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Reaching for the Future 

During the next len to fifteen years, American 
society will undergo rapid and significant change. The 
speed and scope of technotogical change has for 
some time been apl=arent to most observers, Other 
equally dramatic but perhaps less obvious changes 
are transforming the demographics of our population, 
our economic and interpersonal relationshlps, and 
many other areas. JJI of these changes will interact to 
alter, perhaps dramalically. the structure of our 
society by the Year 2000. , 

The Social Securily programs, as adminiS1ered by 
Ihe Social Security Administration (SSA). have by 
1988 become a fundamental part of our societY. As 
the population grows and ages, those programs win 
become even mOfe important to the lives of virtually 
fNery American, Faced with the prospects. . 
opportunities. and challenges presented by a rapidly 
changing world. and the importance of the Social 
Security programs to our pm.sent and future society. 
SSA must actively plan for the future. We must be 
prepared to take advantage of the opportunities that 
the next 10~15 years win bring, Perhaps most 
important. we must assure' that our programs and the 
quality of services we deliver to all Americans keep 
pace with the expectations and needs of our sodat}'. 

This document is the first effort by the Social 
Secunly Administration to prepare a coherent. 
long4ang~ strategic plan-a plan that. beginning 
loday, e,stabJishes the broad directkms 10 serve 1he 
America of the Year 2000. To develop this initial plan 
we have had to look outwardlv: What are the 
changes, opportunities, aod chaRenges we must 
anticipate and deal with? What Social Security 
programs and seNi(;es will the AmerIcan public want 
and need 10-15 years from noW'? We also had to look 
inwardlv: How must we change our programs and the 
wa.y SSA does business, serves the public, In order to 
meet the needs we identify? In this process, how do 
we protect, support, involve. and encournge our mOSt 
important asset, the employees of SSA? 

Allhough our pianning effort has been intended to 
explore freely a wide range of possibilities for the 
future and how Socia! SecUrity will deal with them, we 
have been guided throughout the effort by two 
principles: 

.. Commitment to current beneficiaries of the 
Social Security programs. The Social $et::urity 
programs we administer are and wHl continue to be 
impOrtant to the economic and social weU·bcirtg of 
many Americans, Program changes and 
Improvements wUl be considered only when they 
benefit the public in general, and beneficiaries in 
particular. 

• Commitment to those who work for the Social 
Security Administrailon. Improvements in the way 
we administer out Pfogn:lms should be accomplished 
in such a way that lhe employees of SSA will be 
active. wilung participants in change. without fear of 
loss of emploYll'Iant or of economic disadvantage. 

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

The end result of our efforts-the efforts of many 
people at all levels In $SA-is this sUategic plan for the 
Year 2000. In our view, ft is a good pjan. It Wi!! 
undoubtedly have to be changed many titnes 10 the 
future, .BUllt provides an absolutely essential start 10 
taking charge of our own destiny. to moving the 
Social Security Administration toward where it can 
and should be in the Year 2000. 

'hzca~~

Do""" R. Hardy 
Commissioner of Social Security 
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Social Security Strategic .Plan 

Executive Summary 


Introduction 

Social Security touches the life of nearly every 
American. It pays out over 200 billion doUars in 
benefits every year to 40 million peop!a The Social . 
Security Administration (SSA) conducls business with 
43 million people L>very year, not COUnfing the millions 
of employers who report eamings. . 

Ov.ar the next 10 to 15 years, these numbers will 
increase dramatically. Five malion more Americans 
will be 65 or older by the Year 2000. Life exp:ectancy 
at 65 will be 17.3 years. At the same tll1"le. other 
demographic, societal and ~echnologk:al changes will 
increase the demand for SSA services. 

T(I meet these challenges, the Commissioner of 
Social Security established an Office of Strategic 
Planning (OSP) to develop a planning process fOt' 
guiding SSA into the 21st century. 

As a first step. OSP deveioped a strategic plan by a 
process caned "futuring." It collected '1mages~ of what 
hundreds o' SSA mnployecs and several outside 
groups with" interest in Sodal Security saw as 
de~irable cha'8cteristics of SSA by the Year 2000. 
OSP wove these images together into alternative 
scenarios of the Agency as if could operate then. 
given forecasted changes. The Agency's executive 
staff then chose the most desirable scenario. Thai 
chosen future was developed into the plan that fofiows. 

Planning Framework 

"Several principles and priorities constitute the plan's 
framework The first of these is the mission of SSA, 
which is to administer equitably, effectively and 
efficiently a national program of sociaf insurance· as 
prescribed by legislation. . 

This mtssion translates into six operating prior~ies 
which define the $Cope of th~ plan: 

... 	 Maintaln the fiscallntegrity of the Social Security 
trust funds; 

• Improve public confidence In SoclaJ Security and 
how its programs are ope.rated; 

III 	 Provide the best possible service to $SA's 
customers; 

.- Improve management to facilitate greater 
effectiveness, efficiency, and accountabHity; 

- . 	Use the best and most appropriate technol:ogy 
available to administer SSA pt'ograms; 

III 	 Continue to insure that SSA can count on a 
properly skUled and ~ighly motivated workforce. 

In addition, IW() undenylng principJes guided the 
formulation of the strategic plan: 

• 	Commitmem to currenl beneficiaries of Social 
Security programs - The Social Security progmms 
we administer are and wil continue to be important 
to the economic and social well-being of many 
Americans, Program changes and improvements 
will be considered only when they benef. the public 
in general and beneficiaries in particular. 

_ Commitment 10 those who work for the Social 
$ecurtty Administration-Improvements in the 
admlntstradon of programs will be set in mOtion so 
employees will be aCliv.e. willing participants in 
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change. without fearing loss of empk)yment or 
economic disa~vantage. 

Rather than being narrowly prescriptive the 
strategic plan should define broad avenues for 
development so that ft can be flexible enoug-!1 to 
accommoda1e une):pected circumstances. tI 
should be a guide to future opportunities; rwt 8 
btueprint fO( solving the real or imagined 
difficulties ot the past. 

Forces of Change: SSA'S Changing 

Environment 


Change 1s occurring in American society at it very 
fast pace. Because Social Security IS SI) thoroughly 
interwoven into 1he fabric of our nation's life, most 01 
these changes will have an impact on ~ programs. 
A few of the trends and forecasts which seem very 
likely to Impact heavily on SSA by the Year 2000 are; , 

• There wUI be 10 million more Americans over age 
65lhan in 1980. (35 mi:tlon vs. 25.7 mi1llon). 

• 	Blrth'rales will continue 10 decline, 

• Baby bOOmers will ,continue to affect th~ 
disability rolls and win begin eruenng their 
retirement years by 2010, 

• Labor force growth will fall to an annuat rate of 
1.1 percent in the late f990s•. 

• 	labor fOfce participation wiD increase in most 
segments of the popu1aUon. 

• Many of the fleW technologies emerging now in 
the marketplace. such as artificial intelligence, 
expert systems. optical disk. speech recognition 
and synthesis. and smart cards will become fully 
mature. 

• Increased use of fiber optics and satellites wtU 
facilitate communications networks to meet the 
~s of tht~ ever increasjng number of 
customers, 

A View From the Year 2000 

. SSA can respond to forecasted.changes in a variety 
of ways, The scenario chosen as the basi:> for the 
$SA Strategic Ptan des'cribes, from the point of view 
of an observer lookIng back from the Year 2000, the 
changes propo:~ed for SSA between 1987 and 2000. 

SSA has simplified lts programs, eliminated the 
retirement test. simplified computations and made 
Socia! Security number Issuance a byproduc~ of the 

'birth certificate process. 

SSA transacts business several ways lor the . 
cofM:Jrnence of Ihe customer, SeNice to the public is 
primarily by means other than face-to.face contact 
with an SSA rePfesentative. Modem technology 
encompasses all of SSA. Rapid and dramatic 
technological changes have opened up almost 
unlimited opportunities for how work can be done 
efficiently and effectively. 

Strategic Recommendations 

The plan proposes implementation of 29 specific 
recommendations in four areas -Programs, Service 
Delivery, Technology, and Organization - to achieve 
the desired scenario for the Year 2000: 

Programs' 

1.Work with all states to promote optional. 

enumeration at birth as a byproduct of obtaining a 

birth certificate. Make enumeration of aliens a 

byproduct of initial processing through the 

tmmigratlon and Naturalization Service. 


2. Eliminate the earnings test for benefICiaries over' 
full retirement age. Recompute benefits only for . 
earnings until full retfrement age Of time Of filing, 
whichever is tater. Increase benefits by a delayed 
retirement credit of 8 percent for each year beyond 
full retirement age that benefits are deferred. 

3. Reduce the 'varlety of existing compltlatlon 
nu;lhods to fewer than ten. Reduction factors (Of all 
~rts should be uniform. 

4, Make teleservice the predorninaot mode of 
. service through 24-hour. 365 day a year service. Give 

acc'ess through one easily obtained. arld remembered 
nationwide toll free nombet'. 

5. Be able to install self:service station:> in ftetd 
OffICeS, personnel offices of large employers and high 
traffic public places. 

6. Continue a strong information program 
promoting the publiC'S understanding and conrldence 
in Social Security. 

7. Every 3 years send an Social Security number· 
(SSN) holders aver the age Of 25 a notice showing: 
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earnings history; employment history; an updated 
estimate of benefits or the number of quarters needed 
to be insured. 

S. Reduce the present multiple appeal levels. 
Explore the deslgMtion of one Federal court. short of 
the Supreme Court. which would provide a single 
appellate level outs,ide SSA. Investigate the feasibiltty 
of two-way video facilities for conducting 
location-jndepend~t appeal hearings. 

9. Establish agreements with Stales to exchange 
data need8d to substantiate customers' statements 
ana to verify campHanee with program requiremems. 
T~e final burden of proof should remain with the 
customer, 

10. Explore reducing. wage reporting requirements 
of employers by udng wage data received by the 
States for unemployment insurance and workmen's 
compensation puq)Q5eS, 

1'2. Develop the ,ability to notify .SSN holders. shortly 
~fore fuU retirement age, of impendlng entitlement 
and estimated benefits, Assuming there is no earnings 
disciepancy. the worker may receive benerlts by 
signing and returning the notice to SSt\, If benefits are 
deferred. only Medicare enroUmeni takes place; the 
worker Contacts SSA later when benefits are desired. 

. 12. Use electronic funds transfer (EFT) as the 
standard benefit pilyment method, unless a 
beneficiary requests otherwise. SSA and the Treasury 
Department should contract with banks SO that 
beneficiaries who do not have bank accounts can 
withdraw their monthly benefit payment from the 
banks'.arnornated teaer machines (AlMs) using 
SSA-issued cards. 

Technology 

13. Im~ement a broad based information 
architecture 10 accommodate new requirements and 
technology quick1:r and efficiently whRe easily 
achieving operatIcnai objectives. 

