby boomers.

About the Social Security Programs

When we talk about the Social Security
programs, we are talking about the three
programs that ncarly all of $8A7s resonrces are
commaitied 16 administering: the Old-Age and
Survivors Insurance program (OAS]), the
Disability Tngurance program (D), and the
Supplemental Security Incoms program (8S0).
To administar these programs, SSA issues
Social Security numbers, mamtaing ¢amings
reconds for wage earners and self-employed
individuals, takes claims, makes eligibility
decisions, maintains the beneficiary rolls, and
disseminates information about the programs.

In calendar year (CY) 1996, SSA paid out over
$373.5 billion to over 50 milhon beneficiaries.
The purpase and effect of these benefits are
significant,

OASDI -- The OASI and D] programs,
commonly known as “Social Security,” are
based in title 11 of the Sogis! Scourity Act.
Under title 11, about 43.7 million people--
including 91 percent of the population 65 or
over--receive Social Security benefits oaling
sbout 8289 billion each month, Their benefits
replace, i pan, the carmmngs that were Jost when
a worker retired, became disabled, or died.

Benefits are financed primarily through payroll
taxes paid by emaployees, their employers, sad
seif-emploved persons. Almost all jobs are
covered by Social Securily, mcaning that most
people are earning income protection for thely
future alonyg with their pavehecks,

Over the vears, benefits from the programs that
SSA administers have significantly improved
the economic well-being of the nation, For
example, in 1994, the poverty rate among
elderly Social Security beneficiaries was

12 percent; without Social Security, it would
have been 42 percentage points higher, or

54 percent. 1n 1996, benefits under the DI



program replaced 43 percent of the pre-
disability income of the average worker who
SSJ -« 851, based in title XVI of the Social
Security Act, is a means-tested program that
pays manthly checks to people who have limited
assets and income, and are 63 or alder, blind, or
disabled. Under title XV, abomt

£.3 million people receive Federally-
administered SSI payments totaling $2.2 billion
each month, Maay States supplement the
Federal S351 payment, choosing either 0 have
$SA administer the supplement or 1o pay it
directly. Federal SSI payments are financed
from general revenues.

Beneticiaries of the title XV1 progeam receive
monthly Federal payments sufficient to raise
their income to a Federally guaranteed level,
currently 72,9 percent of the poverty level.

The outcomes of the Social Security and 88
programs are influensed by a wide range of
econamic and societal factors. Major program
changes must be legislated, and legislation arises
from issues and solutions identified by the
President, the legislators themselves, the Social
Security Administration, and others such as
wndividual members of the public, advocacy
gronaps, tescarch organizations, and other
govermment agencics,

The Themes of This Plan

As you read through this document, you wiil
find recurring themnes in our mission statemenlt,
goais, strategies, and management framework,
These themes are not priorities; they are
conceptual threads that weave their way through

received them.

the plan and form the base for policy and
operational models for implementation,

» Leadership

The most important word in our new misgion
statement is leadership. This word reflects our
intention to be the best in businesy when it
comes to program management. [t describes our
mode of operating to ensure that we change at
the pace necessary to meet the goals we have
set. And it represents a commitment to
gmployees and to the American people whose
hopes and dreams for the future depend upon
SSA’s leadership.

L Service

Virtually everyone in the nation has been or will
become a direct customer of 88A at some time
in his/her life, and we know kow unportant our
services are to those who use them. S8A has
always been strongly focused on the direct
customner of our service--the people whose
claims we take, whose privacy we guard, whose
storigg we hear, The needs of these customers
have been the nearly singular focus of our
strategic and business plans over the last decade,
and we reaffirm in this plan cur commitment to
meeting their needs.

In addition, we are now focusing mors strongly
on ancther category of customers, They are our
busiogss partners, the employers in private
industry and employers and agencigs a1 8l) Jevels
of government whose participation is vital in the
administration of the Social Security programs.

- Balance

If servive was the watchword for SSA over the
last decade, it has been joined by balance as 2
theme of our plans for the futere. The coneept
refers to all aspects of SSA--balance herween
social equity and individual adequacy in e
Sacial Security programs, between the
respective roles of government and individuals,



Between competing constituent priorities,
between service and cost.

in the balanced-budget chimate established by
the Balanced Budget Act of 1997, SSA wil
have 1o set priovities and make rade-offs. Owr
job, as always, will be to provide the public with
the maximum benefu for the least cost. Balance
will be our guiding principle as we make the
hard cholces that confront us every day.

» Public Confidence

The original Social Security programs were
legisiated in & time of economic and social
crisis. in large mcasure, we bave experionced
no similar sccial-welfare crigis since that time
exactly because of those programs and others,
like DI, that were legisiated more recently. The
public support the programs have enjoyed, an
inportant facior in their success, is in large part
a result of public confidence o the continuing
ability of the programs to address the issues of
poverty that they were designed to impact.

In recent years, various factors, including a
declining respect for the role of government
overall and changing cultural values, have
reduced the public confidence so vital to
nrogram health. Implicit throughout this plan is
a strong Agency sensibility of the
interdependence of program outcomes, public

confidence, and Agency performance.

The relationship between our goal to increase
public understanding and the level of public
confidence seoms sbvious. But achievemeat
under each one of pur goals will have g positive
impact on public confidence in the programs
themselves and 88A's ability to manage them;
raiging confidence, tu turn, will have a healthy
impact on achievement of our goals.

¥

" Onality

S8A has always been an grganization that
strives for quality in both the programs we
administer and the service we deliver. The
continuation of dur commitment 1o pursue
quality can be seen in the words of our goals—
world-class, besi-in-business--and in the
characteristics of their objectives--acourany,
timeliness, custormer satisfoction,

Our strategic deliberations have made us realize
that guality is more than the sum of our strategic
obyectives: it s also both an attitude and a
methodelogy for approaching our mission work
that are imterwoven throughout our plans and our
operations.
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Part [I -- Environmental Factors and

Forecasts

No organization aperates in o vacunm. Each
ane has an impact on the environment, and, in
i, the envirorment has a defining impacton
each organization within . Good organizations
determine what s amportant in the eavironment-
-the drivers of action--and develop strategies 1o
respond 10 those drivers, Great organizations try
to anticipate what the workd in its future conld
look like, consider where the drivers of today i,
and then commit 1o a strategic conrse of action.

Following is a representative fist of the drivers
of today and the {actors of tomorrow that we
have considered in developing this strategic
plan,

Factors of the External
Environment

[ Warkloads

The mast impar.iant forecasts we make are those
of workloads. To make them, we examine
actuarial and demographic projections,

- economic trends, and societal attitudes about
work. Cur current workload estimates are
shown in the table below. Expected increases in
all four key 8SA workloads will be less tha

5 percent through the year 2002, the point at
which this plan technically ends.

However, we have stretched our horizon to the
year 20140, knowing that 2 dramatic change in
workloads will begin fo occur in the vears just
preceding. We must begin now o position the
Apency so it is prepared to handle the increases
in claims expected as the baby boomers reach

their disability-prone years {their 50s) and then
refirement age,
Monitoring and maintaining the Dscal viabiiity

Hurkioad Profactions
fimscten g o FY 14

N \\\\
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] Workforce of the Futare

The demographics and characteristics of the
workforce of the future are expected to be
significantly different. The need for workers
wiih specialized knowledyge and skills will grow,

Competition for workers will be fierce, and
sastaining the ability of government in gengral
and SSA in particular to attract and retain
candidates will be a challenge. Workers are
expected 10 move more from employer o
emplover, and that situation will require
different munagement styles than have been
used in the past. Demands for emplovee-
triendly working counditions will Increase and
will change 24 the definition of "employee-
friendly” changes. SSA will have (o create new
ways of doing work so that we can hire and
retain the people we will need.

- Public Concern with Program
Financing

of the programs is an ongoing responsibility of



SSA’s program management. Recent
projections of the effects that the baby boom and
subseqguent baby bust will have on program
income and outgo over the aext 30 vears
indicate that, eader current law, 58SA will not be
able w0 pay full benefit amounts to its
beneflciaries beginning in the year 2029,

Various factors, including a declining respect for
the role of government overall, a generally
favorable cconomic climate, the promise of
seemingly more viable financing schemes being
implemented in the systems of other countries,
and changing cultural values, have reduced the
confidence of the public in the Agency and the
programs.

Although the Social Security programs still
enjoy strong support among the majority of
Americans, the strong and early public concern
with program f{inancing issues has raised the
pressure for an carly solution to the financing
igsue. The urgency created has reaffirmed our
resoive 1o understand and help 3il inveolved
parties understand and respoad to the needs of
saciety at large, not just the current beneficiaries
of our direct services.

» Informatian Technology

The explosion of information technology
presents SUA wath vast opportunities. The
ahility to obtain and process information in
amounts, at speeds, and at costs unthinkable just
a decade ago offers us a potential solution to the
issue of burgeoning workloads while giving us
the keys to besoming a model of customer
seevice. Accuracy of information and benefit
payment, speed and facility of claims
processing, convenient access to service, and

reduced fraud are the primary benefits of
information technology.

Technology has been key in our sticogssiul
maovement toward 3 virtually paperiess process,
and the matring techoology and its acceptance
in the world will support our ability to reach our

ultimate vision of a virtually paperless
environment,

Though certain advances have not been made as
quickly as forecast in our 199) gtraregic plan,
the state of the art now appears (o be on the
verge of true commerciatization of voice
recognibion and other artificial intelligsnce
capabilities as well a5 electronic signature
technalogy.

The widespread vee of the Internet as a fool for
sommu
picating
with the
puhlic
and of
the
intranet
0
commu
picate
within
an
organiz
ation
attests
to the
speed
with
which a
change
in
technal
ogy can
impasct
process
£s.

The technology explosion presents serious
challenges as woll. [t requires a reaffirmation of
our commitment to maintaiing the privacy of
our records. Where mass disclosmre of
information is g simple and sconomically
affractive option, and where individual access to
personal records can be casily accomplished
siectronically, balancing those factors with each
individual’s right to privacy could be daunting.



$SA began addressing issues of Year-2000!
compliance o number of years ago, and we
expect to be 100 percent year-2000 compliant by
the end of 1998, Because of SSA’s
interrelationships with other organizations both
public and private, certain data interchanges and
the work they facilitate may be at risk if
Year-2000 issuves are not adequately addressed
by our busingss partners.

‘To mittgate the risk with other Federal
organizations, SSA has been leading a
Subcommitice of the Chief Information
Officers” Council to raise awareness of the
Year-2000 issue, address facets of the issue that
cut across government, seek mutual solutions
where possible, and share best practices,

] Other Techinology Advanees

"Year 2000" is the shorthand expression for the
complex of major issues posed in the automated
information processing arena by the change of
yearly numeration that will oceur on January |,
2000.



SSA maust congider the impact of other
technology on our work and our workicads, For
example, the traditionat concept of disability is
being changed by advances that permit
mdividuals to remain in or reioin the workforee
despite their medical challenges. New medical
technalogies that may alier further the concept
of “dependent” will merit altention, ag will thoge
that may resuit in now-unknown improvements
in the state of healthfulness and life expectancy.
Vigilance and broad cutlock will be key to our
ability to respond to the changing environment.

= Customer Expectations

SSA has always been close to its claimants,
beneficiaries, and others it serves, aid we are
continually evolving the processes we use to
determine their expectations. The general
preferences of our customers today have been
determined through S8A's extensive customer
survey activities. The following general themes
have emerged:

+ Customer satisfaction with SSA service
is generally high.

¢ Customer satisfaction is higher when
waiting times in field offices are short,

¢ Customer satisfaction is lugher when
customers are able to reach us by
telephone on their firgt try.

+ Custoraers want thair business to he
completed with one call or visiL

¢ Customers want thelr disability claims
processed {aster. :

* Customers would prefer to deal with the
same SSA employee whenever they ar¢
conducting complex business that
requires multiple business transactions.

4 Customers would like “one-stop
shopping” for benefits from Federal

programs, such as Social Security,
veterans’ benefits, Medicare, Medicaid,
and food stamps.

L 4 Customers want choice in how they do
busipess with 884, depending on
factors such as the kind of business they
are condycting, In general, most like
the convenience of the telephone; some
still prefer to deal with us face-to-face;
some prefer to use the mail; and still
others wounld like to be able to use an
glectronic interface. All indications are
that non-traditional methods of access to
SSA services will tnerease in popularity
as computer-Hierate generations age.

| Budgetary Assumptions

Budgetary constraints have been a foct of life for
a number of years. MNow, tn light of the national
commitment to balance the budget by 2002,
resource availability becomes an even more
significant consideration, and constrained
resources continue as a planning assumption.

in the environment established by the Balanced
Budget Act of 1997 specific amounts for each
agency and each program will be determined in
the usual budget development process each year,
and SSA’s {inal appropriation will be the result
of the normal interactions between the
Administration and the Congress,

Factors of the Internal
Environment

Undeestanding the relevant conditions of the
Social Security organization itself is as
important as understanding the challenges and
opportunities that the external environment
presents, Following are conditions at SSA that
will require attention to ensure that the transition
to our future is successful.



- The Aging of the S8A Workforce
Several humian resources issues must be
considered as we loak to the future, but by far
the most important relates o the aging of the
88A workforee, SSA could be facing a oritical
loss of knowledpe and experience over the next
5§ yoars, Nearly 20 percent of our employses
will be eligible for regular retirement between
now and 2002, with many of those being
managers and more experienced employvees,
Though historical data lead us to conclude that a
high rate of retirement is not likely, the large
munber of efigibles means that experiencing
even the traditional rate of retirement could
present a challenge to 88A

. Emplovee Expectations

Employees have been asked their opinion about
what the service vision for SSA should be, For
the most part, their answers mirror the answers
of the public. Employees participating in recent
focus groups have voiced the following opinions
concerning SSA and their own working
environment:

* SSA should adopt an aggressive posture
to protect the trust funds and fight
against fraud.