14. Implement an Integrated electronic network to 
serve all SSA programmatic, management information 
and office automation needs through computerized 
workslations. 

. 15. Store all dat:l and documenls in machine
readable form on optical/magnetic disk storage 
systems \l'jew~e at all workstations, Of printed as 
needed. 

16. Support all training and program instruction 
activities with a comprehensive computer network . 

linked to data bases contaIning instructional materia; 
accessible through all automat~ wOO<stalions. 

17. Automate most of the informatlon collection .and 
processing necessary to support the mamigcment 
and analysis of SSA's processes. Automatically 
generate management information and' 'make it 
availabkl on managers' workstat~s,,'replacing paper 
reports. 

16. Automate tne collection of audit data Ihrough 

Ihe processes themsetves. Install stringent securily 

measures to ensure the integrity of the automated 

audit systems. . 


19. Explore expert systems technology to support 

programmatic and administrative processes, 


20, Explore the feasibility and desirability of issuing 
new or replacement Social Secutity cards which 
incorporate smart card technrnogy, 

21. Establish an independent, flOOwprofit, research 
and development organization with S$A as its only 
client, to meet the needs for testing, developing, and 
ad;apUng neW tec~nology to SSA business processes. 

22:. Complete the major objectives of the 

mQdem1zatkm effort by 1990. 


Organization 

23. Promote a positive work environment, 
Accol1,1pllsh any needed staff reduction onh! throogh 
normal attrhion and thoughtful redeployment. 

24, Establlsh a process to anticipate and address 
changes in workforce utilization needs re~ulting from 

. planned initlativ~ 

25. Provide ~ and intensmed tmining forthe 
worldorce in the knowfedge, skills and attitudes 
necessary 10'meet changing customer needs In an 
environment undergoing rapid technologica! change. 

26, Modify the role of management from controlling 
work to facilitating peer-Io-peer cOOfdinalion thereby 
ensuring IrnOfnlation is available when needed. This 
requires a trainlng commitment to provide managers 
v.ith the requifoo skdts to meet the demands of a 
technologically altered work environment 

27. Develop broad-scope position descriptions 

which contain more skill mbces and allow greater 

~e)(ibility in overcoming obstacles 10 qualification " 

standards .. 


28. Improve accountability and responsibility by 

delegating some procurement and personnet 
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management authority to offl(:e managers in bo1h the organizational attributes described in th~ strategic 
field and Headquarters components. plan, whie achieving improvements in Ute efficiency of 

~dl SSA's operations and ptocesses. 
29. Manago the integration and impiementation of , 

reCommendations In the strategic plan through the The plan is more definitive and deta~ed about the 
Commissioner's Office of Stralegic Planning. actMl:ies 10 be undertaken in !he next four years than 

about .those which follow. An Agency workgroup will 
Implementation Plan develop the supporting plans for the, early projects 

and the Interdependent initiatives. 
This section outlines a program for achieving the , 

pfog~mmatlc. policy, technological, and ,. 
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1 ·Planning· 
Framework 

lheNeed 

Social Security touches the life of ~ American: 

• 	Over 200 bUUon dollars in benefitS are paid each 
. year 


600 million dollars a day 


25 milfion dollars an hour 


7 thousand dollars every second 


• 	 40 million peopIe receive monthly benefit checks 
ootima 

• 5 Midion employers file earning reports 

• 43 m~lion peopie do business with $SA fNery 
year 

Asking for infOff11ation " 

Getting aSocial Security number 

fiUng a daim 

Reporting a Chaflge of address 

The SodaJ Security Administration has ol/er 1,300 
offices throughout the country. staffed with some 
70,000 employees. and one of the largest 
computerized data files in the world. 

~uring the next ten to fifteen years dramatic 
changes in these numbers will occur as" rapid 

demographic, societa1 and technological shifts affect 
demand for SSA's services, the expectations of SSA's 
customers, and the means with which to satisfy those 
expectations. The number of Americans over 65 
years of age will Increase by 5 million by the Year 
2000; life expectancy at the age of 65 will increase to 
17.3 years. The: 60% of beneficiaries today who prefer 
to Conduct business with SSA by means other than a 
visit to the disttlct office is likely to increase as the use 
of telephones, computers and ATMs to conduct even 
the most complex consumer transaction becomes 
jnc~easingty commonplace. 

In orderto dea1 effectlvay with these changes, the 
Social Security Administration needs an integrated 
planning process that will chart direcllon and 

. 	anticipate the future. Each of the Agency's major 
components has (ong standing planning efforts'which 
concentrate on the needs and work of the particular 
component. To maximlze their effectiveness, 
however. 1hese efforts need a cohesive, 
comprehensive framework based upon the needs of 
the Agency as a whole, Of equal importance, thai 
frainewOrk must incorporate a sense of sl:ra~egjc 
needs and possibilities... It must answer the question; 
Does technology afford better and more efficient ways 
of doing our job. of seriing our customers? 

To address this need, in September. 1986, the" 
Commissioner of Social Security established an Office 
of Strategic Planning, reporting directly to her and 
charged with developing a long range pianning 

. process for the AgertOj as we» as coordinating the 
planning efforts of the various componen~s within the 
Agency. 
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Planning Framntru1l 

The Process 

As a necessary firsl step, the Office of Strategic 
Planning developed ,i flexlbte plan that would guide 
SSA into the first decade of the twenty-first cenl~.Jfy. 

The process began with a "futures" session in 
October 1986. In that session. members of the SSA 
Senior Staff were presented with forecasts of what the 
future cooId bring, tn December 1986, the Senior 
Staff convened again to develop images of desirable 
characteristics for tru~ Agency in the Year 2000, review 
the accomplishment!; and problems of the ~st, and 
discuss how some functions or operations could be 
performed In the fUture, Staff in each of the ten 
regions then went through the same process. adding 
more and more images of a "deslrable~ SSA In the 
Year 2000. 

,The OffICe 01 Strategic Planning then sorted the 
several thousand images:, and dozens of mini~ 
scenarios that had been developed by the 
participants., and with the heip of a scenario . 
devofopment work group, constructed a number 01 
alternative scenarios describing $SA's programs. 
ser.rice delivery, technology aoo Olganilation as they 
might operate in the Year 2000. A "menu" 01 options 
was also constructed from which choices cou1d be 
made to design additional scenarios of the Agency's 
future. Meetings were held with out.S:ide groups to 
discuss the themes €:merging from the plann'ing work. 

In early Augus~ of 198~ the Col'f¥Tlissioner, her 
immediate staff and the Deputy Commissioners 
reviewed these documents and develOped a rough 
draft of a preferred Agency scenario. That scenario. 
was then ex'panded: r&ViewOO by Senior Staff and 
developed into a fun strategtc plan, 

The Framework 

In preparing a strategic pIan,lt is necessary to 

make ""plic~ the principles, assumptions and 

priorities which constitute tt'!e plan's framework. in 

order to give the process manageable scope.. 


The fIrSt of these principles is the mission of the' 

Agency. In the case of the Social Security 

Admioistratton. the mission is; 


To administer t:quilably, effectively and 
efficienUy a national ptQgrnm of social 
insurance 8$ pr~b&d by legislation. 

, This mission translates into six operating priorities 
, which define the scope ot the pian. The first is to 

maintain the fis~J integrity of the Social Security 

trust funds. This requires that the plan not 

contemplate activities which would f'/laterially Increase 

prOgram costs. Thus the plan does not contain 

changes that would slgniftcantly altei the oonefll 

structure at present programs. As numerouS' , 

altematr.res are discussed bef(lff) the Year 2000, the 

strategic plan provides the ftexibnity fOf·changeS and , 

implementation," 

What the plan had to do was propose program 

simpliftcatlons that could achlevathe second priority. 

to improve,public confidence in Social Security 

and how its programs are operated. Whrte it is cleat 

that automation can handle the complexities of 

eligibility rules and benefit computations, it ts also 

dear fhal those complexities, in and of themselves ate 

a major impediment to public conrldence, Americans 

do not Irust thai which Ihey Can nor understand and 

many aspects of Social Security are so complex as to 

be unexplainable and inoompr-ehensib:e. The plan 

had to propose initiatives which would address thIs 

issue. 


The third priority and perhaps the central ~m~ 01 

the plan, is to Provide the best possible service to 

SSA customers. White the Social Security 

Administration has what could be termed a Pfoduct 

monopcly, since no one clse can sell social 

insurance. It is a service organization and sha~ the 

service marketplace with many other servlce 

providers. What SSA customers considef good 

service is determined to a large extent by their 

experience with those other service providers. For 

SSA to continue ils tradition of high quality service, it 

must be ab;e to adopt wtlcre practical. the same 

sc'rvrce delivery mechanisms irs customers: are using: " 

elsewhere, 


The fourth priority is to improve managemem and 

cany out our tasks with greater effediveneH. 

efficiency and accountability. The bottom line 

measure of SSA's effectiveness has been the 

Agency's abHity to "get' the check to the right person 

on rime. 5 A fundamental premise of t~ plan IS how 


'. efficiently t!lose checks and determinations are made. 
Increased effiCiency reduces flOt only costs, but in 
some cases processing times, which improves service. 

The fifth priority Is 10 use Ihe best and most . 

appropriate technology 9vailabk) to 8(Jrninister our 

program,. $SA's business processes rely heavily on 

lnformatlon processing. Because rapid changes in, 

data processing and communications tedmoiogy are 

COfIstantly trnnsfOfl11Ing soonce delivery. SSA must 

acquire the abiiity to adapt qulcldy those technologies 

that can ~elp it do its job bette~,.nd more elliciently. 
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f'lannil'l9 Framework 

The plan had to go beyond the question of using 
technology simply to automate existing processes, to 
the question of using it to improve: the processes 
themselves. 

A final. and critical priority, is to continue to ensure 
that SSA can count on a properly skilled. highly 
motivated wortdorce. Thfs requires a continued 
Investment to a tavorabfe work ernIironment and a flffil 
commitment to tmlnlng and career development. It 
also require,s. concretely! attention to those factors 
which impinge on employee morale and effectiveness. 
Thus the ptan strongly endorses the continuation of 
the current no·RIF pdicy arid recommends the use of 
normal attrition and thoughtfuJ redeployment where 
resizing becomes necessary.. . 


Above all, two important principles guided the 

formulation 0' the plan from the beginning. 


Commitment to current beneftCiaries of Social 
Securit)' programs. - The Social Security programs 
we administer are and will continue to be important to 

. the economic and social well·being of many 
Americans. Program changes and improvements 

would be considered only when they would benefit the 

public in general and beneficiaries in particutar. 


Commitment to 1.Ilose who work for the Social 

Security AdministratiOn. -Impmvemerns iil the 

administration of the programs wooId be set rn motion 

so that employees would be actNe. Mllng particiPants 

in change. WithoUt fearing loss of emproyment or 

other economic disadvantage. 


The planning process hed two other objectives. 
First, the strategic plan was to define broad .avenues 
tor deveaopment - rather than to be narrowty 
prescriptive - so lnal it would be flexible enough 

. to accommodate unexpected circumstances. . 

Secondly, the process was to identify a desirable 

future tor SSA and seek to build it. This is in 

contrast to the traditional plan'ning model whk:h 

seeks to solve identified problems through the 

analysis of ahemalive solutions. The finaf strategic 

plan should be a guide to future opportunities, not 

a blueprint lOt solving the real or imagined 

difficuhies of the past. ' 


. , ' 
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2 Forces of Change: 


SSA's Changing Environment 

About fifteen years ago the noted economist 

Kenneth BouJdlng obServed that ''the wond today.. .is 
as different from the lAorld in which I was bom as that 
world was from JUlius caesar's. I was borh in the 
middle of human hiSlOry. To date, almost as much 
~s·happenoo since I was born as happened before 

rf one looks at just a lew selected areas over the 
perIod 1950 to 1980, it Is clear that change 1$ stin 
occurring wilhin the U.S. and at a fairly rapid rate. 
Over this period of time the divorce rate has doubled 
and the percent of Americans living alone has nea~y 
tripled: the percent of workers in farming has 
decre.aSild from approximately 12 to 3; the percent of 
adult college graduatt~s has nearly tripled; Mexico has 
repiaced Germany as the otmlber 000 country of 
ancestry for Amerlpa's; foreign bom; them are now six 
million more women than men (vs. one minion in 

. 1950): and the povertY rate for those over 55 has 
jalfen from 59.0 percent to 15.0 percent. 3: percent if 
non-cash be~efit$ are counled. (Table II 

Whatwm the next several years (1986-2000) bring 
and what will be the impact of future changes upon 
the Social Security program and its administration? 
Because this Is an encYclopedic question, this part 
restricts b:sCtf to maior areas. The treoos discussed 
have been drawn from a number of 19B4~87 published 
and unpublished reports. magazines, essays, journals 
and technical notes. These include American 
Demographics, the EPAI Journal. Fortune, various 
trend newsletters; reports by the Oflice of Technology 
Assessment, the U.S. Departments of Education ~nd 
of Health and Human Services. the Social Security 
Administration's Trustees and the Census Bureau; and 
material and forecasts provided by The Futures 
Group, the Urban Institute, J,F. Coates, Inc., the 

University of Wisconsin and former Governor Richard 
lamm. 

f' Over the next 12 'f(l'ors, th,.g••&:mxican hrnlsebQI~ IS 
likely !Q'x9ma1n highly dMU:sjfied; consisting of 
married couples with children, married couples 
without children (these two sets could ~ further . 
divided into bloiog!cal and blended families), female 
headed househok:J with no spouse and male headed 
household with no SJX>Use (these two sets couki be 
£urther divided Into those with children and those 
without children). and the non~famiiy household .. 
persons living alone (unmarried, divorced, the eldt.'l1y) 
Of with non-relatives, According to the Census 
Bureau, the absolute number of households in each of 

~
Ie h_ ~ changing structure 

divorce. remarriage, adoption 
, etc" the liumber of SSA record 

changes. in ferms of absolute numbers, will steadily 
increas:e. Where more than one file has 10 be 
changed, the probability of error will be increased_ 

fZ The result will be greater pressure- to create SSA ' 
systems in which a Change In one file will 
!lutomatically result in a. change in all appropriate files. 
Questions may also be raised as to whether changes 
in the Social Security program may be required to 
adiust to the changes In the famUy structure. If those 
changes are aimed at ma.king the system more 
impervious to demographic changes the program 
would in a!lli~enhood become more insurance-like, 

, Along with the divefSlflcation of the American . 
\::.- household. we have seef!.illld will cowRMe to:see a 

pedine In househPW siza In 1970 the average 
household size was 3.1 persons, by 1985 it had fallen 

. to 2.7. persons and in the 1990s it is expected to fall 
further to 2.3 persons. This is fargely due to the 
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decline in the birth rate. which for over a d~de has 
been below mptacement levels. Estimates are that by 
the Year 2000 less t:1an four peruent of aD families w~1 
have three or fllOfe ,:;hikJren,. and 60 to 65 percent of 
all households will have two people or less. It is quile 
probable that over 2S percent of all women, cwrent!y 
in their late twenties, will remain childless. This 
compares with 10 percent of women in their late 408, 
Some estimate that the U,S. birth rate (currently 1,8) 
could fall to 1.6 by the Year 2{]OO. This is the current 
!evelln several western European countries, A decl1ne 
of this nature would reduce the level of funds entering 
the Trust Fund and. depending on the'leve; of 

~	eCODOO1ic activity within the U.S.• it could engender a 
new Social Security crisis, In addition, despite the fact 
that administrative expenses are likely to decrease to 
less than one percent of outlays, pressure wilt 

~ continue on SSA to operate more efficiently and 
, J; effectively (I.e., use of the most modern technology 

with the most appropriate number of staff), 

While the "baby boomefs~ will only have begun to 
be a factor for $SA In the Year 2000, there will be 
approximately 10 million more Americans over the 

;. 1 	 age of 65 than there were in 1980. and me median age 
~. >	of the population will have Increased from 31 today to 

37 years. New retirees in the Year 2000 wi! have a life 
expectancy of over 20 years after retirement, 
However, the numbe'r 01 people 65 or older with 
limited activity due ~o chronic conditions wit! have 
increased from 10.8 million in 1980 to 16,4 milllon in 
2000. 

By the Year 2000. SSA will have approximately 44 
million Title U beneficiaries compared with 38.4 million' 
in 1981 and 5.6 milian people each year will be tHing 

'/ new claims as compared with 4.8 million in 1986, The 
it .dependency ratio of retired to empfoyed people wid 

not change dramatically between now and the Year 
2000. At that time, hOWever it will begfn a steep 
increa~ unless there is a gradual shift toward much 
older .retirement ages. 

The actuarial estimates shown in the 1987 Annual 
Report IndJcate tha': the assets of the Old·Age and 
SuNivors Insuranci! (OASl) and Disability Insurance 
(01) Trust Funds should be sufflCienl to permit the 
timety payment of OASDI benefIts, to the large 
numbers of aged. well past the y.,.. 2000. The OASDI 
program 1s project.~ to experience three decades of 
positive actuarial balances, with contfnuing actuarial 
,deficits thereafter. In Fiscal Year 1987, approximately 
one of six individuals In the U.S. received beneflts 
from Soclal Security programs which paid out $210 
billion in benefits and took in $230 billion to Increase 

the Trust Fund reserves to $67 billion..Based on 
current assumptions, resefVeS should grow to $1 ,3 
trillion by the Year 2000 and will peak in 2032 at $12.5 
trHlion. Should any assumptions be slgni~cantly 
incorrect. a financing crisis could come'~"Ier. 

~. By the Year 2000, nearly one-third of the population! will be minority. There will be 36 mlllion Slacks: 35 
million Hispanics, and 8 mllliQn Asians.: The 
immigration legis[atlorl of 1986 may ease some of the 
problems faced by the SSA (e,g,. Social Security 
number issues)', but they will net have disappeared. 
There are severa! reasons for this. but the primary 
ones include the fact that in 1987 approximately 42 
percent of the Central American population was under 
the age of 15; high unemployment there is likely 10 
continue; and the access to and allure of 'the U.S. 
afforded by rnooem transportation and 
communfcation may be difficult to resist, especially in 
countries bordering the U.S. 

r~ The declining birth rate raises an issue which 
, stretches beyond the Year 2000 but which should 

receive serious consideration long before it becomes 
a problem. Projections indicate that the Hispanic, . 
Black. and Asian poPlIlatlons will contribute over 56 
percent of rhe total growth of the U.S, population 
between 1980 and 2000. Minority populations have 
quite a different age structure than the white 
popumtion. Thus., proje~ions for 2030 indicate that 
41 percent of the children. but only 24 percent of me 
old. will 00 rninorities.. Under these conditions, 
various racial and ethnic groups will have djfferent 
stakes in programs which support different age 
groups. A long·term issue may be 'Will the growing 
number of middle-aged minorities, who are parents 01 
a disproportionate number of children, resist 
increasing Federal expenditures for the Q!d, who are 
predomlnantly t1Ofl-minority whites?" 

Overall the educatlonallevet among $SA customers 
wID grow geom~rica!ly between generatkms. Over 70 
percent of the peopie retiring in the Year 2000 w~l 
have fmlshed high school and 22 percent will have 
had at least some college educalion. This compares 
with today's retirees, 66.5 percent of whom are high 
school graduates and 16.2 percent of whom have had 
some college education, 

Particular attention will need to be paid to fCvising 
. the disability system so that there is greater uniformity 
in interpreting legislation and applying policy. With 50 
different states making disabi!ity deciSions there has 
been a wide: range of interpretations. The litigious 
prodMty of American society and potential Increases 
in the number of disablHty claims m'ay combine to' 
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produce increasing numbers oJ,appeal-s to the SSA . 
adjudication process. 

The economic pictltre is exPected to remain 
reialively good between hOW and the Year 200(}, ' 

barring a major de-stabiliZing event such as a new ou 
crisis. Annual gross national product (GNP) growth is 
expected to be in the 2 to '1 percent range. Inflation 
rates will not stray beyond the 5 fo 8 percent range. 
productivity is expected to increase at a mteof_1.4 to 
1.7 percent annually. There wUl probab~y 00 
conlinlJoo growth In per capita income and jobs. The 
annual Federal deficit is expected to fall below $40 
billion by the early 1990$ and remain there.. 

We have changed from a nation of farmers, to a 
nation of factoryworl,ers;and now to a nation'of office 
workers. We have moyoo from an industria! economy 
10 what some call a service economy and others call 
an information economy. In the broadest sense, the 
information sector of our economy was estimated in 
1980 to constttl1te 34 percent of the GNP and 41 
~rcenl of the nation's-Iabor force. Many forecasters 
believe that the rate of technclogical change , 
e)('PQrlenced in information related technologieS from 
1970 to 1985 will continue. if nol a~ererate, through 
the Year 2000. 

The acceteration of the lnformaUon economy will 
infioonce- SSA's organizational structure. One reason 
is that the growth in info~tion demands kn~edge 
speciali1.ation and thus peer·tcrpeer commun1cation 
becomes essential. This will challenge basic 
assumptions and traditional work patterns, and will 
require adjustments from leday's employees. A 
second major reason is that the time h takes an 
organization to complete any task or to make a 
decision must accelerate. 

Organizations are moving to flatter organizalional 
,~> structures. with less emphasis on communications up 

31ld down the bureaucratic hierarchies. and more 
emphasis on horizontai or peer-to-pecr 

'communication. Traditionally, a key function of 
middle management has been to gather and 
synthesize information for top management Thai 
function is now decreasingly necessary Of affOfdable. 
A 1985 article in Fortune magazine makes this point. 
quite clearly. "Advancing technology, especially in _ 
data processing. has put the comer offICe far closer to 
the actfon, making many middle managers iuelevaot· 
The big questions in the Year 2000 for ~n agency as 
information depenc'oot as SSA may be U1 the areas of " 
information technology. 