¢ SSA should be clear tnt stating its
mission and supporting it through the
decisions it makes.

L] A variety of media should be used in
pursuing a major stratepy 1o educate and
inform the public.

L 4 Guidance is needed so that emplovess
can mote clearly understand what the
Agency's workload priorities are.

+ Strong and visible leadership is
accessary, and if should flourish in as
atmosphere of employee involvement
and personal accountability.

L 4 The work environment should promote

safety, health, and employee well-being,

+ Better training, techpology, and
communicalions are necessary 1o raise
the level of employee and management
effectiveness,

L 4 A managed strategy is necded 1o altract
and retain capable employees; it would
include atiention to things employecs
themselves care about, such as job
enrichment, pay equily, and alternatives
to the traditional workplace.

n Organizational Capability

SSA has looked at its organizattonal capability
in order to identify areas where improvement
would be advantageous. For example, in
assessing what fulfilling our new role as an
independent agency within the Executive branch
might requise, we recognized that strengthening

our capabidity for policy development, research,
and program evaluation would offer important
benefits.

I's addition, while 88A has achieved strong
husiness results, the Agency’s management and
support processes couid be enhanced. We have
successfully implemented major portions of the
19591 strategic plan and implomented 3 sirategic
management process that suppeorts decision
making. 56, S5A must look for ways to
continue evolving in the areas of stratege
thinking and planning support.

Recent streamiining and redeployment suatogies
have inoreased the percentage of Ageney
employees devoted fo direct service to the
customer. They also have reduced the numbers
of managers in all S84 componems. That
change alone dictates that we mast be more
creative in managing work and that we must
involve employees and their representatives as
we assess the possible impacts of changes on the



workforce. It also means that we will continue
to reexamine the types of jobs we traditionally
have had and make allowances for being in an
age of both more automated information
SSA's greatest strength lies in the attitudes,
skills, and drive of its employees. The
customer-service orientation that underlies our
culture has been largely responsible for our
ability to persevere in the face of important
challenges. Creative use of the talents of all
employees will ensure that we can develop and
implement nationwide initiatives to support
effective and efficient operations.

Continuing Conditions

Bevond the assumptions we have made about
external factors, we have made a few
assumptions about the conditions that we expect
to remain constant through 2002. They are
listed below:

L ] SSA will continue to provide services

processing and a less hierarchical style of
management.

through its close partnership with State
Disability Determination Services

(DDS).

¢ SSA will continue to administer and
oversce the administrative appeals
process.

L 4 SSA will continue to have a network of

community-bascd field offices and other
service-providing sites to meet the
continuing demand for a wide range of
integrated human services,

¢ SSA will continue to use labor-
management partnership to
cooperatively timplement change.



Part III -- The Centerpiece of Our Plan:

SSA’°s Mission and Goals

The Mission 311_{1 Values of SSA

As we lpok to the future and the role that the
Social Security Administration will have in i,
we have found it valvable o ook back 16 the
first years of the program. Then, the concept of
sopial insurance was new 0 our nation, There
was a conviction that the gencral welfare
depended upon establishing and continuing a
strong gsocial security system that

maintained the support of the public by being
responsive to their individual and cotlective
needs.

Though the environment woday is vastly
different from the one in which the programs
were created, we believe that such a conviction
still thrives. Fo support that conviction and
reinforce SSA’s role in maintaining a strong
social security system, we now frame the
mission of the Agency this way:

» Our Vision

As we pursue the SSA mission, the visicn that
propels us is rooted in our social conscience, a
pride in the quality of scrvices we deliver, and a
deep realization that what we do makes ao
enormuous difference in the quality of life of
millions of people.

In this vision, SSA plays a role in shaping an
even better world than we live in today, In that

world, the aged, the disabled, and the survivors
of those who die have the financial security to
live with dignity. Workers who pay for Social
Seeurity and SSI acknowledge their value to
themselves, their famitics, and socicty as a
whole. And we who serve both workers and
heneficiaries enhance our own dignity through
the job we do and the way we do i€,



» Our Valnes

Thig vision can only exist for 85A if ali

as the foundation for their work, At 534, our

cyiSSiral gic plan (ASP),
b.&‘TM@@‘mmﬂfé’m rarching goals

t atzhavejgmdedlz}m Plannmg ver the last
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unintentivnally because we focused on other
priprities. In some instances, where we are
devising new ways 10 MEasure our success, we
cannot set actual targets until those measurement
systems are in place, even though we may
pursue initiatives that are expected to have a
positive impact on performance.

In the 1991 ASP, BSA identified 5 strategic
priorities that drove our subsequent planning
activities. This vear we have chosen to wdentify
our priorities i a different way, We bave
looked at our whels set of strategic objectives
(themselves a statement of priority} and
identified the priorities among them by the fevel
of performance specified.

mployees accept and support certain principles

vailues are reflected in these commitments:

needs of the wide variety of SSA stakeholders,
and give meaning fo the work of every Social
Security and DDS employee.

Fach goal has supporting objectives. They add
specificity and define what the goals will mean
for S5A over the next § years. Target levels of
performance have heen or will be established for
gach objective; they will reflect our need o

balance the competing priorities of stakeholder
expectations, external forces, internal
capabilities, and budgetary constraints,

I many instances, we have set improvernent
objectives, intended to streteh us to higher
ievels of performance during the next

One of SSA's priorities over the coming years
will be to address the health of the S51 program,
which has been placed on the “high-risk
program” Hst maintained by the General
Accounting Office, We will be focusing on all
aspects of SSI program raanagement it a
comprehensive way, and we expect @ have
developed an overall strategy for SST program
improvement by mid-FY 1998,

However, maior iroprovement obiectives for the
S8 program will be found in the discussions of
various goals throughout this plan because our
strategie goals and obigotives cut across
program Hnes. For exanple, a major concern
exists ghout the amount of dellar error in the S81
program. Cur intention to address this concern
is reflected in the improvement target for dollar



accuracy in SSI that we have set as an obiective,
along with objectives to address fraud and to
ncrease continuing disability reviews, uader our
strategic goal to make 88A program
management the best in business, Strategies o
reach this improvement objective will be
integrated, as necessary, both with strategies 10
address other issues in S8 and strategies (o
address doliar accuracy in other programs.

In the discussions below, we identify some of
the sneasures that we use teday to indicate our
success relative 1o our goals and objectives, To
provide a basis for thinking about where the
future might take us, we have included current
fevels of performance, We will contimue 1o use
many of these imeasures at some level for
management purposes, and we wiil sef targets
for some of them in our annual performance
plan.

We recognize that no measure or measurement
system is perfect. We will work diligently in

partnership with the union ard our oversight
prganizations to ensure the reliability, validiy,
and infegrity of our systems of measurement and
evaluation, Inaddition, §8A will continue o
ulilize the resulis of the OlG's independent
audits, evaluations, and investigations to
improve Agency programs and operations and
protect them against frand, waste, and abuse.

A3 we pursue new strategies and ¢reate new
initiatives to achieve our objectives, we arg
mindful of the value that our partnerships with
other Federal agencies can provide. Weare
already undertaking a pumber of nitiatives in
cooperation with these partners, and we will
continue t¢ look for opportunities to combine
forces with our Federal colleagues to increase
our mutual value 1o the public, For reference, a
Hst of agencies with whom we interact in a
major way on a regular basis has been included
in Appendix C.

To promote valued, strong, and respGOHE social security programs and conduct

effeciive policy development, research, and program evaluation

The ultimate intent of this geal is for SSA 1o
help create responsive programs—~pragrams that
provide value by meeting the needs of the varled
counsiituents today and adapting to the changing
needs of constituents tomorrow,

To be responsive, we must focus attention on
policies that nead to be changed to improve the
quality of Jife for program beneficiaries. Forthe
disabled, if may require us {o restructure our
programs to help individuals quickly retom to
the workforce. This will respond not just to the
loss of personal incone but to the loss of
persoual digaity that many people experisnee
when they are unable to work. To be responsive
is to meet the needs of individuals and society at
large for social security.

in addition, the programs must be srrong--able

o respond to changing envirenmental conditions
like economic downturn and demographic shifts,
Both sorong and respensive imply both stability
and flexibility in program structure. They also
inply continuing fiscal viability of the
programs.

At the same time that some obicctive value of
the programs may be established, the poople for
whom the programs were created must
themselves see the value of the programs.
Programs that are wfued sre supported both
conceptually and financially. When grograms
are valucd, members of the public are willing 10
invest their tax dollars. They are alse willing to
invest their ideas, energy, snd supporte-
resources eritical to the maintenance of strong
programs devoted to the public good.



Thig goal recognizes that leadership in shaping
the programs cannot be achieved withowt
expertise. We will reestablish the expertise to
conduct ongoing research, policy analysis, and
evaluation. This work will help us identify key
issues and suppori the development of creative
and responsive policy solutions and legislative
proposals to address the issues identified,

Objectives of Our Goal to Promote
Responsive Programs

< Tor realize this goal, SSA will pursue the

following abjectives:

n To support the principles of social
adequacy and individual equity in the
OAS! and DI programs

- To support an SSI program that
provides appropriate benefits 1o the
nation’s most needy aged, blind, and
disabled people and links effectively
with gther assistance programs

» To support the executive and legisiative
branches In a bipartisan effort to
preserve Social Security for the long run

L To decrcase the need for long-term
disability benefits by helping people
‘ veturs to the workplace
¢ 12% of aged Social Security
beneficiaries are poor; without Social
Security, that poverty rate would instead
be 54%

Leve! of Social Security coverage of
popwlation:

¢ 96% of jobs are covered by Sacial
Security

4 95% of people age 65 or older are
already receiving benefits or would be
gligiblo to receive benefits when they or
thelr spouss retires

w To build and strengthen SSA’s capacity
to undertake necessary research,
evaination, policy development and
actuarial studies for the Social Security
and 881 programs

How We Will Measure Achievement of
Our Objectives

We will continue tracking the performance of
our programs using various traditional and new
owloome measures fo belp us and others assess
whether Social Security and S8 are achieving
thelr intended onicnmes. However, because the
sutcomes of the Social Security and SSi
programs are influenced by 3 wide range of
conditions and deeisions made in society, $SA
will not be setting performance targets for those
wndicators,

Examples of the traditional measures used

to track program performance, along with
performance levels in 19946 (unless otherwise
noted), are as follows:

FOR PROGRAM ADEQUACY

Aged population with incowme below the
poverty line:

L 98% of children nuder age 18 aud their
mathers or fathers {with a child under
age 16) are covered for Social Security
survivors’ benefits

4 80% of people 21-84 are protecied
under the DI program

Percent of paverty gap filled by 881 Federal
benefifs

* InAIVIdUn) vevevmemmenee 72.9%
¢ coupleamrmeener 81.7%



FOR EQUITY
Earnings veplaced by Social Seeurity

L Percent seplaced for worker with
average carcer earnings retiring at
age 65:

WOLRKET wwvssmmmwummmmnnn § 2%
worker with spouse - 65%

¢ Percent replaced for disabled worker
with average enrnings:

U704 17 umumm——— 43%
worker with family - 63%

FOR FINANCING

Yoear of exhaustion of OASH trust fumds’
reserve asseis: 2829

{nder enrrent fow eond uving the most likely
gconomic and demographic assumptions, the 1907
repart of the Social Securily Board of Trustees
sstimuntes that, in 2028, the assers of the combined
OAST and D1 trust funds will be exhoausted, and
DASD! income @l assets will not be sufficient to pay
160 percent of benefits due. Al that time, the
astimates indivate that el tax reverses world be
sufficient to cover about 75 percent of arnual
apenditures.]

Our meagsurement focus will be on the timely
completion of quality resesrch and policy
analysis, the clesr communication of our
findings to thase who can use them, and high
frequency with which our information and
recommendations are sought and used to
positively impact policy change. For cach
specific area of interest, we will establish
milestones whose attainment will provide
gxceptional value fo the policy development
arena. For example, we will ideniify o timetabic
for completing the work needed to support the
development of proposals to preserve Social
Security in the long run,

Return on trust fund investments

L ] Combined assets of the SASI and D
trugt funds eprned interest ar an effective
interestrate of 7.6%

FOoR RETURN-TO-WORK

individuals who leave the disability roils
becanse they have returned o work;

* 0.15% /yr (about 7,000 people)

We will work to develop and report on new
measures 1o support improvement of the
programs. Examples of measures we may
gxplore include new measures of social
adequacy, individual equity, impacts on the
basic living standard of beneficiaries, and public
satisfaction with the Social Security programs.

Since we will not be sefting performance targets
for SBA using must of these program-outcome
indicators, our Tocus will be on the measures and
mifestones described below. For the most part,
SSA s suceess in achieving this goal will be
determined by how relevant and usefut our
rasearch, program planning, policy analysis and
development, and program evaluations are to
policy makers, Qur imention is o become the
moat respected source of information and advice
on Social Security-related policy tssues.

In the case of reducing the dependency on long-
term disability benefits, we will be using a
direct measure to determing success; the
number of people who leave the benefit rolls
because they have returned to the workforce!.
For now, we will teack our mitiatives as a way
of ensuring timely progress toward the
objective. As legislative and policy solutions
are effected, SSA will set higher targets and
implement the policies and processes needed to
achieve them,

“'his measure will be defined in such a way that
does not give credit 1o transitory or short-term
work relationships.
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How We Will Achieve OQur
Objectives

Achieving the objectives of this goal will require
a number of important general steps. Perhaps
the most important will be the revitalization of
our research and policy analysis capacity, both
internad and external, so we can address the most
pressing needs of the public effectively and
efficiently, In doing so, we will involve all paits
and aspects of our own organization. Additional
SSA human and other resources will be required
to support the revitalization effort.