Rapid technclogical development in Information 
processing will afford the opportunity for radical 
changes In the way SSA conducts its programs. The 
rapidly Increasing ubiquity of large commer~ia! 
databases could allow SSA to provide services with 
minima! actions required from its customers," 
Automatic enumeration at birth. periodic nolifi~tions 
to workers about the status of their records. autornalic 
entitlement at retirement without requiring a visit to an 
SSA office are all anainabie objectives. Perhaps the 
biggest challenge SSA faces is restructuring the way 
we do business to ex~oit the benefits that techno!og~ 
offors. 

By the Year 2000, many of the newtechno!ogies 
lust beginning; to emerge in the marketplace will have 
matured and be in the maInstream of information ' 
processing. Some of these technologies include 
artificial intelligem::eJexpert systems, optical disk and 
speech rect."lgnition and synthesis systems. !n 
additioo to these new technologies, those which are 
used to support current jnformatjon systems such as 
processors and magnetic storage devices. will 
continue to improve at about 30 percent a year in 
price/performance. ,, 

Increased use and pertormance of fiber optics and 
satellites wiil permit communications networks to 
meet the increasing demands 01 information 
processing. However, 1hrough 1he integration of the 
now technologies mentloned above, an entirely new 
dirTIension wili be prOvided to the designers of ' 
information systems, OpUcai storage systems will 
have replaced magnetic storage technology in r:'<'1ny 
areas and wi provide the capabnity for electronIc 
storage of massive fifes not feasible today, 

For exampte, by the Year 200D the entire mass of 
SSt folders currently stored at the Wilkes-Barre, PA. 
warehouse could be housed in an opt4ca! disk system 
the size of a siogle fde cabinet This technologv will 
also permit update/erasable capabilities much like 
l6day'S magnetic storage technology. The entire 
contents of the Program Operations Manual (POMS), 
over 40.000 pages, could be stored, with update 
capabilities, on a single 5" optical disk. 

Expert system software could be in Widespread use 
by the Year 2000. and by having online access 10 
extensive information such as daifns folder data and 
the POMS stored on optical media. many of lodays 
labor intensive processes would become electronic. 

Direct customer lnput to their records (with proper 
security) will be possible truough the use of teleph.::ne 
push.fJuttons and/or speech recognition technologies. 
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Speech synthesis win provide the requested 
information after expert system software has guided 
ihe requestor thr01.l~lh the necessary proceduraisteps. 

By early tnvestlga1'ion and Planning for the eventual , 
integration of these and o~her technCilogies, as they 
matllre into mainstream processes. SSA would be in a 
position to process increased workloads JI1 a more 
efficient manner, Finding the right mix of staff and 
management control systems will be criticaJ ~o the' 
success of these efforts. 

The time delays imposed by the traditional rules of 
procurement in the public sector may prevent 
government agencies from bringing these 
technoiogies 10 bear on their service delivery as 
quickly as the private sector has. Th1s may generate a 
widening gap (in favor of business) between 
govemment and businesses in their abirlty to deliver 
quality services effiCiently. In tum this may generate 
increased pressure for changing procurement -rutes. 
Stales and some communities have contrdctoo out for 
a wide range of services indudlng some data 
processing. Some Federal agencies have contracted 
out a small portion of their data processing work, The 
question may be raised as to whether a portion of ' 
SSA's data processing operations mlght be 
contracted out. ' 

Currently, commercial uses of technology ar-e years 
ahead of the government One of the reasons for this 
is that corporations have explicit measurable goals 
(I.e., profit, stability, growth, etc.), Mhough the goals 
of the Social Security Administration are well defined. 
the goals of many government agencies are broad 
and even confllctrng (I.e. the mission of the 
Department of Agriculture is to promote efficient and 
large scate fanning and. to protect the tamHy farm). In 
purchasing new Infrnmation technotogfes. . 
corporations generally place more emphasis on 
perfOfmance standards. which will aid in meeting tneir 
goals and consequently less emphasis on cost. 
Unllke most of the public sector, oorporations are not 
hindered by an annual budget cycle (which pushes 
incrementalism), or the need to SeQ the product 
before buying. 

Many corporations. which deal with a large number 
of customers and <10 even larget number of 
in!orfl'"l<ltlon transactIons, are moving to higher and 
higher lev~s of automation and/or se!.-help 
tec;hnoIog!es. M(X;l recognize that by the Year 2000 
sole reliance on such systems will not be possible 
because they wil be dealing with three different sets 
of customers «1) the computer-literate, (2) those 
wiling and wanting to learn, and {3) thr;se whO have 

no interest in learning). Their longer range plans do 
call tOt higher levels of automation/self-hetp systems 
as more and more people become computer literate 
orwBling to learn, . 

These trends In the private sector cotiplOO with 
OMB's goal 10 recapture government): position as a 
leader in the efficient and effective use of infonnation 
technology are lik~y to impaCllhe Social Security 
Administration in two ways. First. there win be a need 
for SSA to continue its strategic planning process. 
Second. it may become advantageous for SSA to 
underwrite the development of some If'.ading edge 
technologies. This might be accomplished through 
joint-procurement efforts with agencies like the 
Inte!'J\aJ Revenue Setvice Of the Census Bureau, or 
even with a major corporation. (IRS, Census and the 
National Security Agency are among a handful 01 
Government agencies considered to be procurers and 
USGrs 01 leading edge technologies). 

The "baby b\J$t~ which followed the "baby boom" of 
the 1940$ and 50s will have a major effect on tbe size 
at the U.S. work force in the late 19905. The work 
force grew al an annuaJ rate at 2.6 percent duting Ihe 
19705. fed by the "baby boomers" and the large 
number of women entering the work force. So far in 
the 19805, lheworit lorce has grown at an annual rate 
of 1.5 percent Between now and 1995 the rate of 
growth is expected to further decrease to an annt1a1 
rate of i. t percent The net result wil be 20 percent 
fewer young people entering the wOrk force in 1995 
than In 1975. This: will not resuit in a labor shortage, 
but in the neoo to pay entry lovet workers a higher 
percentage 01 what experienced workers earn, ~t may 
also provide increased opportunities for employment 
fOr the disabled and elderly. A maior question may 
be, whether the Federal Government will be abie to 
offer a suffiCiently attractive cornpensatiot1 package 10 
attract and retain the number of individuals,with Ihe 
required skills to meet service expectations. 

Wtthouf incentives to the contrary, the labor torce 
participation rate of alder men is likely to continuo to 
fall. In 1975 the labor force participation rale of men 
aged 55 to 64 was 75.6 percent By 198411 had fallen 
to 68.5 percent and is expected by 1995 to tall to 62.6 
percent. Each generation of women in this century 
has entered the worn force in greater proportion than 
the last and at an earner age. Too overall participation 
rate for women should climb to somewhere between 
65 and 70 percent by the Year 2000. For women 
aged 2544 labor force participation rates should rise 
above 00 percent by 1995. A W()man tcxiay earns 
approximately $.69 compared to $1.00 earned by a 
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man. Estimates for the Year 2000 indicate this figure 
may rise as high as $.80. That seems likefV, because 
today women under 20 already eam 91 percent ,as 
much as then-male counterparts; those 21 to 24,88 
pE!fCent and those :!5 to 34, 76 percent, according to 
the 8ureau of Labor Statistics of the Department of 
Labor. _ 

Between 1964 and 1984 the number Of wives in the 
paid labor force grElW from 13 miilion 10 26 mUlIon. Of 
the approximately~!6 million dual income households 
in the United State~,. the wives are the primary bread 
winoers in about 18 percent of them. In'another a ' 
percent of these households, wives eam at least 00 
percent of what their husbands earn, ' 

Only 12 percent of wfves with pre-school age 
children were emptoyed or seeking employment 
outside the home in 1950 while over 50 percent of 
today's mothers of children under the age of six are in 
the work fort".(?'r With more women achieving higher 
levels of educational attainment and entering the work 
force, there are likely to be further increases in the 
number of dual-income and working-mother 
households. Thesn trends in labor force participation 
w;li mean tl1at the number of peopie not covered by 

!;ocIaI Security Till. II boner,s will decrease. This may 
make it less important to have a separate S8l program. 

From 1978 to 1985. the temporary heip Industry 
grew by 104 percent from 340,000 employees to 
695,000 employees. The growth of this If;ldusUy is 
expected to increase by about 5 percent annualfy over 
the next ten years. By 1995 tempomry.emptoyees 
should number more than one miJtlon nationwide. 
according to the Bureau of Labor Statistics. The Kelly 
Girl Or other temporary help services haVe 00t been 


, replaced but they are being augmented by new firms 

which pn:Mde people competent to fill managerial or 

professional slots on a short-term basis. Clients pay 

up to the hourly equfvalent of $100,000 a year for 
these skills, 

These and other forces of change are likely to 
1tnpact upon Social Security prog:rams and their 
administration. The list of possible challenges is as 
vast as are the opportunities that the future wit! bring. 
The future. after all, is the cumulative consequence of 
tooay's decisions. 
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Table l-Socio·Economic Trends 1950 to 2000 

Factors 

. 
Birth Rate 10,0(10 i 

Life Expenlanc:y I 
(Women) al 1>5 

Life Expenlancy 
(Men) at 65 

High School Grads 100 I 

Farmers 100 Workers I 
Persons Living ! 

Alone 100 i 

Divorces 10,000 I 
t~~~~1~=~1;:===2
o 10 20 30 40 60 70 

Frequency 

/'I_ ._
2000 

If:;"1 1980 

II ~ 1950~,. 

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

· • There will be 10 million more Americans over 65lhan'fherewete in 1900 (35 miiltoo vs, 25.7 million): 
-(That number will oearty double to 67 millfon by 2050) 

• The median age of the population wnllnerease to 37 years (In 1986 it was 31 years). 

• New retirees will have a life expedancy of 15.7 years for men and 20.5 years for women. 

• The number of people 65 or over with limited aClivity due to chronic conditions will increase to 16.4 milllon (10,8 
mOlion In 1980). . . 

• The number of elderly In nursing homes will grow to two million (1.3 mUlion In 1985). 

~(Ihree minion in 2020 and 4.6 mJlion in 2040) 


• The U.S. population 24 years of age will drop to 91.9 million a.~d will continue 10 fall. 

• In terms of retirement claims, baby boomers are not a factor for SSA. They are a factor in terms of disability 

claims. earnings reports, wage discrepancy reports, etc, 


.. 	Nearly one-third of the total population wID be mrorily-36 million Blacks, 35 mRlion Hispanics, 8 million Asiatics. 
-(continued Instability in Mexico <roo Central America due to debt crises, growing unemployment., insurrection, 

and high birth rates)' . 