Many univercities, tesearch centers, other levels
and agencies of povernment, and other entities
also study and propose changes in our progimms,
We plan to invoive them directly through
extramural funding 1o meet our broad research
needs,

Another imporiant step will be 1o create new
strategies for ascertaining what the most
pressing concems of the public are. We will
begin by strengthening existing means of
understanding what the public expects; for
example, studving more closely statistical
information already available, enhancing work
with advocacy groups, community

Of course, achieving the specific objectives of
the goal will require subject-specific efforts.
For example, in order to support the effort to
preserve Social Security for the long run, we
will conduct the necessary research, policy
development, and actuarial analysis. In terms of
the DI trust fund, we will complete the work to
To reduce the need for long-term disability
henefits, we will develop proposals for program
changes that will lead to incressed work
activities, By 2001, we will compiete the
methodology for making sound decisions
regarding the capacity for persons with
disabilities to work, and by 2002 we will
complete all return-to-work sesearch and
analyss,

organizations, and external research
prpanizations, Histening more closelvio the
messages our own employees get from the
public, and reinforcing ties to our colleagues
throughout the various branches and levels of
government.

S5A will be developing 8 comprehensive
customer input program that will focus in part
ot obtaining information from members of the
pubdic about their satisfaction with SSA’s
policies, We will also obtain broad input into
the development of the research and policy
analysis agenda and of the policy alternatives
themselves, which will help us prioritize,
goordinate, and synchronize SSA and non-88A
resaurces devoted 1o these poliey ssues.

We have identified the need to develop, test, and
validate many new assessment instruments, We

" will buikd a retirement policy modeling capagity

ard increased capability to assess the impacts
that various program proposals would have on
different income and other groups. Hasic and
apphed research relics heavily s acess o a
variety of different but related data. We will
strengthen analytical data baves and data linkage
capacities, and create an internal administrative
duta clenringhouge,

model and analyze disability growth factors to
explam factors that result in changes in
application and award rates. Dy 2001, we intend
to report on the size of the pool of “disabled”
individuals not on our rolls and what enables
some of them to remain in the labor force,

This will include testing and validating
functional assessment instruments and testing
and evaiuating return-to-work altermatives, [t
will alse inchude identifying and helping effoct
changes in such areas as health care beaefits,
child care, and transportation availability that
will supiport retum to work, This strategy will
require SSA to coordinate our effonts with other
government agenciegy



A first step now under way is SSA’s legisiative
proposal entitled “Ticket to Independence.”
This would establish a rehabilitation provider
incentive program under which DI and SSI
disability beneficiaries would be given a *VR
ticket” that they may use to obtain vocational
rehabilitation and employment scrvices from a
public or private vendor of their choice.

SSA’s averall strategy for SSI program
improvement, to be described by mid-FY 1998,
will focus on promoting both an efficient and
effective SSI program, and various parts of that
plan will address objectives under several
strategic goals. To support the effectiveness
objective under this goal, the strategy will
include our continuing to evaluate the policies
and administration of the SSI program to assure
that appropriate benefits reach those in need.
We will also actively seek to enhance
programmatic, administrative, and information-

systems linkages with other assistance programs
to better serve and provide meaningful
assistance to needy individuals.

Achievement under SSA’s goal to strengthen
public understanding of the Social Security
programs will be a strong contributor to our
success in this goal. Under that goal, we will
create an environment that fosters considered
thought about program issues and enables
members of the public to participate as active
partners in achieving success.

One important external factor in successful
achievement of this goal is an environment of
bipartisan commitment to finding the best
overall approach to achieving desired program
outcomes. While the programs may be made
more responsive through policy and regulatory
changes within the direct control of SSA, some
changes will require legislation.

GOAL:

To deliver customer-responsive world-class service

This is our traditional goal, the one that
explicitly or implicitly has guided the actions of
most SSA and DDS employees throughout our
history. It reflects the millions of actions taken
throughout the Agency that have made SSA “the
government” to miltlions of individuals.

SSA continues to make great strides in both
finding out what our customers want and in
setting our objectives to reflect achievement
from a customer--not an Agency--point of view,
The major expectations of our customers,
outlined on page 7, have driven us to emphasize
convenience of access and timeliness of service
in this plan as we attempt to raise our overall
level of customer satisfaction.

World-class has become a term worn from

This goal is directed specifically toward the way
we convey service to the people who conduct
business with SSA. Through this goal, we are
not just focusing on our customers but being
responsive to the needs and desires of our
customers,

overuse. But we are reemphasizing the term to
ensure that our stakeholders understand that we
are steadfast in our commitment. SSA aims to
provide not just the kind of service that
customers expect from government, or even the
best service that government has to offer, but

the kind of service that every organization--
public or private--would hope to emulate.

We already have world-class aspects in some



service sreas, and we have achieved public
recognition of world-class stature in providing
service through our B0 number. We intend
ultimately to achieve world-class stature in
every aspect of our service as the new century
uniolds,

Objectives of Our Goal of World-Class
Serviee

To realize this goal, SSA will pursue the
following obyestives:

| By 26(0, o increase the range of
program and information services
available to customers over the phone or
glectronicaily

» To caige the mumber of customers who
receive service and payments on time;
specifically,

- by 2807 1o issue intial D] claims
sward/denial notices within 6 months
after onset of disability or 60 days after
the effective filing date, whichever is
later, to 75% of applicants

- by 2002, 10 issue initial $S] disability
¢claimg award/denial notices within
60 days of filing to 50% of applicants

- by 2002, to issue notices of hearing
decisions to 30% of requestors within
120 days from the date of request for a
hearing

~ 10 maintain, through 2002, current
levels of timekiness i processing OASE
and &5 aged clabns

» By 2002, to have 9 out of 18 customers
rate S8A’s service as good, very good,
or excellent, with most rating #t
excelient

How We Will Measure Achievement

5S4 currently uses a number of indicators to
chart our progress in achieving world-class
service, We will continue to use most of those
at some level in the organization. Examples of
current perfarmance indicators in use a1 854,
along with the level of performance we achieved
in 19986, are a5 follows:

= Aveess

Percent of public with an appointment waiting
10 minutes or logs: 85%,

Percent of public withont an appointment
waiting 30 minutes or less: 70%

Percent of individuals who successfully access!
the national 880 number within § minutes of
their first call; 83%

n Processing Times
Percent of OASI claims processed by the time
the first regular payment is due or within

H days from effective filing date, if Jater: 83%

Average QASI claims processing time:
13.5 days

3To wccess successfully is defined as reaching a
point of contact that will satisfy your business
nceds, whether that means an automated
response nait or 2 human teleservice
representative,



Percent of initial SSI aged claims processed
within 14 days of filing: 66%

Average SSI aged claims processing time:
15.5 days

Percent of [H initial claims decided within

6 maonths after onset of disability or within

60 days after effective filing dote, whichever is
later; §7%

Percent of 851 initial disability claims decided
within 60 days of filing: 2%%

Processing time for inttial digability claims:
£9 days

Parcent of hearings decisions made and notices
sent within 120 days of filing for a hearing:
12%

Processing time for hearings: 392 days

Percent of original and replacement Social
Security cards jssued within § days of receiving
all necessary decumentation: 97%

= Customer Ratisfaction

Percent of public rating $8A service as good or
vary good: 9%

Percent of public rating S8A staff as cowrteous
or very courtecus: 85%

Percent of public who are sarisfied or very
satisfied with the clarity of S8A mail: 78%

Percent of 800 sumber calls handled accurately
{service aceuracy}l: 80%

'"Whet $SA measures the accuracy of
information we provide, we are concerned with
two types of errors. The first is erroneoas
information that would lead to an incorrect
payment being made; for example, we
incorrectly inform a heneficiary of veporting
requiremnents. A measure of accuracy eelaled to

We have tradinonally mensured 88A’s service
performanes osing the factors that we
understond to make a difference fo customers.
Having obtained more information ghout what
satisfies customers, we now need 1o develop
new measures and measurement systems 1o
collect information about those factors as well.
We also will need to measure customer
satisfaction in a way that heips us design
appropriste strategies for improvement.

One new measurement that we will use relates to
BO0-Mumber aceess. While we will gontinue (o
measure the rate of access within § minutes, we
will also measure how often a cailer gets
through on a first aitempt.

Far 2000, our targets will be to sontinue the
G5-percent-within-S-minutes rate and to assure
that calless can get through on their first attempt
S0 percent of the time,

Until we create new measurement sysiems in
other areas, incremental improvement will be
gauged vsing such medsures as average
processing Bime; counts of cases received,
processed, and pendin gzg and achievement of
major milestones in critical projects divected at
creating new service levels/imaodes {such as
pursuing sutematic entitiement),

payment is included under our goal to make
SSA program management the best in business.
The second is erroneous information that, while
having no impact on payment amgunts, may
tnconvenience the customer, For example, we
give incorrect directions to a field office or fail
to inform a claimant of certain proofs necagsary
for claim processing, That is the kind of
inforssation accuracy measured under the goul
to provide world-class service,

See Appendix A for “Indicators Used for
Annual Performance Commitments
to the House Appropristions Commitiee”



How We Will Achieve Our Goal of
World-Class Service

As explained sbove, SSA's primary emphasis on
achisving world-class service will be focused on
improving convenience of access and processing
time. In addition, we expect to pursue other
major inprovements to raise the public’s overall
satisfaction with service, Because achieving
workl-clags service has been a focus of the
Agency for a long time, we already have a
sumber of major initiatives under way that will
have an impact on goal achievement.

We note here that we have in the past considered
payment accuracy a critical factor in providing
“worid-class service.” In this plan, we have
defined “service”™ more narrowly to focus more
specifically on aspects of direct interaction with
our customers. Accuaracy, still of premier
importance in our administration of the Social
Security programs, is now reflected in our goal
to make SSA program management the best in
business,

" ALCess

Much of the energy of the Agency over the last
several years has centered around improving
aceess to our 800 number, We have been very
successful in bnproving our access rate, and we
witl continue our infiative 1o ensure that access
rates remaitt high. In addition, we will continue
to enhance community-based service as well as
improve the ability of our other processing
centers to provide direct service,

We will establish 3 method for determining
aceess and service-accuracy rates for telephone
calls 1o foval offices. We will use the
information obtained to develop improvement
iniintives. We will develop options fora
process of automatic entitlement for benefits.
We will create flexihility in our hours of service
avatlghility through 2 variety of interfaces.

One major new initigtive for Improving sccess
1o service will expand our ability to take

retrement and survivors’ claims immediately
over the phone. Although we frequently take
such claims by phone today, they are usually
taken by employees in the field offices. Callers
who access 58A usiag the 800 number are given
a future appointment with a local office if they
want 1o file a claim in person or by phone. By
20060, we will be able 10 take retitement or
survivers’ claims immediately over the phone or
in person, 4s long as the clgimant has at hand the
mformation we need.

Finally, as expressed in our assessment of
external factors, all projections {(along with our
own experience} indicate that electronic service
delivery (ESD) is a growing service-delivery
mechanism for the future. If we are 10 provide
our customers the means to do business with us
as they prefer, and if we are to provide excellent
service with declining resources and growing
numbers of customers, we will need to expand
npportunities for individuals to conduct business
eloctronically.

Though we have been purguing ESD at
increasing levels over the last & vears, the time
has come for 88A o focus mors diligently on
ensuring that clectronic service becames a
viable alternative for the customer of the future,

s Processing Time

Reducing the long delays in disability ¢laimg
processing times (both at the initial decision
{eved and the hearing level) has been one of
SSA’s greatest priorities for service, The

current intiative that 1 most important {o

timeliness of service is the Disability Process
Redesign (DPR), cur overbaul of the process
through which decisions to award or deny
disability benefits are made.

Achieving the objectives of the DPR will be
critical to our meeting our processing-time
objectives for disability claims and appeals.



The scope and complexity of the redesign
project have presented significant challenges o
implementation. In response to these

Two other major inttiatives are eritical o
achieving the objectives of Disability Process
Redesign. Onc is the Reenginevred Disability
System (RDS), which will provide supporting
software to antomate the new process. The
othor is the instaliation of imelligent
workstations and local-avea networks
OWS/LAN) Agency-wide that will serve as the
enabling antomated svstems platform.

Related initiatives will focus on reducing the
backlogs in the disability claims and hearings
processes and advancing the use of electronic
systems {o request, receive, and manage medical
evidence {i.e., medical informarics).

In the aren of postentitlemeant I, current and
planned systems automation efforts will result in
increased accuracy and timeliness. If further
analysis shows that more improvement in the
timeliness of postentitlement astions s
necessary, new sirategies will be develaped.

[ | Customer Satisfaction

SSA has set higgh standards for overall customer
satisfaction; paving careful atieniton to wiat cur
customers tell us will continee 1o be key as we
develop new strategies to address their service
concerns.

Every year, SSA issues more thas 250 million
pieces of correspondence © customers. Currant
surveys indicate that a critical indicator of
sattsfaction is the ability of individeals o
understand the notices we send them about their
benefits. Numerous changes have bron made
aver the vears, and improvemients have been
dramatic. This year, we will begin to redouble
aur offorts 10 ensure that notices are ¢lear and

§ Postentitlement is the business process in
which we maintain up-fo-dale payments and
accurate heneficiary records,

challenges, we recently completed an
assessment of the project and narrowed our
focus 1o the areas most critical o success.
congise, In addition, we will be enhancing
electromy aeeess jo our data bases to ensure that
we can respond immediately, both in person and
by phane, te guestions customers have about
any notice they receive from us.

Producing clear notices has other benefits
besides improving customer satisfaction
directly. The less time required to expiain
misunderstood notices to customers, the more
time SSA employees have 1o provide better
servics to more people.

Wa have successfully honored our commitment
in the 1991 ASP o easure that our non-Eaglish-
speaking customers can conduct their business
with us, Given the gontinuing demand for
services in a language other than Eaglish, and
the inoreased accusacy and reduced fraud that
result from attention 1o the language-barrier
isstre, we will continue qurrent strategies in this
arsa.