• 	The American household wnl remain highly diversified··chi!dless couples, blended families, single-parent 

households, arid diverse groups of people living alone-the young, divorCed:, unmarried, and the elderly. 


• Marriage and divorce rates will change little from the 1985 levels, 

• 	less than .. percent of famllies wilf have three or more chHdrerl

• Househofd size win decline with 60 to 65 percent of all households having 2 people or less compared with 50 
percent in 198$, 

• Birth rate may drop to the current rate in several western European countries (t,6 TotaJ Fertility Rale compared 
to 1,8 today), ' 

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

• 	T~e edu(!ation level among $SA clients will gr~ geometrically with 70 percent having finished high school and 
'22 percent having some colfege {~percent for high schoof Tn 1980). 

• 	The number of functionally illiterate adults will conlinue to increas(t (In 1986 there were 20·26 million 
functlonany itlilcmte aduhs and over a million teenagers a year dropping out of high school.) 
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Table III-Selecled Economic Trends and Forecasts For the Year 2000 

• GNP a~nual grow:[h will average 2 to 4 percent 

• Annual inflalion rates will nOl stray beyond the 5 to 8 percent range. 

• ProductMty increases will average t ,4 to 1.7 percent annualty. 

• The Federal deflcil is expected to fall below $40 l11ll!ion by the earty 19905 and remain there • 

, 
i 
7 

.. The movement from an Industrial to an infonnation based economy wID continue. 

• Health expenditures ~j]! continue to fncrease In absolute numbers and as a percentage of GNP, ' 

• largo reserves in the Social SecUlity trust funds may create pressure within Congress to utilize these funds for 
other purposes, 

.. Labor force growth wID fall to an annual rate of 1.1 percent in the late 1900s (2.6 p13fCenl during the 191Os; 
19805, Iodate. 1,.5 percent), 

• The tabor force part1clpa1ion rate of older men 55-64 years of age is likely to continue to faIj (1975 w 75.6 percent, 
1964-68.5 ~cent and 1995-forecaSled 62.6 PfJ'fcent). 

• Labor force participation rate for women should continue to dirnb to between 65 arrl 70 percent 

.. A woman will earn approxirnatejy $.80 for eacl) man's $1.00 (1986 - $.69). 

• The number of wives in the paid labor forcewil! corrlinue to 'grow (1964 • 13 million, 1984 ~ 26 milOon). 

.. The number of working women, with pre-schOO age children. wit! continue to increase (1950 - 12 percent, 1985 ~ 
over 50 percent). 

• The percentage of non·union jobs wiI! continue to grew. 

• The temporary help industry will grow by over a mHlion (from 1978 - 1985. a 104 percent lncrease; O.O.L 
forecasts a 5 percent annuaJ growth to 1995), 

• Dependency ratio of retired to employed people will not change dramatically. In the Year 2000 it will begin a 
s!eep increase urness there is a shift toward older retirement 
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Table IV -Selected Technological Trends and Forecasts For the Year 2000 

• The rate of technological change experienced In information related technologies from 1970-1985 will continue,, ,
if not acceterate, through the year. 2000. 	 " . 

• 	Many of the new technologies: just beginning to emerge 1n the marketplace wm become fully mature and in the 
mainstream. 
-(artificial inleiilgenceJexpert systems, optical disk speech recognition and synthesis systems, and smart cards) 

• Processors and magnetic s~orage devices wID continue to improve at about 30 percent a year in 
p!ice/performancc" 

• Optical storage systems wm reptace magnetic storage devices in many areas. 
-(will provide the capability for electronic storage of massive files. Fok1ers at Wi!J.;CSwBarre warehouse could be 
~sed in a space the size of a single file cabinet) . 

• 	Oirect c1lent input to their recOfds (with proper security) win be possibh) through the use of teie-phone 
push-buttoos and/or speech recognition technologies. 

• Increased U$e and performance of liber optics and satellites will permit 3SA communications networks to keep' 
up with and meet the demands of an increasing num~f of cfieots, 

• Acceieration 01 the information economy wtH,continue to force organizations to move to flatter organizalional 
structures. . 
-~ess emphasis on communications up and down, more on horizontal or peer-to-peer) 
-(the middfe manager becomes less reievant) 

• Traditional rules of procurement in the Federal sector w!1l continue to b& Questioned. for 10 many cases 
commercial uses elf hardware and software are years ahead or government USE! of technology. 
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3 A View from the Year 2000: 
A Scenario for SSA 1 

The Underlying Premises: How SSA 
Responded to Forecasted Changes ' 

. In the earty i990s the Soclai Security Administration 
successtuUy compfeted' the impiementation of the . 
modernizatfon efforts begu~ in 1982. Because the 
volume 01 beneficiaries was- growing SO rapidly and 
was expected to inccease even faster in the next few 
years, the Agency set as its top priority the 
enhancement of it~. service deilverY_ 

In the mid 1980s over 31 mUlioo people visited ftek:! , 
offIces each year to fife claims, make reports and 
conduct business. An additional 1.2 million people 
sought service by phone.. With an expected six minion 
more beneficiaries and another million appUcants per 
year, it was anticipated that, without a change in the 
predominant mode of seMce, 37 mHl1on,peopIe woutd 
bevisrung SSA facilities in the Year 2000. This 
'preceded the baby boomers flooding the retirement 
rolls in 2010. 

Indirect but increasing pressure to enhance: service 
delivery was also being exerted on SSA by 
commercial servlce providers, such as banks, retailers 
and insurance companies, who were aggressively 
encouraging rnom and more telephone and cemputer 
contact w1th thelr clientele. With the increasing ease 
in the 1980s of tel,~phone ordering, bill paying and a 
proliferating numher of service applicatlons for home 
computefs. having to visit a Social Security office to 
conduct business seemed increasingly inconvenient 
to a growing number of people. In a 1987 survey, 
60% of SSA customers said they would prefer to deal 
with the Agency by phone rather than visiting an o~ice. 

Over the yeats. SOcial Security programs had 
grown more and more complicatoo. Initial and 
continuing entitlement decisions became lncreasingty 
te<:hnical in nature. While the completion of the 
modernization effort streamlined ttte mechanics of the 
program. and computers rook over the computation 
of benefits, the computations themselves remained so 
complex that they were nearly impossible to explain to 
a benerlCiary, 

In response to these changing forces, SSA 
recommended to Congress severnl minor changes 10 
tOO law which had the effect 01 greatly simplifying 
entitlement computations. SimuitaneollSfy. SSA 
launched a major drive 10 upgrade and diversify its 
methods of service deiNery. By the late 1980s. some 
innovations were being trioo such as voice messagfng _ 
for reporting such things as change of address. 
T eleservice claims and contacts were roeasing as 
were appointments tor service In field offices. 
Through the careful use 01 advances in information 
processing and communication technology, SSA 
made available to the publiC a multiplicity of ways to 
aCCeSS and transact business with the Agency. The 
days 01 a trip to the loeal Social Security office to 
transact minor business are gone, The SSA customer . 
of today can conduct most transactions with the 
Agency through a toll-free telephone call, through 
self-seMee stations at the district office, or, at their 
choice, through a scheduled face-to.face inteIViev.r. 
Claims filing and applying for a Social Security 
number are greatly diminlshed activities since 
entitlement notification is now automatic at normal 
retirement age, needed proofs are secured through 

, automated data exchanges with state bureaus of vita! 

\ This scenario is writlen from fhe point of 'view oj un ob~r 100\(1119 baclc: from the ~lff 2000 at ihe changes 10 SSA l>eiween 1981 and 
2(XX}. What for the leader is a proposed future, is,described in the $umatb i(I the prt:$ent Oi past MMe. 
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statistics.. and ooum:9ration Is a byproduct of obtaining 
a birth certificale. 

As a result Social Security beneficiaries have no . 
more difficulty obtaining timely, Quality servic'e from 
SSA than from the most techl101oglcally sophisticated, 
conSUl'ner oriented commercial serVice providers. 
The SSA of the Year 2000 provides its custornefS: with 
a variety 6f convenlent ways to do business with it, 

Social Security program and service quality are 

recognlzoo as a,nong the best in govemment ~nd 


industry, 


Program 

Wo(k Covered b~, the Federallilsurance 
Contributions Act ilncfOther Retirement 
Programs-In 1986 about 95 percent of all workers 
were covered by Social Security, In the Yeru 2000, 
practically all workers and self-employed persons are 
covered by Soctal Security. A few groups have the 
option of not being covered by ~ Soctal Security 
system, but most members of ~ch groups opt to 
participate. 

The Railroad Retirement program. which for years· 
was separate from the Soclal Security program, has 
been combined into it. Since all Federal employees 
hired after 1003 must enter the system.. only a 
dwindling number of employees are not C!)V{.!red. 
Thus. nearly every working person in the country 
contributes to the S<Jcial Security program and can 
expect to receive its ~rrts, 

There is an increasing realization that Social 
Socurlty Is a base on which to plan flmincial security 
at retircrnent Of in case ot disability or death, rather . 
than an alternative to priVate insurance and.retifement 
plans. f.s a result there is an increasIng number of 
private and public pension programs. Many of these, 
when combined with Soda! S~curitY benefits, provide 
an adequate source of income replacement, 
something which Social Security benefits alone were 
nev'er intended to do. 

Retirement and Survivors Insurance-The 
Retirement and SUNivofs program is essentfally 
unchanged from that which existed in the 19005. In' 
1962, Social Security provided 31 %. of all income for 
people over 65. By 1984, the percentage had risen to .. 

. 38%, but in the early 19905 the percent began to 
decime, and then leveled off to the 1962 rate. One of 
the reasons lor this decline is that the proportion of 
elderfy who also receive a public or private pension 
was growing., In 19152 only one in ten elderly people 

received a private pension and in 1986 ooe in four, 
T<X1ay, as a result of the legislation in 1985 requiring 
the vesting of pensions after fIVe years, that number is 
approximately one in two. 

SimUa~y. in 1962 onfy 54 percent of older 
beneficiaries had some Income producing assets. By 
1986 that percentage had risen to 66 arid today the 
numberof eJdf'.rIy who have income producing assets •: 
has further increased. 

Disability Insurance -In the late 19805 the Soc,lal 

Security Advisory Council made several 


. lecommendations relating 10 the disability program. 
The cOuncn grappled with several tough issues. They 
considered the use of medical and vocatior,al 
specialists and of work evaluations in the disability 
determination process, They 10000ed at the 
effectiveness of vocationaJ rehaibmtation for disabilily 
beneficlan'es and Supplemental Security Iflearne (SSI) 
recipients. They also reviewed work incentives and 
lrntiatives.. . 