Information gathered from customers in rocent
vears has indicated that satisfaction could be
waproved dramatically if we made two changes:
if most business could be completed after
requiting only o single customer contact with
S8A; and, for complex, critical business that
could not be completed this way, if the customer
could continue to deal with the same SSA
employee until the business is compleied,

A koy strategy, therefore, for world-class service
will be to enhance our systems and processes to
ensure that only a single contact is necessary
wherever possible. Some improvements already
under way (for example, the improved
automation of the postentitlement systems) will
facilitate many more actions being completed at
the first point of customer contact. As we
review new improvement ideas, a key design
consideration will be the extent to which they
support this strategy.



We nonmaily consider employers as Qur pariners
in enabling cur administration of the Social
Security pragrams, and we will strengthen the

in addition, however, emplovers can be thoughs
of as the customers of improvements © both our
enumieration and carnings processes. To suppon
them in their role as customers, S8A ntends 1
improve the process of electronic verification of
Social Security numbers to permit verification
overnight. Today, such verifications may take
up o 2 weeks to be processed,

Advances in information technology will be key
to improvements in customer satisfaction. We
intend to improve our automated systems
continually and explore and implement
technological innovations, as appropriate, in
order 1o improve (and reduce the cost of)
customer services to claimants, beneficiaries,
erployers, and other customers of our services,

SSA's overall strategy for 8SI program
improvement, to be described by mid-FY 1998,
will focus on promoting both an efficient and
effective SSI program, and various parts of that
plan will address obgectives under several
strategic goals.  To support the objectives under
this goal, the strategy wil) include evaluation of

strajegic business partnership SSA has with the
empioyer community o improve the timeliness
and accuracy of infermation used to provide
benefits,

and revision to the policies and administration of
the program to improve claims-processing

times, access to SSA, and overall satisfaction of
the 881 population with SSA's service,

One important initiative at 8SA will result in an
integraied, Agency-wide process for obtaining
cuslemer input to use in planning and assessing
performance. We expect the new process o
help us not ondy collect the right information ar
the right time but also to better understand and
use the information for performance
improvement,

. Achieving the objectives of our goal to become

an employer that values and invests in
employees is critical to our achievement of
world-class service. Employees who are called
wpon to provide great service cannot do so
without the tools, the training, the motivation,
and the support 10 da so, Professional working
conditions for employees create a more
businessiike atmosphere for members of the
public who visit our offices.

GOAL:

To make 5854 program management the best in business, with zerop tolerance for
Jraud and abuse

This program-matagoment goal retlects 88A7g
responsibitity, from both aservice and a
business pecspestive, to pay benefits accurately
and otherwise be a good steward of the money
entrusted R our care. We are setting our
standards very high o reflect our view that the
public deserves the highest possible level of
performance consistent with fiscal
responability.

A strong component of this goal I8 our
commitment to pay benefils accuratelv--to
ensure that the right people get the right
payment. Because S8A’s annual program
outiays are so large~-over 3367 billion tn 1996--
even very small pereentages of inaccuracy can
mean mithons of doliars not paid correctly.
Ensuring acouracy ig, thereforg, always among



pur highest priorities. We focus both on making
payments correctly to begin with and then
goreecting errors guickly after they ocour. o
addition, when inaccuracies iavolve
overpayments, we do our best fo recoup the
overpaid money.,

Cur assertion of a zero tolerance for fraud and
SSA’s ability to fight fraud effectively is
dependent on a variety of external factors, not
the feast of which are the resources and
sirategies of the State and Federal law
enforcement agencies who investigate and
prosecute cases of fraud. Examples include the
offices of the U.5. Attorneys and the Postal
Inspection Service,

This goal has a very practical side. Current
assumptions about the resources that will be
available in a balanced budget environment and
the workloads that we expect to be processing as
the baby-boom generation ages force us to
conclude that only by becoming as good as the
best int business can we ensure that we have both
the resources and the public support that will be
required.

SSA has alwavs striven to make sound
decisions, balancing the desire for excellence in
service with a strong concern for fiscal
responsibifity, By including an objective in this
goal that mokes the need for such balance
explicht, stakeholders may understand betfer
what drives our decisions. We all understand
that nearly every service improvement involves
spending resources of some kind. This goal,
with g new and explicit emphasis on
productivity improvements, now reminds us all
that we must not just work better but find ways
o make the work we do cost less.

Ohjectives of Our Program Management
Goal

To realize this goal, SSA will pursue the
following objectives:

L To make benefit payments in the right
amount; specifically,

abuse means that we will incresse our atteation
on deterring fraudulent activities and on
bringing to justice those who practice them,
whether members of the public or of our own
employee population. It reflects cur ideal that
we must eemalin vigiant if we are to fulfifl owr
role as capable stewards of the public trust,

-~ i maintain, through 2002, the
accuracy of QAS! payment outlays

-~ {0 Maintain or improve, theough 2002,
the accuracy of DI payment outlays

- {0 raise to 96 pereent, by 2002, the
aceuracy of $SI payment outlavs

» To become corrent with DI and 851
CORI requirements by 2002

L To maintain, through 2002, cerrent
levels of accuracy and timeliness in
postimg earnings data to individaals
LArpings records

t

®  Toaggressivety deter, identify, and
resolve fraud

L To increase debt collections by
7 percent annually through 2002

= To position the Agency’s resourvey and
processes 1o mect emerging workloads

How We Will Measure Achicvement

SSA has a number of current measures of
performance in the area of program
management. Examples of them, along with

P SSA performs continuing disability reviews
{CDRs} to ensure that individuals receiving
disability benefits are still eligible.



levels of performance in FY 1996 {except a8
noted, follow:

- Percent of payment outlays free of
overpayments:
OASI 99.8%
S {non-medical only)--- 94.5%
L Percent of payment outlays free of
» Percent of Social Security numbers

{SSNs) issued accurately: 99.6%

| Percent of 800 number calls handled
accurately (payment-related)!: 94%

] Percert of increase in debt coliccied
(FY 1996 aver FY 1995y 8%

- Peroent of carnings posted to
individuals® records by Sepe 30th: $8%

- Pergem of carnings itoms posted
correetly: 95%

» Parcent of increase in 88A%s overall
productivity {excludes DDSsy +2.3%
{FY 1996 over FY 1985}

New emphases will require new measurement
systems 1o be developed in g number of arcas.
We surrently measure the percentage of
accuracy o disability decisions made by the
DS, Howaver, we do not yet have a2 measure
for the overall accuracy of payments in the
disability rolls. Beeause we believe that any
problems of inaccuracy most likely arise in the
ares of continuing medical rather than non-
medical eligibilny for disability payments, we
intend to focus on that aspect first. Doing so
will also help us complete the measurement of
accuracy in the SSI program.

Once we know our baseline, we will revise our
DI accuracy cbjective as appropriate. We will

'See fontnote #4, page 20,

underpayments:

G 99.8%
S81 (non-medical only) - 98.8%

L Percent of DDS decisionat ACCUTACYT
96.9%

conduct a pilot of a system for determining the
accuracy of the non-medical aspects of DI
payments before we decide to expend resources
o obtain such information,

New measures of fraud will be used, They
include the porcent of fraud allegations accepied -
for investigation that are resolved and the
pereent of ientified critical volnerabnlities that
are eliminated, To address fraud deterrence,
other non-guantitative indicators, such ag
progress in achioving milestones or deliverables
of ¢ritical initiatives, may be appropriate,
Although they are not technically outcome
measures, we believe they will be good
indicators of how well we are achicving
improvements in our fraud program.

Al present, we measure productivity separately
in SSA and the DIDSs. In order to understand
the ramifications of future conditions and our
progress in dealing comprehensively with them,
we will look at creating a combined productivity
measure for all of the human resources (88A
and DDS) that do the Agency’s work.

Success in this objective 18 defined as whether
we are able to pracess the workloads we are
receiving. At present, we are looking ata
measure of workloads processed as a percent of
workloads received fo reflest this resull, bt
further study will be needed o decide what the
most valid measure would be.

How We Will Achieve Our Program
Management Goal

QASI benefit payments represent 82 percent of



our annual program outlays. Making those
payments aceurately is obviousty critical to cur
egsential stewardship role. Because our
accuracy levels are already so high

{99.8 persent}, there is Httle that can be done to
aoticeably raise the level of performance i tiis
area. Stil, customars are affecicd by payment
Ire Dt and 881, we have identified areas for
emphasis that would Bikely bave an appreciable
though as yel unmeasured impact on payment
accuracy in those programs, Several pew
intiatives will be pursued that are expected (o
have a relatively large impact on maintaining or
improving the accuracy of payrogat outlays,
‘They include an expansion of a current initiative
to increase on-ting, real-Hime access o duts held
by other organizations; the development of
strategies to climinate the causes of SSA and
customer error; and simplification of the 881
program.

in addition, because regular comduct of CDRs
ensures that oaly individuals who coutinue to be
cligible remain on the rolls, our intiative (o
become current with CDRs shoukd have o
relatively high impact on the aecaracy of DI and
S81 bepefit payments. Numerous other
initiatives, such as DPR and SSA-initiated
PERES!, also will have an fmpact on aceuracy.

Because $SA’s earnings file is the basis for
eligibility and payment decisions in the OASDI
program, having accurate records of earnings is
important to overall payment accuracy. At
present, $SA is able to post 1o its earings file
99 percent of the earings reports it receives
anausfly. §till, with about 240 millton carnings
items reported to SSA every year, there are a
namber of carnings postings that cannot be
made to the file in a timely way because they

IPEBES stands for Personal Earnings and
Benefit Estimaie Staterment, a statement that
SSA provides to individuals that informs them
of what our records show their carnings are and
gives them an estimate of the beneflt thoy wiil
be entitied to when they retire.

inaccuracies, no matter how few, and
maintaining 2 high performance level requires
attention to ensure that slippage does not ooy,
We will focus on areas of known inaccuracy to
make iImprovements.

conlain ¢rrors or omissions.

The ¢ritical rok that employers play in ensuring
that gur earnings records are accurate, and that
ultimately we pay the right benefus to the right
people, cannot be overemphasized. To help
them fulfil] their responsibility, we will pursue 3

© comprehensive strategy 1o ensure that employers

have the taols they need to report earnings easily
and correctly. -

One facet of the strategy will be to complete
current garmings improvement initiatives and
provide overnight 88N verification. A second
wiil be o provide continuing access to staff who
are knowledgeable about employer-related
issuey und processes,

A thard will be to improve wage-reporting
procedures, In this regard, our overall strategy
is to expand the use of electronic reporting by
giving employers the option to transmit wage
reports ¢lectronically using a PC or high-speed
data transmission lines. However, resognizing
the efficiencies that certain eruployers can
achieve by using magnetic media, we will
continue for the foreseeable futare to give
employers a choice in reparting method,

While slowing the rate of growth of the
suspense fue (where records of earnings that
cannot he posted gorrectly are maintained), $SA
will fook for new ways to post sarnings that
aiready resideon the file.

88 A siveady has an aggressive instiative under
way to combat fraud. We intend to expand that
dtiative to include a plan for identifying and
gliminating critical valnerabilinies in sach major
program. Simplification of the 881 program
shoutd lead to reduction of opportunitics for



fraud. An important enhancement to our fraud
program will be the new strategy SSA is
developing to deal with security in the
information age.

The OIG has n statutory responsibility 1o help
prevent and detect fraud and abuse; its activities
form an integral part of our strategy to promote
zero tolerance for fraud and abuse. ~

As we strive (o be best in business, 2 primary
focus will be on avoiding botls underpayments
Qur last objective under this goal may be the
most difficult one o achieve. For the aiost pant,
the other objectives under this goal relate 0
expenditures of program dollars, not
administrative dotlars, This objective is aimed
at enguring that we have appropriately
posittoned our administralive resources 1o
administer the programs.

We mitend to tuke the issue on in severai
mportant ways. The traditional way {o
approach the issue, protess improvement, will
be a major facet of our approach. We will look
for ways 1o streamline our processes by
eliminating tasks that no longer add value,
eliminating unnecessary movement of work
from one person or location to another,
consolidating tasks, and so forth, We will
benchmark other organizations. And we will
continue to pursue the major redesign initiatives
already in progress that promise increased
productivity,

Examples of current or new initiatives that are
expected to have & major impact on this facet of
our approach include reducing the number of
cases pending in the disability claims and
hearing processes; medical informatics; program
simplification; Disability Process Redesign;
IWS/LAN; heming office process
auprovements; redesign of the automated
systems for processing OASE creating an
integrated training program for priority needs;
and accelerating the redesign of the policy
ProCess.

and overpayments, However, knowing that
making some overpayvments is unavoidable for a
variety of reasons, we will continue to pursue
Qur current strategy to improve debt
management, This requires s to make
maximvum use of ail tools available to us, such as
admimistrative offset, credit bureau referral,
Federal salary offset, collection ggencies, the
charging of mterest, and tax refund offset for
bensficiaries,

A costinuing emphasis will be placed on
transforming 884 into a virtually paperless
Agency, with focus on the avtomation of our
adminisirative prosesses. Achievemenis so far
in paperiess processing have produced a number
of efficiencies, inclading a large reduction of
file-storage costs in our processing centers.
Making the Agency virtually paperless supports
our averall program-management strategy of
reducing the need for human intervention ia the
conduct of SSA business.

SSA’s overall strategy for SSI program
improvement, to be described by mid-FY 1958,
will focus on promoting both an efficient and
effective S8Y program, and various parts of that
plan will address oblectives under several
strategic goals. To sum up from a program
view, the strategy will support the objectives
under this goal by including evaluation of and
revision to the policies and administration of the
program o ensure accuracy of payment,
efficiency of prooess, and integrity of the
program.

Though we will be looking for ways to
implement this strategy in all of our processes,
the most promising may be the expansion of
opportunities to deliver service electronically.
in addition 1o providing mote convenient access
for our customers, ¢lectronic service delivery
will reduce cost through reducing mannal
intervention, reduce error, and ultimately
improve the security of SSA's data.

However, there ate other facets of the strategy



bevond improving the ability of available
resources to do the wark., Other conceivable
strategies may include vsing third-party
assistance in our work; reducing the work itself;
and supplementing the administrative resources
available 1o the Agency,

To help resolve the condlict of rising workloads
sud corstrained resources, a new human
resources strategy, as outhined under our goal to
value employees, will be required to ensure that
we have not just the right number of people we
need but the right people with the right skill
levels to tackie the jobs of the futore.

To be an employer that validdnd invests in each employee

SSA’s greatest strength lies in the attitudes,
skills, and drive of its employees. This gosl
recognizes that the smployees of S5A and the
DDSs are key to achieving our goals and
objectives. It also reflects 83A%s conviction that
employees deserve a professional environment
in which their dedication to the SSA mission and
to their own goals can flourish together,

To provide leadership today in shaping and
managing the social secunity programs wiil
require that our current workforce be highly
skilled, high-performing, and highly mativated.
To provide such leadership in the futore will
reguire that SSA recognize unfolding chianges in
the world--the changing face of the customer,
the changing character of the nation’s
workforce, and the changing work of S5Awand
create 2 work foree that responds to the change.

A goal to crente a better environment for
employees has existed at 38A in some form for
a sumber of years. 85A once again is renewing
its commifment 1o taking action because we
absolutely must achieve the objectives of this
goal if we are (o survive both ag o high-
performing organization and ag a cobusive
community.

The focus of this goal is 1o ensure that all S8A
and DDS emplovees, individually and
collectively, understand and value the cultuee of
the organization--a culture voated in our
traditional customer-service values while

embracing the concepts of modem
management--and recognize the support that the
culture provides to our professional and personal
well-being,

Objectives of Our Goal to Value
Emplovees

To realize this goal, SSA will pursue the
folfowiny objectives:

L Ta provide the necessary 1ools and
training 1o achieve a highly skilled and
high-performing warkforce

" To provide a physical environment that
promotes the health and well-being of
employees

w To promote an Agency culture that

successfully incorparates our values

= To create a workforce to serve 55A%s
diverse customers in the 2 1st century

How We Will Measure Achievement

58A Sses very few current meagures at the
Agency leve] that describe how 88A values and
mvests in each employee. Examples of

those we have been using, along with levels of
performance in FY 1998, follow:



» Percent of direct service employses with
IWS/LAN: 27%

u Training hours per full-time equivalent:
12.2

n Percent of employees wha foed gencrally
or very safe and secure i their faciliy:
64%

- Number of under represented equal

opportusity groups that came closer to
parity with the civilian workforce:
3ofs

Identifying appropriate measures for this goal
has been extremely difficuit. We understand

In the interim, we will focus on less perfest
measures a8 indicators of movement toward
becoming the employer we envision, For
example, we may be able to measure the percent
of people needing iraining who receive it at the
approprinte time. Milestones and deliverables of
major initiatives may also be used as indicators
of achicvement where appropriate,

How We Will Achieve Our Goal to Value
Employces

The most straightforwaed, though not
nocessarily the eastest, objective &0 pursue is the
first, which deals with tools and training. Al
present, the centerpiece of our resource-support
strategy for emiployees is the IWS/LAN
infrastructure. Fuil implementation will include
the provision of appropriate training as well as
the issuance of ergonomic famiture to all usess,
The infrastructure will be used as part of the
cooperative processing environment 1o lake
advamage of current initiatives, like RDS and
the redesign of the OASI automated systems,
which will improve the programmatic and
adminisirative systems throuph sutomation.

An overall strategy 1o optimize IWS/LAN
programmatic applications for users, along with
a complementary strategy to create and support
a state-of-the-art office avtomation environment

that, since the achievement of this goal is critical
1 BSATs mestmg Bs other goals, the ultimate
measures of success arg in large measure the
atisinmwent of worid-class service, valued
programs, high productivity, and so forth.

However, the imporiance of the outcome of this
goal--valued employees-—-makes us unwilling to
defer completety to such measures, Therefore,
one of our first eritical activities will be to
determine how the best organizations gauge
their suceess in establighing cultures in which
employees are valued and investments are made
1o ensure that high levels of capability and
motivation among employees resull.

(including teractive video raiming),
development of o virtually paperless
adminisirative environment, provision of expert
systems, provision of ascessary information and
instructions online, and national suppart of local
software development will round out the
elecironic resources,

(i the training side, S5A has already developed
a short list of griority training needs. It includes
training employees to become public
information ambassadors in support of our goal
to increase public undesstanding, An iniiiative
will be undertaken to fill these training needs for
#il employees, as appropriate.

More generaily, 8SA needs to enhance its
arganizational capability 16 regularly conduct
comprehensive agsessments of what skills,
knowledge, and abilities are needed by
emplovees and to deliver training at the proper
time 1o the proper people in the proper way to
support SSA's rapidiy changing environment.
tn addition to conducting formal training
classes, SSA will prepare employees to be
mentors and facilitators 10 support the
development of their colleagoes. And, we will
enhance our current leadership and management

developrment programs to cnsure that a high



level of quality leadership always exists in the
Agency.

The interactive video training capability being
developed will facilitate our efforts to improve
training for employees.

The physical environment presents spectal
challenges in light of recent incidents of
terrorism and other situations that compromise
the security of the workplace. We are
continuing to pay special attention to completing
and maintaining security improvements in all of
our work sites.

In addition, we will assess employee satisfaction
Meanwhile, there arc characteristics of the
cuiture--a diverse workforce, collaborative
labor/management relationships, effective
internal communications, high personal
accountability, employee involvement--that are
generally agreed upon as both needing and
meriting additional attention, and initiatives will
be designed to respond to those needs. For
example, a strategy will be devised to encourage
and reward organizational entrepreneurship--
coming up with better, smarter, and faster ways
to do our business.

Finally, to ensurc that SSA is ready to continue
the work of the Agency in the next century, we
must create and implement a plan for
transitioning from the workforce of today to the
workforce of the future. In 10 years, the people,
the work, the customers, the organization will be
different, and we must take action now to ensure
that the size, skills, and characteristics of the
workforce are the ones we need to build the
future.

In support of this transition, we will need to
create a vision of the workforce of the future
and then establish a framework for management
Management will work in partnership with
employees and their representatives to build an
environment in which all members of the
SSA/DDS community are valued for their

with the physical environment and take
appropriate action on the results, A
comprehensive program to support employee
health and well-being has been initiated in
partnership with the union. h

Perhaps the most difficult objective for which to
develop a comprehensive sirategy is the one
regarding the Agency culture. This is another
instance where benchmarking may be an
appropriate beginning--to find out how others
measure, create, and support the cultures that
make them successful and satisfying
organizations. We will then develop our
strategy for doing the same.

and organizational demonstration projects to test
new ways of operating. This will require us to
address such things as redeployment strategies;
career development strategies; short-term budget
concerns; streamlining; skill mix; and
compensation.

Managing the employee “retirement wave” we
have forccast will be an initial centerpiece of our
transition plan. An important facet in the
management strategy will be to create a sound
analytical capacity to better forecast retirement
attrition. In addition, we will conduct research
with employees to understand what
organizational factors influence retirement
decisions, and we will use this information to
consider ways to retain our most skilled
workers,

Strong succession planning--investing in
employee training and development to ensure
that adequate numbers of the right people are in
the pipeline--is an important facet, as are
developing and implementing more effective
recruitment strategies to ensure that we can
attract and retain excellent workers.

contributions and for themselves. Wherever
necessary and appropriate for change to be
effected, proper notice will be afforded

the employee unions.



GOAL:

To strengthen public understanding of the social security programs

One of SSA’s basic responsibilities to the public
is to ensure that they understand the benehits
available under the Social Security programs to
them individually and fo the populstiog as
whale. This enables people 10 make reasonable
and responsible choices ag they plan for their
own future and as they help the nation’s leadors
make decisions about the future of society.

The achievement of this gosl supports every
other goal of the organization. It helpe people
knowledgeably debate the issues facing Social
Security and join in proposing solutions o them.
It supports SSA’s ability to provide great
service by preparing customors to ieract with
us. [thelps customers understand their
responsibilities under the law, thereby leading to
payment accuracy and reduction of fraud, And,
it raises the level of public respect for
employges, thereby helping 1o both increase
public confidence and make employees feel
valued.

Objective of Our Public-
Understanding Goal

To realize this gosl, SRA will pursue the
following objective:

N By 2005, 9 out of 10 Americans will bo
knowledgeable about the Social Security
programs in five important areas:

L 4 Basic program facts

4 Financial value of programs to
individuals

* Economic and social impact of
the programs

+ How the programs are financed
today

L 4 Financing issues and options

How We Will Measure Achievement

We find the only currently available measyre of
program knowledge o be unsatisfaciory, as #t
relates only to “perceived” knowledge and not 1o
actual knowledge as determined in some
objective way. Other measures of program
knowledge relate ta the issuance of PEBES, 2
single tool for increasing the knowledge of the
public. These measures, and current
performance levels for FY 1994, are as follows:

L Percent of public who believe they sre
very or fairly well informed about Social
Security: 59%

= Percent of individuals issued SSA-
tnitiated PEBES (SIPEBES) as required
by law: 100%

» Number of PEBES issued upon request
and automatically by 88A: 9 mullion



For the future, SSA intends to create & measure
of the percent of individuals who are
knowledgeable in each of the five subject arcas
as demanstrated by responses to an objective
test,

How We Will Achieve Qur Goal

An overall public education strategy will be
developed that incorporates and expands on
current activitivs. The first step in creating the
strategy will he 1o define what knowledgesble
means in cach subiect area so that we can
measure it and achieve i1, Then, 2 baseline level
of knowledge must be ostablished by designing
and administering 8 testing instrument that can
stratify test results by knowledge area and
demographic group.

SSA will need to develop messages and
campynications {ools apprapriate 10 the targeted
audience segments, We will employ a wide
variety of messengers such as employses, the
media, SSA publications, schools, other
organizations, celebrity spokespersons,
employers, and volunteers to get our message

acrass. Particular emphasis will be placed on
training employees as public information
ambassadors.

Perhaps the most difficult part of the nitintive
will be determining interim targets for suceess-
how many of which specific audience need 1o be
knowledgeable about which areas at what point
in time--and designing a strategy 1o achieve the
target levels.

FPEBES issuance will remain a ceniral strategy
for helping SSA maintain the accuracy of
earnings records, keeping wage carmers upeto-
date on their protection under Social Security,
and helping wage earners, thraugh an estimate
of their future benefits, plan their financin
future,

To directly evaluato the effoctivencess of the
education effort, S5A will peniodically
administer the test of public knowledyge. To
demonstraie the value of increased knowledge
on SSA's other goals, indicators of correlation
will have to be developed.



Part IV -- A Management Ffamewark for

Action

SSA’s Administration of the
Programs

To administer the vital programs under titles 1l
and XV1 of the Social Secarity Act, S84 spends
approximately $6.5 billion anpually. This
means that our adnunistrative expenditures
remain less than 2 percent of our program
expenditures--an impressive figure for any
organization,

There are differences in the levels of resource
expendiliite IMONG programs, however,
Administrative expenditures in the OASI
program were only 0.8 percent of program
expenditures in 1996, In contrast, greater
complexity in the I program results in
administrative expenditures that are 2.5 percent
of program expenditures. And in the 551
program, both increased complexity and smaller
individual payment amounts contributa to a level
of administrative expenditure that is

8 percent of program expenditures.

As described in the previous section, every ong
of SSA’s five strategic goals has its own
strategies for action. Through the strategic
managerent process and under the segis of the
GPRA, SSA is creating sn overarching plan that
establishes accountability for action, commiis us
to discrete process management sirategios, and
greates the impetus for aligaing and building the
organization for success.

Crne of the themes of thig plan I8 dafance, and
nowhere is the need for balance more svident
than in the process by which the Agency mmst
choose betwesen competing priorities. 16 help
us strike such a balance, we have been crafting
an overall methodology that will help us
conscicusly make the most optimal choices that
we ¢an, given our environmental constraints,

We have instituted an Agency requirement to
identify the costs and benefits of every major
SSA initiative, with emphasis not just on the
gosts and beneflis easily quantifiable in terms of
adminigtrative resources but on all effects,
operational, internal and external, administrative
and program-related.

We have expanded the review process of our
key Agency initiatives, scheduling and
designing executive revigws in order to ensure
that not just information technolegy funds but
all major investments of money and energy are
wisely spent. We have been using the concept
of a balanced scorecard oz we develop final
Agency performance measores and establish
target levels of performance for the coming
years. We are developing a process by which
the apinions and needs of our customers,
employees, and stakeholders are regularly
collected and weighted.

We are building a now capability for scpnning
the environment so that we can recognize and
anticipate the winds of change and respond
appeopriately. An example of such a change can
be seen in the area of demographic projections.
Some demographic rosearch being dong today
suggests that medical technology may soon
support dramatic ingreases in hfe expectancy far
beyond what we are using as our basic
assumptions. Careful atention must be paid so
that indicators of such changes would be
recognized in time for us 1 revise our
projections amd, vltimately, our plans.

Planning Parameters



In general, the magnitude and importance of the
challenges that SSA faces argue for our taking
advantage of every possible innovation and
angle that might present itself as an opporiunily
for improveroent. Still, all organizations have
good reason 1o provide gurdelines 1o be used in
determining planning options,

$SA has established various planning
parameters, beyond its framework of mission,
goals, ohjectives, and assumptions, that provide
such guidance to Agency employees. These
narameters will help SSA emplovees find the
balance as they make choices for action over the
strategic planning period. Some of these
parameters may actually be characterized as
CORSIraints, SOmMe as Cross-Sutting process
management strategies. Major ones are
presented here to support consistency within the
organization, to facilitate thinking about
solutions to problems, and to ensure that energy
is not expended on unacceptable solutions,

- SSA will use a variety of muanagemeat
techniques (o improve the way wotk is
done, including process redesign/
reengineering, pracess innovation, and
Continuous process impravement
techniques.

n §SA employces will make conscious
efforts to maximize the use of
automation in order to reduce the need
for human intervention, reduce Agency
dependency on paper, reduce
opportunities for fraud, and incraase
accuracy and efficiency of processes. in
doing so, employees will optimize the
process in order 1o optimize the value of
the automation.