Several recommendations resulted from the 
CouncWs deliberations, including one which 
suggested that more extensive use be made of SSA's 
research and demonstration authority. As a result 
severalinoovations were tried and tested in the 1990$, 
Some at these proved highly successful and 
legislation to InCorporate them Into the D!sability 
program has be~ enacted. . 

Eamings Test and Benefit Computation-Contrary 
to the growth of the labor force in the twentieth 
century. the: first decade of the twenty first IS ~elng it 
dWIndle, and demand for workers increasingly , 
exceeds supply. BUSiness. industry and government 
are all enc0t.rr8glng workers to deiay retirement 
Older wurkers are mOre and more common. 
Improvements in health care and life expectancy have 
made this possibte. One is no ~onger consklered old 
at ttle age of 65, but is considered a member of the 
''Young-.old'' with a remaining life expt>Ctancy of 15 to 
20 years. 

'In'the tate 1980$ Congress foresaw the need to 
jadlitale employment of older workers and eliminated 
the earnings test for people who reach full relirement 
age., removlng a disincentive to work: in later years. 
Thus. once a person is entl1led and. reaches norma! 
retirement age. benefits are not reduced regardless of 
income earned from employment and there is no 
requirement for earnings repo'rti; In retIrement cases, 
Once a person takes a benefit. additional earnings 
past full retirement age do not increase it, Nearly 
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1,500,00(} annual re<::omputatlons necessary 10 the 
decade at the 1980$ are no longer necessary. This 
has simplified the Pl':>gram and encourages people to 
keep worklog to buGd a higher benefit 

T'he numerous methods of computing benefrts have 
been simplified. No tonger are comptex, impossible to 
understand calculations of the past In use. New. easy 
to explain, consistent formulas are used to calcutate 
benefits. Similarly. the host of reductIon factors and 
mt.dt~e alternalives tor calculating various types 01 
benefits haW) been standardIzed and reduCed to a few . 
simple and straightforward methods. Peopht can 
actually calculate thoir f1'oNn benefit to within a few 
dollars when contemplating retirement. 

Supplemental Security 1ncome -When the SSI 
program was created in the 1970$ and the benefit 
payment functoo WitS federalized tor the aged. blind 
and disabled, the main purpose was to standardfie 
eligibility criteria and payment levels. In a very real 
sense, the SSI program was created to provide 
standard benefits across tbe NatIon 10 those peopie 

. whose Income and t'esot.rrCeS at retirement or 
disablement feU below a mintmum level. Ofton these 
were people who had little or nowark history, orwere 
never empl'oyed because 0' a disabi!~y, 

As labor force ~rticipafion grew in all sectors of the 
population. the group 01 people eligible for SSI 
benefits on tho basis of disability was largely reduced 
to those who had never worked and therefore were 
not covered or "insuredH by Social Security. In many 
Instances, these are people who have major 
ImPooiments to employment, such as rleveJopmental 

disabilitieS. and thus also tend to be in need of other 


. social services besides income maintenance. Half of 

the disabled SSI population suffer from mental 
retardation or mental illness." Nearfy 3 percent of all 
SSJ recipients are biind and 5 percent arc undcr age 
1&.··" . 

There is the realization that many of lhose who need 
SSt benefitS in the Year 2000 are very iikely to also 
need those social services provided al the Slate and 
focallewt This has generated increasing Interest in 
Unldng both the payment mechanism and the delivery 
of social services intO' one administrative system, 
Proposals being made by interest groups and being 
discussed by Congress range from integrating SSI 
into the Social SecUrity program as a minimum ftC?OT 
financed by general revenues. to having the SSI 
program administered by the States with continued 
Federallunding BOO oversight. 

Service Delivery 

Multiple ways of transacting business with SSA are 
now available for the convenience of the customer. 
The telephone, seJf-seNice stations in the fietd office 
and two-way video account for at least 90 perqant of 
all transactions, As a result. service to the pubiic is 
primarily by means other than face.to4ace contact 
with an SSA representative. ' 

Anyone can access a toli.free national telephone 
number (e.g. OOO-SSA-2000) to file claims, obtain 
service and make appoirumenrs. etc. The national 
number routes calls to the nearest available 
teleservice center as traffic dictates .. These centers . 
are staffed by highly trained and quallfled employees 
as well as computer synthesized voice and artificial 
Intenlgence programs that can often handle cans. 
indlJdlng claim filing, with~ ~mployee intGlVention, 
The national telephone number can be accessed 24 
hours per day, seven days a week. 

SSA now has the capability to deploy self-service 
stations for fding daims, requesting information, filing 
required reports, etc. SSA has the option of instaillng 
these stations at the district offices or to provide this 
SeNtee through existing netw~s of widely available 
ATMs used by many service providers, These 
networl<:s now provide the public with conveniently 
located tcnninafs from which they can access various 
commercial services. Acustomer using a seff~servlce 
station in adistrict office could opt to interact through 
the terminal's two way video screen with a Social 
Security representaJive who is physicany located 
elsewhere but can see and talk to the beneficiary.. 

The seif-seMce stations at SS,A'S district offtces 
enable the transaction of business in anyo! several 
languages at the choice of the customer, much like 
some bank ATMs did in the 1980s. They wou!d also 
provide a means of efficienUy serving the walk-in 
traffic, as well as the hearing/speech impaired. , 

Wh~e SSA's records are securety protected from 
electrorUc tampering. those people who"have home 
computers can use them to communicate with SSA to 
fie claims, get earnings statements and obtain benefit 
estimates, 

District offices handle complex fat»to-face 
conlacts, manage personnel working frqm home and 
oJSpatch emp*oyees throughout their geographical 
area to assist the public. . 

Technological advances and the widespread use of 
teleservlce:"facilrues have focused some SSA 
employees on comptex case 5it~tions" These 
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employees are traiMd speciticaUy to handle these 
situations aoo concl~ntrale on speedy resolution so 
thai they rarely remain unresotved for more than a few 
days and payments are on schedwe, 

Nearly all face-to·face service is by appointment. If 
someone desires or needs actual personal contact, an 
appointrTmrlt is made at the district office, the home, 
or ot~r convenient location, 

SSA has arranged wilh States' vital statistics 
bureaus to make it convenfent for parents to obtain a 
social seeU!ity number and card for their newbom 
child. When parent:.; apply for a. birth certificate they 
can check a box on the State forms to request a. 
number for their child, ,Since a social security number 
IS needed to claim <::hildren as dependents once they 
reach age 5. most r:arents; make use of this 
procedure. 

The States have been enthusiastic aborn the 
process since it givos them a more comph:te record. 
During the 19905. after the fil'$1 few States adopted the 
practice, the others found it attractive and opted in. 

,.." . 
Any alien admitted to wOrk receives a SSN as a 


result of filing normal admission papers with the 

Immigration shd Naturalization Service (INS). No 

separate contact with a Socia! Security office is 

necessary. 


Another service i~; offered in connection with the 
enumeration proce!;s. Wl1fte the Sociai Security card 
issued to the infant is made of paper just as it was in 
the 1980s, any person issued a card later In life has 
the option of receiving a "smart card". This card is 
capable of holding large amounts of data and is 
avallabfe for a muftlpticity of uses such as highly 
secure identity device, multiple credi1 card. 
Checkbook, medical record card, bank card. etc. It is 
a universal card that can seNe muttiple purposes both 

. Governmental and pnyate. 

A major irutiative, started in the 19905, 
aUfornaticaJly provides earnings and benefits 
information 10 workers over 25 years 01 age every 
three years. Each worker receives a notice showing 
total earnings by year and employer, an estimate of 

'retirement benefits at normal retirement age. a 
s~tement of disability or SLlfVNof'S benefits the worker 
is entil.1ed to as 01 the date of the notice. or the 
number of additional quarters needed for entitlement 

The claims process for benefits at normal retirement 
age no longer requires flUng an applicatiotl. Shortly 
before attaining normal retirement age, living. covered 
SSN holders are nc-tified of potential entitlement The 

notification provides a statement of benefils payable 
at that time and an estimate of benefits paya~e If 
claiming is postponed. (This approach may 
encourage the individual to delay relrre~ent)~ 

If the worker decides to rctire,' he notifteS SSA of 
that decision and payments begin. If the person 
chooses to delay benefrts, he simply does not 
respond to the notice and may file a claIm at a later 
date. r 

The number and percent of payments made by 
Electronic Funds Transfer (EFT) has continued to 
accelerate since ;he late 1980s. Duect qeposit by EFT 
is the standard way SSA pays benefits unless the . 
ben&ficiary specifically requests another method of 
payment Qr has no bank account The Agency then 
offers the person with no bank account the optk»i of 
using the SSA·isstJed smart card to withdraw funds, 
from designated banks. SSA has arranged with 
several banks to issue payment. BenefICiaries can 
withdraw their benefits eilher at a teller or that bank's 
ATMs. 

, As a result, few checks are issued and bencficiaries 
have enhanced security. The lost or stofen check is a 
rarity, 

The reporting bUrden for the public has been 
reduced with the elimination of the earnings lest' at 'uti 
retl(ement age and the ability of SSA computers to " 
aUlomaticalry compare their files with other F'ooerru or 
State computer data bases. 

Some reports remain neCessary. Disabled peopte 
are SIn! ,expected to report cha.nges in conditions 
which would affect their disability status. However, 
the need for benefICiary and recipient reponing has 
been significantly reduced, 

The overpayment/debt collection problem that 
received so much attention in the 19703 and 19005 is 
reduced. Program simpUfication and matching . 
techniques result in few incorrecl payments and these 
are usually discovered early while they are quite sma!! 
a~. therefore. easy 10 recover. SSA'sdebt coIfectlon ' 
methods use hilling techniques and cross recovery 
from other Federal payments to insure a satisfactory 
recovery rate. 

Employers have also been relieved of a huge 
reporting responsibility. The law has always 
"mandated that employers report the wages of their 
employees for FICA purposes quarterly until the 
mid-1970s and annually since then. At the same time 
these employers had to report some of the same 
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"information quarterly to lhe states for other purposes 
such as unemployment compensation. 

SSA now electronically obtains tho reported wage 
data from the states and uses it to credit the worker's 
wages for ~I Security porposes. Thus. the need 
for an empfoyer to report to both the stata and federal 
govem~nt has oc-en reduced. 

The admlnmtmUve appeals process Is much more 
convenient Two--way video screens are avaiable in 
field offICes where, by appointment, the person can 
receNe a complete hearing on any appellate issue 
through lhe 0000 hookup. The heating officer can 
see and interact with the person as well as exchange 
documents, imaged and transmittable electronically. 

In the 1970sand 19BOs, SSA had avery 
burdensome appeals process. Over 90 percent of all 
appeals ifl'VOlved the disab.l1ity issue. The benefICiary 
was frustrated by the length of the process and SSA 
was fftlstrated by its cumbersome nature,l.e., firs! a 
paper review. then a hearing before an Administrative 
law Judge, next a review by an appeals council and 
finatty. through all levels and districts of 100 rederal 
court system. '; '. 

In the 1990s. the process' was silT'lplifled so that a 
single Federn:1 court. short of the Supreme Court, 
provided the last appeal level outside SSA This 
produced much .more consistency in rulings and has 
improved administration of the program. 

Technology 

SSA has taken advantage of advances in 
lnfom'lation technology to automate its processes 10 
the ~mum extent consistent with efficient, 
eost..effectlve operations. 

Each employee. whose job requires ft, has ready 
access to an autofl)ated voice/data workstation that 
serves both as: 

• 	access into SSA's program, managemenl and 
admirnsttatNo data bases and systems; and 

• 	a self·contained data processing unit, C3P,abJe of 
performing calculatia.n5, word"processing, 
graphics, document storage and retrieval. etc.. as 
appropriate. . 

Reductions in the cost and size of information 
technology have permitted the widespread distribution 
of SSA data procE~sing. storage and retrieval-' 
functions. 

Implementation of the systems plans of tho 19BOs 
was completed In the early 1990s.. As a result. SSA is 
In a modem technological environment Rapkf and 
dramatIc technofogical changes make available vast, 
efficient and effective opportunities for hQ...; work is 
done. where it can be done, and who can do it All 
operational offices am equipped with ihteractlve _ 
tenn!nafs a~e 10 aCcess virtually all of $SA's 
administrative and program files. 

Many functkms are supported by artificial 
intelligence af!d expert systems. SSA facilities have: 
oompU1er~ training materials and program. 
instructions as weN! as scsnners{imagers capable of. 
reading typed or handwritten documents. translating 
them into computer usable form, and eleClronicany 
sending them anywhere for storage. facsimile 
reproduction or viewing on a computer terminal 
screen. The processes. of making Agency polley and 
issuing fegulations are ·also supported by artificial 
intelligence systems whk:h apply expert logic to facts 
and alternatives. 

All data bases are fully online and can even be 

accessed dlrocfly by th~ public, when appropriate. 

Papedess processing Is the norm. All pertiMot 

evidence is imaged and s10red electronicaUy. 


Actions initiated by a customer ttI'? communicated 
to SSA by whatever means the customer chooses. 
This Is also true of the fesponse, The communication 
can be through SSA voice interaclive terminals, ' 

. personal compUters, telephone or maU, All records' 
are maintained in electronic form with paper files 
being virtually non...exislent. 

All'documents obtained after 1900 that require 

relent ion have been stored In electronic: form. Paper 

jiles. claims folders alld the need for cavern storage 

are all gone. 


Distributed data processing and data storage are a 
reality. The processing and storage of SSA's data 
have been widely distributed to the lowest cost 
effective level, in some cases to the indMdUai 
workstation. CompUler matches occur routinely with 
all State and Federat data bases as welt as some 
pr1vate data banks. 

The abil~y of each $SA computer system to 
communicate diredly with other computer systems 
inside SSA arid with other federal, State. and some 
private systems has permitted Immediate response to 
claimants, other inqutrers arid SSA support personnel 
across the country. SSA has created a unit 
responsible for Interagency systems coordination to 
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facilitate the numerous data exchanges so criticaJ to 
. SSA', misslon. 

Office automation has become a reality at every 

$SA faCility, Workstations are equipped with 

Slate-d-lhlHlrt information processing and 

communication tools. 


All SSA workstations across the country: Including 
portab*e terminals, are connected by an electronic 
network which aUo>m, sharing of documents. drafts, 
memOs, etc. In its search for maximum automatiOn. 
the agency has begun instaUatton of "dictation-lo
print" word processors which convert the spoken 
~ord to type, eliminating the need to enter documents 
by typing on. keyboard. 

Needed systems changes can now be effected 
·easily, as a layered systems architecture has been 
implemen,ted, $SA systems evolution and upgrades 
are now routine. 

Security policies and access safeguards are in 

place. Attempts to violate these mechanisms are 

carefully monitored and investfgated and any 

necessary correctivEi action is taken promptly.
, 

Organization 

As the Agency automated its program processes 
and moved from a technical workforce to a 
information processing workforce, the increased use 
of commoofcations and data proCessing technofogy 
changed Ihe management structure of the Agency. 
Fewer management layers exist in today's 
organization than in that of the 1980s. 

Workload ptOCes5ing centers perform a variety of 
operatIonal actlvltie!; besf done in centralized 
locations,e.g:, large wortdoads which are cyclicalln 
nature Of require rnanuallnteraction with the 
automated data processing systems. SSA now has 
the capactty to trdnsfer workloads electronicaUy 
betWeen processlnU centers and other locations, The 
increased use of teleservice and the concentration of 
service demand it produces, now allows eConomies of 
scale which promote the delivery of services which 
are not feasible in a district offICe sct11ng due 10 low 
demand incidence, such as multilingual service. 

The experiments in innovative procurement 
techniques which were conducted duting the 1990s 
were. to'r the most part, successful and have now 
become Standard procedures. As a result, most 
procurements of facilities or equipment with a 

, predictable life cycle are conducted thiough M 

long..term resupply contracts. This has routinized 
needed upgrading and maintenance. . 

A promising result of these experiments is the 
Institute forthe Development of Social seCurity 
Service Systems. Bom out of the trauma:'of 
Implementing large scale systems modernization 
efforts In the 80s and 90s. this tostitLlte is an 
independent, non-profit research nOd development 
organization with SSA as tis only client. It has a long 
term CQrItract to meet SSA's needs for testing, 
developing and adapting new technology to SSA 
business processes. Because it is ~outs.lde" the 
federal govemment boundaries. it can procure 
~eOOed talent. facUities and technology far more 
flexibly than SSA can internally. This institute. 
patterned after the Mitre Corporation, has been the 
single most powerful farce behind the eJimina1ion of 
the technology gap between SSA and simi3r priVate 
setVice providers. 

As the management structure changed. 
management roles had to shift away from the 
traditional controlling of work to facilitating the flow of 

. information. Since members of an organizational unit 
may be geographicaHy separated from each other or 
work at different times. the manager's primary 
responsibility is to facilitate interaction within the 
group. Expanded authority has been delegated to 
lower fie'd management levels throughout SSA. 

The SSA workplace ls differen!: from that of the 
1980s. Management has diUgentiyattended to the 
"human needs" of employees. There is increased 
emphasis on open communication between 
management and employees, Creativity, innovation 
and risk talcing are en~ouraged. AexlbUity is provided 
thrl?ugh alternative work hours and increased 
opportunity for part-time employment All offices are 
modem, comfortable. pleasant places to work 
Physical fitness programs are in ptace; some facilities 
are ansite, but In many locations, special 
memberships are provided to SSA employees. 

There are computer terminals at most employees' 
worksites.. The development and delivery of both 
training materials and program instructions are fully 
computer supported and can simulate interaction with 
the operations sytems so trainees and olher 
empfoyees can leam from "live" cases. 

In headquarters, and the field, technology has 
altered the way most jobs are performed. Because of 
the streamlined workflow, many positions have been 
revised. This has been a necessary, ongoing process 
as specialized functklns diminished during the last 
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decade. Broader~scope posltions requiring greater 
skills are being developed continually. Personnel 
movement be!Ween aNt among headquarters and 
fleid components is encouraged and supported by the 
Agency. A proper bal<,mce is maintained between 
headquarters and regional staffmg levels and field 
staffing levels. 

Since (echnologlC<d changes, and to a lesser 
degree, program changes have resulted in significant 

redeployment of emplov-. SSA has strengthened 
and expanded ftS training and retraining programs at 
all levels of the organization. New managemffflt 
techniques. kflO'NJedge, sldlls. and abilities are 
needed, management development proQrafns ~p!ay a 
significantly more critical role in the training and . 
selectron of flew rna~rs. ' 

The Agency is ready for the lwf!nty~tirst century. 
The future is here. 
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4 Strategic 
Recommendations 

This section lists 29 recommendations:: 3 
suggestions for prboram simplifteation, 9 initiatNfJS fm 
service imprQ\lement. 10 enhancements to the way we 
use technoJogy and 7 proposals In the areas of . 
organization and human resources. These 
recommendations form the core of the SSA Strateg~ 
Plan. 

A brief rationale is provided for each 
recommendation. Most of the recommendations are 
independent activities which can be acted on or 
stal1ed withoUt reiying on the others. Some require 
that others be accomplished first Together, they 
make up a plan at action for the future. . 

Programs 


1. Facilitate Enumeration 
SSA should work with 8!1 Slates and jurisdictions to_ 

promOte voluntary enumeration at birth as an optional 
(to the parent) byproduct of obtaining a birth 
certificate: Tois could be achieved If States agreed to 
include a request fa: a SociaJ Security number (SSN) 
on their birth certificate applications, and to 
periodically report tt) SSA. using electronic media, the 
necessary identifying information to issue an SSN. 
The SSN and a Social Security card would be 
fOiWarded to the address of the parents. The number 
would be shared with the State's Bureau of Vital 
Statistics. This recommendation can be implemented 
by expanding the present enumerat10n at birth p11?lIO 
a standard SSA program> 

Individuals who are not enumerated at birth couJd 
obtain an SSN through the present method. 

A,!leos entering Ihe Untied States for pu~s 
requiring issuance of an SSN shoUld be enumerated 
as a byproduct of their initial processing through the 
Immigration and NaturalizatIon Service. This can be 
achieved by SSA's establishing an agreement with ttle 
INS slmnar to the one with the States. 

Between now and 2000. $SA's public information in 
tnose States that have agreed to tho enumeration at 
birth process should routinely sugges1 that the SSN 
be obtained at birth. 

Ratkmale-While the process for obtaining an SSN 
has changed O'!fe( the years, the enumeration policy 
essentiaRy has been that peopJe may obtain an SSN 
when they desire to do so. Since the 1970s, howtrver, 
various legislation has required that SSNs be 
obtained. in some cases at an early age. An SSN IS 
now required to establish a bank account which may 
have potenUal tax liability, and SSNs are mandatory 
for children (NeT the age of 5 if parents claim them as 
dependents on lax returns.. 

Reqoosling an SSN requires completion of a 
ml.1hi-paged application, proof of age and/or identity 
and Is normally done through a visit to a Social 
Security office, 

The great majority of parents woUld likeJy find· 
enumeratIon at birth convenient and effIcient. Legal 
immigrants would also benefit from receiving 
necessary documentation without multiple contacts 
with several government offices, SSA would Improve 
Ihe efficiency and accuracy of its processes, and the 



States would welcome the added avaJability of 
information on their recordS. 

It is expected that, by the Year 2000, SSA will be· 
. issuing four miHion SSN's annually to children under 
the ag-e of five- and leQal immigrants. It is estitnated 
that at least three quarters of these SSN's could be 
Issued through the proposed mechanism ai an annual 
savings to the $SA operatlng budget of 20$ million 
1987 doUars. 