L SSA will seek collaborative
relationships with crganizations if the
relationships would be cost-effective
and of benefit to SSA's sustomers. In
particular, SSA will be a willing partner
in the intergovernmental efforts to
provide electronic access to

government for the American people.

384 considers our customers 1o be full
pariners in the service relationship, with
responsibility for action and
secountability for results. To facilitate
their accepting that role, SSA is
committed to reducing the burden on
customers and other stakeholders
through innovatien and elimination of
barriers in policies and processes.

Where possible and necessary, 884 will
take a leadership role in factlitating
environmental change.

SSA will use sound business principles
as a basis for choice. When estimating
the costs and benefits of any alternative,
costs 1o and benefus for customers and
other stakeholders will be given
appropriate weight in the decision.

S8A will ¢etablish objectives and
measure outcomes from the perspective
of the customer and cnsure that
management information systems are
developed or modified to support
management of processes across
internal component lines,

Where adminigtrative efficiencies are
implemented that save workyears, $8SA
will manage the savings by redeploying
staff, moving work, and/or restructuring
jobs.

Wherever possible, SSA will change its
processes 1o support a customer’s ability
to complete hig/her business with S8A
i a single contact, Where complex
husiness requires repeated contacts, we
will work toward providing customers
the opportunity to conduct it with the
same emplovee until the business is
compiete.

There will be a renewed eraphasis on



the use of benchmarking as a strategy
for efficient sreation of effective
solutions.

In the environment established by the balanced
budget agreement, we arc assuming that overall
government administrative funding will remain
level aver the next several years. We are
developing our strategies and selting our
performance objectives with an assumption of
coustrained resources for SSA in mind.

We are striving 1o strike a halance between our
performance ohjectives that compeic for the
same resources and to devise strategies that will
permit us to maximize what we are able fo
achieve with the resources that we can
reasonably expect to have avallable.

Changing emphases in organizational capacity
and continuing dependence on aulomation arg
the themes that have emerged as we have
considercd the SSA resource picture. Vigitance
and foresight will be necessary to cnsure that
our reseurce plans remain current and
responsive {0 Ageacy needs.

The Human Resource Picture

The human resource picture 8t SSA is bound o
change, if for no other reason than the predicted
retirement of a large number of Jong-time SSA
employees (see page 8). A major initiative
under our goal to value employees will have us
describe our human-resource vision and create a
plan for transitioning to that vision (see

page 30). Though the vision is not available
today, we can reasanably assume certain
characteristics that it will likely possess.

First of all, no growth s likely in the numbers of
workyears available to 8SA. In addition, overall
numbers of staff positions will continue to
decrease relative to direct-service positions as
we suppert cur continted commuitment 10 the
custormer, This will present a challenge 1o
managers as they search for less resource-
intensive ways io oreafe and implement

The SSA Resource Picture

strategies for change. Floidity of skills among
staff people will be an important consideration,

Flexibility will be a necessary stiribute of the
entire workforce, as process changes atlow us to
move work from one location 1o ancther. Work
will be moved to whers the people are to
equalize priority workloads nationwide, and
employees will become more generalists than
specialists. Ongoing investments will be needed
0 provide the tools employees will need--tools
such as expert systems, electronic reference
materials and procedures, and ounline help- in
order 1o excel in a generalist environment. A
concomilant investment in employee fraining
and career development will be needed to
suppart emplovee Hexibility in redeployiment
and 10 enable employees (o use new tools,

New stafl members will likely be more
computer Hiterate, enabling them to maximize
use of automation. Hoewever, the expected drain
of institutional knowledge as current employees
retire mray force both intensive training efforts
and the crestion of reference materisls and
systems that support individuals with little
program background. A particular challenge
may lie ahead as we revitalize efforts to prepare
all of our employees, but panticularly those in
direct service positions, to be capable pubilic
mformation ambassadors for SSA programs,

Chosen strategies for this plan will lead 1o a
continuing emphasis on skills related to
automated systems development. A

dramatic increase in the use of client/server-
hased automated tools will increase the pressure
for a nattonal strategy to make systems
manageroeat skills avarlable wherever needed.

[s the same way, the increased emphasis on
leadership in shaping programs may menn
mereased nussbers of policy, research, and
actuarial emplovees. However, streamliined



processes and use of external experts may it
the need for such increases.

3SA has renewed its docade-long commitment
to ensuring that customers, insofar as possible,
can choose the delivery method they want and
aced in order to conduet business with S5A,
This will require SSA (o maintain a network of
community-based field offices, a network of
teleservice centers, a telecommuaications
network for elecironic interface, and a network
of processing centers staffed with people whose
capabilities and tools permit them to carry out
variety of functions according to varying
Agency needs. Employee abilities to deal non-
step with people in need will remain a valued
commaodity.

Impiementation of modern management
concepts will require that more and more
employecs be comfortable working in & team
environment and possess both facilitation and
negotiation skills. Without the cushion of
management layers for support, more emphasts
will be needed on creating a climate of capable
leadership and trust.

Of paramount importance at this juacture will be
strong leadership in creating a human rcsources
strategy for the fisturc that can envision what
$8A will be und then creafe the SSA we have
envisioned. Though the number of staff may go
down, and though the proportion of work done
face~to-face is expected to decrsase
substantially, our human resources pool remains
our most important resource, and

the ability of emplovees to interact with our
customers remaing their most important role.

The Physical Resource Picture

No major changes to 85A7s physical resources
are foreseen over the 3-vear planning period.
Considerations of employee health and well-
being will lead to our attaining or enhancing
office space t0 meet Agency environmental
standards and respond to employee concerns for
safety and security.

(hanges in the types of work done in different
types of S8A offices as well as employee
preferences for flexible work sites may change
the number and type of employees in various
focations, but effects are not at this time
expected to be dramatic over the next 5 vears.
SSA will anticipate and respond as necessary to
changing legislation, changing demographics,
and economic exigencies as we manage our
service sites.

The Information Resource Picture

The story o be told about information rescurces
at SSA is ahout the continuing critical role that
automation will play. Ag has been the casc for
WAy years, 2 strong focus on information
wechnology s indispensable to 88As success,
SSA must rely on technology 1o support
improved or dramatically altered processes that
simplhify, speed, or climinate tasks both in our
programmatic and our administeative processes.
Automation is a key cnabler of the
improvements that will raise the quality of 854
SOIVICE.

in the 1991 strategic plan, SSA envisioned o
cooperative processiag archiltecture for its
antomated systems that woukl improve the:
availability and relinbility of systems, support
the use of complex tools such as expert systems,

and assist us in building into our systems a
dependable capability for backup and recovery,

The vigion of such an architecture still drives us
as we continue to implement the most important
mitiative on SSA's current technology agenda,
the IWS/LAN infrastructure; as we creatg an
improved software enginesring methodology
that will ensure the cost-effective development
of client-server applications; and, at the same
titnie, as we expand our mainframe applications
to achieve significant service and efficiency
improvements. The overall information
technology architecture that 58A is developing



will ensure consistency among il antomation
initiatives, .

Our strategic goals are essentially unachievable
unless we invest wisely in the infrastructure of
automation that will support themy, We are
depending upon electronic tools and training o
provide our workforce with the ability to deliver
the on-time, first-time, accurate service that we
have commitied to providing our customers,
Beyond this, information technology wiil help
free employee time for the activities that are
more difficuit or inappropriate 1o simplify or
automate. We must expand our electronic
processing of administrative actions (o lower
cost and more effectively utilize the talents of
our employees.

We will improve service and increase the
accuracy of program expenditures by increasing
the up-front availabtlity of information to and
from other agencies through electronic acerss to
data. We will create the capability for electroaic
partnering with others to enable the provision of
shared services.

An important focus of our automation program
as workloads escalate will be the continuation of
our capability 1o process our regular business
transactions, operate our benefit payment
systems, aad maintain our vast electronic files,

As our paperiess environment expands, we will
increase the automated capacity 1o process work
in a virtually paperless mode. This may mean
ai fncrease In imaging technology as well as
ather local computing enharcements,

Technology opens up exciting future
possibilitics for doing business with our
customers in non-traditional ways. Though not
necessarily the largost investment, certainly a
strong emphasis will be placed on creating the
capability to increase substantially our ability to
provide service directly to the customer via
electronic means.

Counsiderable staff effort will be expended over
the next 5 years to prepare the Agency to do

business this way, but ESD is not expected to
represent a significant portion of our customer-
interface workload for a number of years.

We are evolving steadily to cur original vision
of & cooperative architecture, The avtomated
systems enviromment continues to be marked by
a strong focus on planning, and the Information
Systems Plan remains @ valuable souree of
informatior about that enviromment.

One eritical aotivity related to the information-
technology infrastructure has been S8A’s
internal effort to make our own processing
systems Year-2000 compliant. We actually
began 10 revise our programs in the late 1980s;
while the process is not yet complete, we expect
10 be 100 percent Year-2000 complhiant by the
end of 1998,

To mitigate the rigk that other organizations with
whom we exchange information wili not be
cqually prepared for the change of century, SSA
has been leading a Subcommittee of the Chief
Information Officers” Council to raigse
awareness of the Year-2000 issue, address facets
of the issue that cut gcross government, seek
mutual solutions where possible, and share best
practices. While every ageney is responsible for
implementing its own solulioms, we are
expecting to lead a successful transition into this
small but critical comer of the foture,

Beyond the opportunities offered by information
technology, challenges must be met, Two of the
largest, related to increasing the abifity of
customers to conduct business electronically, are
how to croate easily accessible data bases and
haw, at the same time, (o create sccure systems
for access. Here the concept of balance comes
e play, the balance between service and
safeguards. l.ikewise, choices must be made
between the acourney and efficiency of
automated interfaces and the less-officient-but-
more-intuitive human interface that may reduce
opportunities for frand and sbuse.



Organizational Capacity for
Implementation

Several vears ago, S8A identified as a plunning
construct these five core business processes:

= Enumeration--the issuance of Soctal
Security numbers and maintenance of
the S8N file

» Informing the Public—-the dissemination

of information about our programs and
the pracesses by which we administer
them

These processes are carried put by a national
netwark of over 1,500 facilitics managed
regionally and supported by centralized
policy-making, adminigtrative and resource-
support staff,

The tremendous amount of work that SSA must
accomplish is dictated by public demand and
current law. That work, as carried out through
pur core processes, (s the primary detorminant of
SSA’s FTE and information technology
requirements.

We believe we have established the corret
processes to accomplish the mission. Thus, no
further realignment is deemed necessary ot this
time. As we move forward under the guidance
of our new mission, howsver, we will be
cognizant of the possible need for redefinition of
our processes sad will work through SSA'S
strategic management systom to accomplish
realigtment a3 necessary.

We have also identified six complenentary
service-defivery-interface methods uged by our
direct-service customers as they go about
conducting business with SSA:

- YVisiting one of SSA’s direct-service
offices

" Earnings--the maintenance of earnings
vecords for emplovees and self-

employed people

= Claims--the taking and adjudicating of
claims for benefits

u Postentitiement--the maintengnce of up-
to-date payments and accurate
beneficiary records

- Calling ane of SSA's direct-service
offices

[ Calling SSA™s 806 number

[ Working through a third party

] Conducting business through the mail
| Using options for electronic service
delivery

Although the mix of transaction volumes may
change over the plan period as more people take
advantage of greater opportunities for ESD, we
do not envision the creation of any additions!
interface methods nor the elimination of any that

. are currently available,

Numerous factors affect §SA’s service- delivery
structure, including the demographics of the
local population, available SSA resources, and
cost. Regular assessments are made of how well
the organization supports performance. Future
assessments could certainly result in new
organizational armangements.

Specifics of GPRA Implementation

SSA has a strong, mature system of strategic
management that has positioned SSA well for
implementing the GPRA. S5A has a long
history of measuring what it does. Indeed, the
focal point of our 1991 strategic plan was a slate
of service-delivery objectives that committed the



Agency to achieving particular levels of

performance during a specificd period of time,

This kind of commitment was unusual then Ry 2
- government agensy, but &t identified SSA a8

a harbinger of the strategic planaing conceply in

GPRA,

In addition, SSA was one of the earlicst agencies
The plaaning systom at 55A not only supports
the creation of Agency-lovel goals and
objectives but includes a fully fumctioning
planning and budgeting system that helps ereate
appropriate Agency strategies and initiatives,
ensure their timely implementation, and
reinforce consideration of their impact on
Agency objectives and the budget, With the
recent introduction of investment review
principles into the planning and budgeting
system, we have evolved even further to ensure
that effective planning drives the activities and
the budget of the Agency.

We hove developed a systematic approach to
conveying the contents and concepts of the
Agency's strategic plan. In doing so, we will
familiarize emplovees with the ASP, recognize
past accamiplishmenis of the Agensy's plansing
praocess, orient employees to the sew planning
context created by GPRA, and engage them in
the process of change in the Agency and thetr
own work environment.

Program Evaluatica

SSA’s history of selting goals and reporting
pecformance at all levels (inchuding inputs,
autputs, and outcomes of our activities and our
progeams} and the information contained
elsewhere in this plan make it clear that program
evaluation is used continuously at 38A as a (ool
for sefting goals, defining strategies, initinting
change and determining success,

Ag our executives create plans for the Agency,
they arc made constantly aware of current
performance and performance trends over time
as well as workload and program outcome data
s identified through SSA’s own assessment

1o pubiish an anonal audited financial statement.
After the 1991 plan was published, cur annual
statement {now known as the Accountability
Report) reported our pecformance on the
service-delivery objectives in the plan as well as
a host of other important program and process
performange indicators,

ingtruments, such as the annual Customer
Sattsfaction Survey. Challenges and
weaknesses identified by oversight
organizations are brought 1o their attention for
consideration, Some evaluations are done oni a
regular schedule; studies to sddress topical
issues are done on an ad hoc basis.

Qur systems for obtaining performance data are
momitored imternally and externaily to ensure
that they meet the sppropriate standards for
statistical validity and eeliability.

At the initiative level, major initintives are
piloted at various stages before national
unplementation. Though these are not truly
program evaluations, they function that way
operationally, since the npacts of the change
wrought through the pilot are determined using
industrial engineering methodologies, and the
information is used both to direct corrective
action and 1o make investment decisions, S5A
comracts with external reviewers o assist us in
making unbiased assessments of both our
provesses and our assessment agtivities,

S8ATs Accountability Report is published
vearly, It contains audited financial statements
as well as reports of financial accountability
(such ay the adequacy of program financing and
debt managemant activities); program and
financial performance measures; and swrumnaries
of audits and inspections conducied by the QIG.
The Accountability Report also reports a
number of program-outcome measures such as
the poverty rate among the elderly and eamings
replacernent rates. Al of these reports of
program and Agency performance are baged
upon regutarly-schedoled or specially mitiated
program evaluation activitiss.



Despite the quality of our program evaluation,
we are paying it strategic attention. An Agency-
wide activity has begun to develop an integrated
process for obtalning customer input {sce

page 23} to support Agency decision making
and to provide betfer customer servive, As we
develop a strengthened capability for research
and policy development under our programs
goal, a central focus will be on the evaluation of
program impacts and how fo improve the
gffectivencss of the evaluation process.

As reported in Pant H, new measures and
measurement systems will be established to

An Initiative is under way to produce 5 set of
conrdinated and compatible Agency sssessment
plans that focus on Agency priorities. The
assessment plans will be built on the
reguirements of this strategic plan and will be
available early in FY 1998 to support its
implementation,

At the level of pure program evaluation,
determining the impacts of major program
changes (such as welfare reform) on the affected
population is a critical activity for S8A.
Although we do a considerable amount of
program evaluation now, the need for strong
support of SSA’s mission led us to formulate a
new goal, New evaluation activities will
accompany our pursuit of its supporting

support the GPRA focus on program outcomes;
systers will be designed to ensure that the
information they collect will not only reflect
perfonmance but drive corrective action, A
rencwed emphasis on post-implementation
review of major Agency change will result in
new processes and support for decision making,

As stated previously, we recognize that no
measure or measurement system is perfect, and
that such systems continuously evolve. We will
waork diligently in partnership with the union
and our oversight organizations 1o ensure the
retinbility, validity, and integrity of cur systems
of measvrement and evaluation. '

objective 10 build and strengthen SSA'S capacity
1o undertake necessary rescarch, evaluation,
pobicy development and actuarial studies.

Meanwhile, cortain regular assessments are
expected (o be completed on time, and a
tentative timetable for certain new ones has been
established, The Customer Satisfaction Survey
will be conducted again this fall and published
mid-summer 1998, Another nationwide study to
update customer-service performance standards
18 recomemended to be completed for the
September 1998 cycle. A stakeholder
measurement strategy, with special emphasis on
employsss, will be implemented on a 1~ to-3-
year cyole.
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APPENDIX A

Percent of 800-number callers served within 5 minutes

Percent of public rating SSA service “very good’?

Percent of public with an appointment waiting 10 minutes or less

Percent of public without an appointment waiting 30 minutes or less

Initial disability claims processed (thousands)

DA&A reviews processed (thousands)

Welfarc Reform children revicws (thousands)

Initial disability claims pending (thousands})

Initial disability claims processing time (days)

Hearings processed (thousands):
> Regular Cases
> Welfare Reform

Hearings pending (thousands)

Hearings processing time (days)

Periodic review CDRs processed (thousands)

Total PEBES Issued (millions}

Percent of Individuals issued PEBES as required by law

Percent of Front-Line Employees with ['WS

Percent of Supervisory Staff

1. Annual performance goals for these indicators wil! be included in the Agency’s Annual Performance Plan to be submitted each year with the
President’s Budget.

2. Consistent wilh the Agency’s sirategic goal to provide world-class service, S5A intends to establish a new baseline of performance based on
the percent of public rating SSA service as “good,” “very good,” or “excellent.”



APPENDIX B

PERFORMANCE INDHICATORS BY STRATEGIC ORJECTIVE

OBJECTIVES

s i A

PERFORMANCE INDICATORS

- e

To support the principles of social adequacy and
individual equity in the OASI and DI programs

Delivery of complete, credible and timely
research, policy analysis and proposals to
support informed decisions by policy makers

To support an S8 program that provides
appropriate benefits to the nation's most needy
aged, blind and disabled people and links
effectively with other assistance programs

Delivery of complete, credible and timety
research, policy analysis and proposals to
support informed decisions by policy makers

To support the exccutive and legisiative branches
in 2 bipartisan effort to preserve Social Seeurity
for the long run

Delivery of complete, credible and umely
research, policy analysis and proposals to
support informed decisions by policy makers

Effectiveness of Social Security’s role in the
public debate

To decrease the need for long-term disability
benefits by helping people return to the
workplace

Delivery of analysis and proposais for expanding
approaches to benefit and services structures that
ferease work activity among disabled
individuals

Selected milestones and deltversblies for
implementtion of supporting initiatives such as
the Retuen-to-Waork Ticket Pilot

Number of people who leave the benefit rolls
bocause they have retumned o the workplace

To build and strenpgthen SSA's capacity to
undertake necessary research, evaluation, policy
develepment and actuarial studies for Secial
Security and Supplemental Security Income
programs

ain iV,

Delivery of complete, credible and timely
research, policy analysis and proposals to
support informed decisions by policy makers

Selected milestones and deliverables of
supporting iutiatives such as , establishing a
retivement policy research consortium and

expanding income modeling capabilities

5 : =

Gealiil o deliver-customer;responsivegrorid-class

By 2008, to increase the range of program and
information services avatlable o customers over

Selected milestones and deliverables for
implementation of supporting initinttves, such as




PERFORMANCE INDICATORS BY STRATEGIC OBJECTIVE

OBIECTIVES
the phone or clecyonically

FERFORMANCE INDICATORS

taking retivement or survivors’ claims
immediately over the telephone or in person;
providing overnight electronic Social Security
number verification for employers; and giving
ermployers the option 1o transmit wage reports to
w94 electronigally

To raise the number of customers who receive
service and payments on time; specifically,

by 2002, to issue initial DI disability clatms
award/denial notices within 6 months after onset
of disability or 60 days after effective filing date,
whichever ig later, to 75% of applicants

~by 2002, to issue initiai SSI disability claims
award/denial notices within 60 days of filing 1o
50% of applicants

-by 2002, to izsue hearing decisions to 30% of
requestors within 120 days from the date of
request for a hearing

-0 maintatn through 2002, current levels of
imeliness in processing OASI and S8 aged
clatms

Percent of DI initial claims award/denial notices
isuvied within 6 months afier onsget of disability or
within 60 days after effective filing date,
whichever is later

Poreent of 881 disahility clamms award/denial
natices 1ssued witha 64 days of filing

initial disabality claims processing time

Percent of hearing decisiony issued within 120
days of filing

Hearings processing time

Pergent of OASI claims processed by the time
the first regular paymont 13 due or within 14 days
from effective filing date, if fater

Percent of mitiat 851 aged claims processed
within 14 davs of filing date

Percent of original and replacement social
security cards issued within 5 days of receiving
all necessary documentation

B AR R

FTodelivercenstom

i

B rEspOOSIvEWorkdscls

By 2002, to have 9 out of 10 customers rate
SSA's service as good, very good or excellent,
with most rating it excellent

Percent of public rating SSA service as good,
very good or exceilent

Percent of public "satisfied” or "very satisfied”
with
the courteousness of SSA staff

Pereent of public with an appointment waiting 10
minutes or less




PERFORMANCE INDICATORS BY STRATEGIC OBJECTIVE

OBJECTIVES

PERFORMANCE INDICATORS

Percent of public without an appointment waiting
30 minutes or less

Percent of callers who suscessfully access the
800 Number within 5 minutes of their first call

Percent of caliers who get through to the 800
Numnher on their fiest sttempt

Percent of 800 Number calls handied acevrately:
Service Accuracy

Perceat of public who are "satisfied” or "very

satisfied" with the {:iariiy of S8A mail

To make benefit payments in the right amoant;
specifically,

10 gpintain through 2062, the accuracy of
2AST payment outlays

{0 maintain or improve through 2002, the
accuracy of DY payment outlays

«t0 ralse to 96 percent by 2002, the accuracy of
S8I payment outlays

Dollar accuracy of QASI payment outlays:
Percent without overpayments
Percent without underpayments

Dollar accuracy of DU payment outlays (new
measure 1o be developed),
Percent without overpayments
Percent without underpayments

DIDS decisional seouracy

Dallar acenracy of 881 payment outlays:
Poroent without overpayments
Porcont without uaderpayiments

Percent of social seourity mambers {88Ns) issued
accurately '

Percent of 800 Number calls handied ascurately:
Payment
Accuracy

To become ourrent with DI end 851 CDR
requirements hy 2002

Number of CDRs processed

Percent of multi-vear CDR plan completed

To maintain theough 2002, current levels of

Percent of earnings posted to individuals' records




PERFORMANCE INDICATORS BY STRATEGIC OBJECTIVE

OBJECTIVES

PERFORMANCE INDICATORS

accuracy amd tmeliness in posting carnings data
1o individoal's eamings records

by September 30

Percent of eamings iems posted correctly

To aggressively deter, identify and regolve fraud

Parcent of fraud allegations accepted for
investigation that are resolved (new messure to
B doveloped)

Percent of wentified critical vulnerabilities by
program thai are eliminated (new measure to be
developed}

Selected mitestones and deliverables that indicate
progress of initiatives to address fraud deterrence

To increase debt coliections by 7 percent
anmuzally through 2002

It mm

pmgrammanagemml busmm

Percent of increase in debt collected

wlth

't . e ‘-e. “w - ..':.-. al '.-_;. s

To position the Agency's resources and proecsses
t0 meet emerging workloads

To provide the necessary wiols and fraining 1o
achieve a highly skilled and high-performing
workforce

alues .zmi iny *s&_:i: cranioyco N

Number of initial disabtiity clasms processed
Number of initial dissbility claims pending

Number of hearings processed
Number of hearings pending

Other workload outpals

New Agency-level indicator of performance

under this objective (o be developed

Yarious indicators of the extent 10 which
employees have the tools and training ey need,
such as percent of emplovees with intetligent
workstations/local aren network capability and
percent of employees needing training who
receive it at the appropriate time

Mikestones and deliverables of supporting
initiatives

To provide a physical environment that promotes

Emplovee satisfaction with the physical
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PERFORMANCE INDICATORS BY STRATEGIC OBJECTIVE

OBJECTIVES

PERFORMANCE INDICATORS

the health and well-being of employees

environment (new survey to be developed)

Milestones and deliverables of supporting
initiatives

To promote an Agency culture that successfully
incorporates our values :

Completion of benchmarking study to determine
how the best organizations measure their success
in this area

Milestones and deliverables of supporting
initiatives

To create a work force to serve SSA's diverse

Milestones and deliverables for creation and

customers in the twenty-first century
g L F AT 1 B i" R M

L
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gL olsrengthentpu blicunderstandinglofitheisociallsecurity,programs R

implementation of a transition plan

wa AT
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By 2005, 9 out of 10 Americans will be
knowledgeable about the Social Security
programs in five tmportant areas:

--Basic program facts

--Financial value of programs to individual
--Economic and social impact of the programs
--How the programs are financed today
--Financing issues and options

Percent of public who believe they are "very well
informed" or "fairly well informed" about Social
Security

Percent of public who are knowledgeable in each
of the five subject areas as demonstrated by
responses to an objective test (new measure to be
developed)

Percent of individuals issued SIPEBES as
required by law

Number of PEBES issued upon request &
automatically by SSA




SSA provides to individuals and the [RS forms 1099 and 1042 for use ln reporting taxable Social
Security benefits.

IRS assigns employer identification numbers {(EIN}, used by S8A in earmings processing; S85A

assigns statistical codes to the EIN applicattons, which allows them to be used by S8A for policy
research activities and by IRS for improving tax administeation.

58A uses IRS data for enforcement matching.

SSA has utilized the IRS income-tax-refund-offset program (o recover program overpavments
(see FMS, belowl.

IRS intorpretfs tax treaties affecting taxation of Sucial Seourity benefits and assists 8SA in
implementing treaty changes or new treaties.

S84 and IRS are working together on policies/proposals to reduce the need for long-term
disability bonefits.

- Finuncial Management Services {FMS)

4

8]

FMS tnvests and disinvests frust-fuad assets
FMS provides a statement of receipts and expenditures for the trust funds,

Using information provided by SSA, Treasury prepares paper 55/581 checks and information for
divect-deposit benefit payments. Treasury also handles inteenational direct deposit in foreign
LOURTIES.

Treasury negotiates tax treaties that effect taxation of Secial Security benefits,

Beginning in FY 1998, Treasury will provide S5A with debt-collection services through the
Treasury Offset Program, 8 more comprehensive program that will supergede the tax-refund-

offast program.

- {18 Necret Servige

o

The Secret Service assists SSA in check loss/fraud investigations

Department of Health and Human Services (HHS)

w The Secrerary of HES sorves as a trustee for.the Social Security Trust Funds,

- 88A and HHE will be coordinating further policy development related to people with disabilities,

w Health Care Financing Administration (HCFA}



APPENDIX C
SSA’S FEDERAL BUSINESS PARTNERS

SSA has established numerous working relationships with other agencies in the Federal sector. Many of
the relationships that SSA pursucs assist us in accomplishing our mission and help other agencies
accomplish theirs. The character of these relationships ranges from simple data exchange through
program coordination to the actual processing of each other’s work. We will continue to coordinate with
other agencies to prevent conflictling goals, eliminate any redundancy, and find new opporturities for
giving better value to the public.

The followiry list is not represented to be comprehensive, as many other types of work may be done in
cooperation with the organizations listed below, and work from time to time may be done with other
organizations as well. In addition, SSA participates on a number of Executive Branch councils and
interagency committees formed to search for improvements in practices government-wide. For example,
SSA chairs the Year 2000 Committee of the Federal Chief Information Officer Council (sce text,

page 39).

We have nol attempted to present an exhaustive list of the agencies that provide all Federal organizations
with administrative guidance or oversight.

Department of the Treasury
-~ The Secretary of the Treasury serves as the managing trustee for the Social Security Trust Funds!.

-- SSA provides actual earnings data on which FICA and SECA taxes were due in order for Treasury to
adjust trust-fund balances appropriately.

-- SSA and Treasury exchange data regarding, for example, enforcement, 8SI income, Continuous Work
History Sample.

-~ Internal Revenye Service (IRS)

0 SSA receives reports of self-employment income from IRS. SSA posts the wages and self-
employment income of every employed person in the nation; IRS uses the data in processing
individual income-tax retumns.

0 SSA assigns social security numbers 1o individuals of all ages; this enumeration permits
individuals to submit and be claimed as dependents on tax returns and for other use in tax
enforcement/coltlection.

I'The Commissioner of Social Sccurity also serves as a trustee, along with the Secretaries of Labor and
Health and Human Services (noted below) and two members of the public.



o SSA obtains data for use in cost estimating,

o SSA performs work related to entitlement to Health Insurance and Supplementsi Medical
Insurance on behalf of HOFA (e.g., Medicare enrollment, premium billing and adjustmenis).

o SSA and HCFA exchange data regarding Medicaid eligibility.
o SSA and HCFA coordinate benefits and services to people with disabilities.

o SSA determinations of disability are controlling for state decisions concerning Medicaid
eligibility. SSA determinations of 881 eligibility create autematic entitlement to Medicaid
coverage in States which enter into agreements under section 1634 of the Social Security Act,

-~ Other HHS agencies, such as Office of Aging, Office of Child Support Enforcement, Indian Health
Services -- Program coordination and daia exchange

Department of Labar {(Dol)}
-- The Secretary of Labor serves as a trustee for the Social Security Trost Funds.
-- Pol.and SSA coordinate benefits and services to people with disabilities,
- Employment Standards Administration
a  SSA field offices take ¢laims for Biack Lung benefits.
-- Pension and Welfare Benafits Administration
o Policy development and coordination on issues related to pensions
-- Office of Workers' Compensation Programs

o 55A uses information regarding workers” compensation to ensure the accuracy of disability
benefit payments.

~ Bureau of Labor Statisties (BLS)
o SSA provides eafni:zgs data to BLS, which they use in calculating the Consumer Price Index for

Urban Wage Earners and Clerical Workers (CPI-W). The CPI-W, in turn, is used to annually
adiust berefits for beneficlanies of S8A and other programs,

Department of Agriculture

- program coordination related to verification of eligibility status of food stamp applications and joint
eligibility processing under 881 S84 field offices take some applications for Food Stamps.

Pepartment of Commerce


http:coordina.te

-- The Bureau of the Census

0 Census gathers data specifically for SSA and provides SSA their data for use in SSA research
and cost estimating; SSA provides employer-based statistical data and other data.

-- S8A provides Commerce with the figure representing the total title I program benefits disbursed
abroad, which is used in developing material for the balance of trade between the US and all foreign
countries.

- Bureau of Economic Analysis (BEA)

o  BEA provides general economic data to SSA for use in making cost estimates. SSA, in turn,
provides information to BEA for inclusion in the national income accounts,

-- National Institute of Standards and Technology

) provides standards for electronic data processing.
Department of Defense (DoD)
- SSA and DoD excharigc data regarding military retirement
Department of Education

-- SSA depends upon vocational rehabilitation services provided by siate agencies funded and
administered by Education.

-- Education and SSA exchange data regarding student loans.
Department of Housing and Urban Development (HUD)
-- 8SA and HUD coordinate benefits and services to people with disabilities.

-- Under section 8 of the [990 Housing Act, SSA and HUD coordinate the treatment of housing
subsidies under the SSI program.

Department of the Interior

-- SSA works with the Bureau of Indian Affairs to coordinate provision of local services at the
reservation level.

-- Interior will shortly be processing SSA’s employee payroll, once transition from HHS has occurred.
Department of Justice

-- Immigration and Naturalization Service (INS)



o  SSA works closely with INS to ensure the accuracy of SSNs assigned to aliens; efforts are under
way to transfer at least part of that workload to INS.

o  SSA and INS are working closely in the implementation of recent welfare-reform legislation.

o  SSA and INS are piloting a process that will allow employers to cbtain on-line verification of the
SSNs of newly hired employees.

oINS notifies SSA of deportations so that program benefits can be suspended as appropriate.
-~ Bureau of Prisons

o  The Burcau provides information to SSA regarding incarcerated felons to help SSA ensure
payment accuracy

-- Executive Office for U.S Attorneys
o  U.S. attorneys prosecute Social Security fraud and handle SSA civil suits for recovery of debts.

o  SSA and U.S. attorneys coordinate the defense of the Commissioner in appeals of SSA eligibility
and payment decisions,

Department of State

-- Foreign Service Posts perform operational work for SSA overseas, including taking claims for benefits
and enumcrating some visa applicants (on behalf of INS) prior to their arrival in the US.

-- State authorizes negotiation and signing of SSA’s international Social Security agreements with other
countries. They also transmit new agreements to the President for submission to Congress..

Department of Transportation (DOT)

- SSA and DOT coordinate benefits and services to peopie with disabilities.
Department of Veterans' Affairs (VA)

-- SSA and VA exchange data regarding veterans’ benefits.

-- 8SA and VA usc each other’s medical findings in the adjudication of claims; VA has begun on a
limited scalc using SSA disability decisions in their claims process.

-- SSA provides VA information and technical assistance related to payment of certain VA benefits
payable to survivors of persons who died in or as a result of military service.

-- SSA and VA coordinate benefits and services to people with disabilities.

-- SSA and VA coordinate services in some veterans’ hospitals.



Federal Court System

-- Appeals of SSA eligibility and payment decisions are heard and decided in the Federal courts; courts
handle recovery of court-ordered restitutions.

Federal Reserve System

-- Payments to be made via electronic funds transfer are effected through information passing through the
Automated Clearinghouse.

General Services Administration (GSA)
-- (GSA leases and maintains many SSA office sites around the country,

-- GSA provides forms, services, equipment, and rules governing SSA administrative functioning
(examples include electronic commerce, GSA Automated Purchasing System).

Legal Services Corporation -- Legal services programs provide representation for SSA claimants and
beneficiaries in the applications and appeals processes.

National Archives and Records Administration (NARA)

-- NARA stores millions of SSA records.

-- NARA provides rules for document/evidence retention.

Office of Personnel Management (OPM)

-- SSA and OPM exchange data regarding civil service retirement.

-- OPM provides general assistance/oversight in personnel regulations and policies.
Railroad Retirement Board (RRB)

-- SSA maintains earnings files on which RRB benefits are based; the Social Security and Medicare trust
funds are parties to a financial interchange with the Railroad Retirement Fund



-- SSA and RRB coordinate benefit services and exchange information to ensure accuracy of benefit
payments; we are developing system-to-system access to SSA files to facilitate RRB processes.

Small Business Administration (SBA)

-- SSA and SBA coordinate socioeconomic programs and goals.

U.S. Postal Service (USPS)

-- USPS provides benefit-check and notice delivery and associated services.
-- USPS provides address change notifications/verifications.

-- USPS and SSA work together in the investigation and prosecution of S§/S8S[-related fraud,






APPENDIX D
58A’s Consultation Process

The Social Security Administration (SSA) regularly consults with and obtains input from stakeholders as
an important component of our ongoing process of strategic management. [t is because of these activitics
that SSA was able to complete a draft strategic plan which was found generally acceptable throughout the
stakcholder community. Though different stakeholder groups have different concerns and would like Lo
see different emphases in our plans, SSA is confident that this 1997 strategic plan, KEEPING THE
PROMISE, represents a balanced response to the sometimes competing views of our stakeholders.

Ongoing Process of Consultation

Regarding our ongoing process to consult with stakeholders, each of SSA’s five major business
processes, as well as the various programmatic policy areas, are likely to continue to be of interest to
various stakeholder groups. The highlights of our ongoing consultation process are described below:

0 SSA meets quarterly with groups that advocate for various populations in society; for example,
the aging (e.g., the American Association of Retired Persons, the National Senior Citizens Law
Center) and the disabled (e.g., the Consortium for Citizens with Disabilities, the National
Industries for the Blind, the ARC of the United States). Meetings focus on such issues as
program financing, return-to-work initiatives, electronic service delivery, improving public
information materials, and health ¢are,

o From time to time we ask stakeholders to give us their views so their perspectives and interests
can be considered by Agency leaders. An example would be the broad inclusion of opinions
from stakeholders (including interviews with over 750 members of the medical, legal, advocate,
and interest-group communities) as SSA was developing its critical redesign of the process by
which we make disability dectsions.

0 SSA policy makers and process designers work in continuous cooperation with other Federal and
Stale entities with whom we share customers and stakeholders. A list of the major Federal
agencies whom we consider our partners is included as Appendix C in this plan.

o SSA has established a program for conducting focus groups with customers and stakeholders to
help us understand underlving issues and design quantitative tools for measuring stakeholder
opinion. Since 1993, focus groups have been used to obtain public input on issues such as
service delivery preferences, public confidence in Social Security, and the processing of
disability claims.

0 Simtlarly, SSA has used various surveys and studies to better understand customer concerns.
Perhaps the most well-known of these is SSA’s Customer Satisfaction Survey, which has been
conducted annually since 1984, The last few ycars have also seen surveys of 800-number
customers, enumeration-process customers, and other groups.

0 SSA periodically conducts public forums on specific issues. Of recent note is a series of forums
held carlier this year to consider issues of privacy associated with the use of the Internet to



conduct certain SSA business.

SSA regularly solicits input from visitors 1o SSA’s Internet homepage, which is then shared with
policy makers to be considered in the development of the full range of SSA’s products and
processes.

Oversight agencies, mosi notably the General Accounting Office and SSA’s Inspector General,
regnlarly review and audit S8A’s processes; through a formal, established process, 884 responds
to fmdings and recommaenxiations and initiates action to implement recommendattons where
appropriate.

Discussions with emplovees in a focus-group setting are conducted frequently under the
provisions of a Memorandusm of Understanding with SSA's largest union, the American
Federation of Government Employess. A series of focus groups was conducted carly this year to
provide specific input 1o the strategic planning process,

SEA has cstablished a National Parinership Council with AFGE as a forum for discugsing and
reviewing issues of mutual concern. Parinership councils have been esiablished at lower levels
throughaut the organization as well,

Consultation Specific 1o the 1997 ASH:

In order to meet the requirements of the GPRA for coasultation on the specific decisions under
consideration in the planning process, SSA taok the fllowing steps:

Reviewed and summarized information received from siakeholders over the past 4 years 1o
identify recurring priorities and preferences for input into strategic deliberations

Conducted focug groups with employees on strategic planning issucs
Obtained contractor assistance to assess the sufficiency of existing inpot

Provided unions and management assoctations the opportunity for briefings early in the process
of strategic deliberation

Posted the draft plan on the SSA Infernet web site
Provided g summary of the proposed mission and goals, with reference to the complete text on

the Internet, & over 200 interest groups; held an informal briefing on the plan for representatives
of interest groups; sent the plan to former SSA Commissioners



Requested comments on the plan from more than 20 other Federal agencies, conducted an in-
person overview of the plan for agencies, and reviewed the plans of more than 12 agencies to
check for overlap or conflict with SSA’s plan

Met with representatives of AFGE; met with representatives of the two major management
associations at SSA

Met with GAO on SSA’s implementation of GPRA

Consulted with Congress:

-- provided an early briefing to Congress on SSA’s implementation of GPRA

- shared copies of the draft plan

-- provided briefings to staff of House Ways and Means Commiitee and Senate Finance
Committee

- participated in a panel discussion held by House Ways and Means Committee staff with
former SSA Commissioners; attended a panel discussion of employee/management
groups and interest groups held by the Committee

Provided briefings on GPRA and plan contents for members of SSA’s Advisory Board

Requested comments on the plan from members of the actuarial community

Briefed members of the payroll-reporting community on the plan and requested their comments

Consulted with OMB



A Ly

APPENDIX E

BRIEF HISTORY OF STRATEGIC MANAGEMENT AT SSA

SSA has a strong history of strategic planning. Below is a short chronology of major milestones in the
evolution of our current system of strategic management.

1982

1987

1988

1990

1990

1991

1991

1992

1992

1995

1995

1997

1997

Systems Modernization Plan published
- created to address the crisis in automated systems processing at SSA

First audited financial statements produced

2000: A Strategic Plan published
- first Agency-wide, long-range strategic plan at SSA

First annual Information Systems Plan published

Unilied Planning and Budgeting Process established
- established a tactical planning process (o link planning with budgeting

“Framework for the Future” published

- second Agency-wide strategic plan

- presented Agency service-dclivery goals and objectives
- established five Agency-level strategic priorities

Audited financial statements changed to report on Agency service-delivery objectives

Strategic Priority Transition Guidance published
- trarslated 1991 ASP vision into an action plan

Unified Planning System established
- umbrella system that linked strategic planning, tactical planning and budgeting processes

First annual $54 Business Plan published

- describes overall business strategy for budget period

- presents targets for Agency performance indicators for current and budget years
- describes specific key initiatives for which tactical plans have been created

Report of Agency performance expanded again as Aecountability Report
- approved OMB pilot of consolidation of reporting requirements of various faws

“Keeping the Promise” published
- first strategic plan published under GPRA

First Annual Performance Plan produced under GPRA
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