2. Eliminate the Earnings Test, 
. The annual eaminns test shoufd' be eUm!n-ated {or , 

beneficiaries over full retirement age, Benefits should 
only be recomputed 10 include the effect of earnings 
until full retirement age or until filing. whichever oc~urs 
later, 

By the Year 2001?, a de!ayed retirement credit of 8 
percent of the benefit amounf at full retirement age 
should be awarded tor each year beyond that age that 

,benefits: are postponed. 

Rationale -From the inception of the program, 

beneficiaries have had to restrict their eamings to 

obtain the maximum amount of benefits, If a 

benefICiary ea:rns in excess of a certain amount. 

benefits are reduced. Throughout the years. the 

fotmula and policy have been changed to permit 

higher earnings. but the deterrent to work has 

remained. 

As labor focce growth sl,ows to a haft over the next 
two decades. ioc.reaslng labor shortages wh! make 
continued work ~ dder, experienced Americans not 
only desirable but needed. Eliminating the retirement 
test woufd provide apowerful incentive to older 
workers to continue em~oyment past the nonnal . 
retirement age. 

Delayed retifement would be further encouraged by 
an increase from 3% to 8% in the delayed retirement 
credit for ~ch year benefits are delayed past full 

, retirement age. 

Two other benefits would be derivedJrcm these 
changes. First. the FICA taxes associated with the 
workers' added earnings would prOvide added 
support to the Trust Funds. Second, the, biggest 
cause of payment errors - the retirement tesf- would' 
be substantially reduced due to the elimination of that 
provision for those of fu{I retiremtml agB, as would the 
labor intensive workload due to Its admi~iration. 

3: Simplify Benefil Computations 
Computation of benefits for an entitlement sflUZllions 

should be sjm~ifled so that they are simpler to do and 
more understandabte to the public. The number of 
afternative ways of computing benefits shoufd be 
reduced t~ less than ten and. ldf!8ny. to no more- loon 
rIVe. Reduction factors for aU beneflts should he . 

. uniform. 

Rationale-Computation of benefits for workers, 
dependents and survivors are based on multiple 
lormu!as which have grown increasingly complex over 
the years as they were adjusted to accommodate an 
ever !nereasing number of specific circumstances, 
These computations are difficult to explain mallyand 
nearly impossible to explain in a written notice, As a 
resun: many beneficiaries liari)()r doubts about the 
accoracy of their benefits, Recomputations are a 
labor·intensive. annuat process when subsequent 
earnings increase the' benefit amounts of the worker 
and any dependents. 

, Replacing rhe 18 computation formulas that exist 
today with a simpler set of standardized formulas 
covering all situations would streamline 
paymentlbeneflt levels, assure a continuing 
relationship to purchaslog power, and make it 

,possible to provide a simple, understandable 
explanation to the beneficiary. The formulas would be 
easily automated. maintained with consistency and 
significantly reduce the amount of technicat 
knowledge employees must maintain to property 
serve the public. 

Service Delivery 

,1. Expand Telephone Service 
SSA should move forcefully 10 make telesennce the 

predominant mooe of service long before the Year 
." 2000, This includes establishing the necessary 
physical facmfies, communi~tions and data 
processing systems, organizational structure and ' 
t,raining 'programs tC) provide 24-hour. 365 day a year 

service. Access to the seNice should be through a 

single nationwide toll free number that IS easy to 


.obtain and remember. 

Thete should be flO transactions that could not be 
,at least initiated by a telephone call. SSA should be 
able to handle at least 90% of all transactions through 
le1eservice. Even when face-to·face contact is 
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I 
needed or desired by the customer, an appointment 
for a visit to the nearest office should be made by 
phone. 

tn implementing this recommendation SSA should 
tat<e adVantage of an appropriate technological 
advances such as tOtcractive voice messaging, expert 
systoms. volce synthesis, etc., which can make it 
possible to deliver a hfgh level of service to the 
telephone customer with reduced need for employee 
intervention. 

Ralionale-A survey released by the HHS 
Inspector General in September of 1987 found that 
60% of SSA customers would prefer to tranSact Socia! 
SecurilY business ewer the phQne rather than through 
a visit to a district office. To the $SA customer of the 
Year 2000. it will seem an imposition to have to visit a 
government 'office to do business like thai provided 
via telephone by commercial seryice providers. 

Expanding telephone seNlce would position $SA 
10 meet this changing expectation by altowfng 31 to 
41 million SSA customers (of the 52 million expected 
10 transact business with SSA in the Year 2000) to do 
Iheir business by phone. This would save the public 
millions of hours of trc-vel time annuauy. 

Further rationale tot" pursuing this reCQmmendation 
is the great potential for efficiencies and service 
innovations made available by the economies of :scale 
inherent in teleservice. 

Once SSA makes the investrrient in facilities and 
equipment required ie, provide high quality telephone 
setVice during coast·to-coast working t'tOOfS {12 hours 
a day), little additionaJ investment is required to 
provide 24 hoUf service. 11 experience with the service 
Indicates sufficien.t demand for st3ffed telephone 
service at night. that demand can be met wlth an 
appropriately_~I:zed night staff. . 

2. 	 pursue, Self-Service 
Stations Option 

SSA should establish t~necessary data 
processing and communications capability to give 
SSA the option, by lhn Year 2000. to instal! self service: 
statlons in the district offices. personnel offices of 
large employers aiod, through acCess to commerclai 
ATM networks, in high traffic public places such as 
shopping centers. These stations should make use of 
ATM techooogy to provide the public a Simphl, 
easy-ttruse ~temative for obtaining Information and 
conducting mOst traru-.actionS wiIh SSA without the 
need for a personallnlervtew. These stations should 

be equipped. n technology altows n. wiih two-way 
video connectkms to SSA teieservice centers. 

Rationale-The SSA customer of the Year 2000 will 
be used to and expect the COI\\IllI1Ience of doing· , 
buslness in ways othef than face-to-face. Telephone 
and home video shopping will be common, Banking 
through automated teller machines will have been 
rqutlne to a majority of the popuiation for over a 
decade. Large commercial networks of ATMs are 
expected to be e$ta~ished during the 1990s through 
which the public wilt be able to access multiple 
services. SSA could provide access 10 its services 
through those networks, mnce customers will expect 
to transact business with SSA in the same convenient 
ways they do with other service industries, 

Implementation of Ihls recommendation wUl 
support SSA's efforts to sustain its tradition of 
provtding a high quality of service. It wBl also enhance 
the efficfency and efficacy of SSA processes. 

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

information dissemination program to promote the 
public's Urlderstanding and confJdence in Social 
Security. especially in terms of Trust Fund fiscal 
soundness, As part of this education program, SSA 
should increase and improve the informatIon provided 
to the public concerning the nature of the program 
and hs benefits, . 

Rationale - Many younger workers believe that 
when they become eUgible to retire, the Social 
Security Trust Funds will not be able to provJde them 
with the benefits they have earned. Further, the public 
Is generally ttnaware 01 the protection provided for the 
worker ancs"tne fai'n11y in the event of disability or 
death. The lack of understanding of the SSA. program. 
me purpose of ns benefits and its fiscal soundness . 
needs 10 be corrected since 1t undermines the 
long-term effectiveness of the program 

4. 	 Provide Periodic Benefit estimates 
SSA should begin a major initiatfve to automatIcally 

provide eamings information to workers over 25 years 
old fNery three years. Each SSN holder should 
receivtt a dear notice showing total earnings for each 
year, the namas of all employers. an estimate of 
retirement benefits at norrnru retirement age, a 
stal""",,. 01 ~encfrts the worker (or lam,y) is entitled 
to as of the date: of the notice, In case of death or 
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disability, or the number of additional quarters needed 
to bEi insured. 

A three year perioo should be allowed to request 
correction of any err:>rS, after which the record cannot , 
be changed. Subsequent notices would inch.x:le an 
earnings information but error correction woutd appry 
Only to the last three years of eamings. 

Rationale-Implementation of this Inltiative would 

provide an effective process for ensuring the accuracy 

of earnings records, since workers would be aware of 

defIciencies in their record within three years of the 

I'T\istake occurring. Such errors would be far casler to 

correct than errors discovered when filing for 

retirement benefits, after a lifetime of working. 


In addniOn, the periodic availability of complete, 
timely and accurate wage and benefit information 
would be of assistance to the public in financial 
planning, tt would also Jncrease public awareness of 
the value of the program, particularly for younger . 
workers. 

5. Simplify Appeals Process 
SSA should streamline the appeals process by 


reducing tile present multiple appeal levels. SSA 

should also explore the designation of one federal 

court which would provide a sihgle appellate level 

outside SSA short of the Supreme Court 


SSA should puf'SIJ:e the establishment of two-way 
video facHitles, and !he necessary supporting 
communication mOilies. for the conduct of locatlon~ 
independent appeal hearings. This includes the 
enhancement: of electronic data acquisition, storage, 

. retrieval and transmission systems to make the 
complete appeal rncord readJy available to hearing 
officials anywhere in the country. 

RationalB-The E'xisting administratiVe appeals 
process has multipl!:'~ steps. It lmolves a paper 
recOnsideration followed by a face-to-face hearing 
before an administrative law judge and then a review 
by the Appeals CotlncU, From there. any case can be 
appealed through the various Federal court I~s, 
Tho customer Is frustrated by the complexity and 
length of the process. SSA is frustrated by its 
cumbersome nature and the system's inherent 
propensity toward lIneven results. 

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

enhance the qualfly and consistency oflhe decisions 
tt produces. 

Two-way video facil:ities and electronlc storage and 
retmwal would provlde claimants with greatly 
enhanced accessibUity to heariflQ officialS. tt would 
also allow locating hearing offICials in centralized 
locations, promoting economies of scale and the' 

· avaiIabUIty of appeal services (such as bUingual 
hearing officiaJs) not possible under a more dispersed 
oorntguration. 

6. Expand Automated Data Exchange 
SSA should proceGd, as quicldy as possible, to 

establish new and updated agreements with federal, 
State, local and private organizations, for the 
electronic exchange of data required to substantiate . 
customers' statements and to verify compliance with 
program requirements. This indudes information 
such as birth, death and marriage records, state 
benefit payments. etc. As a critical part of this effort, 
SSA should _ with tho States to establish data 
formatting. storage and transmission standards as 
weB as the AD? facilities necos'sary 10 accomplish the 
exchange or data between SSA and State systems. 
The final burden of proof in cases where electronic 
data matches are not successful Of possible shook! 
remain with the customer, Implementation of this 
recommendation may require estabUshIng an SSA 
component responslble for interagency systems 
coordination. ' 

Rationale- SSA polley and operational procedures 
presently require paper documentation to establish 
eUgibility. Claimants are'required to bring or send 
needed proofs to the $SA office. Today. the retention, 
retrieval and volume of SSA's paper ftleS are 
significant cost items. Advances In technology make 
possible the electronic aCQUisltion and storage of the 
retjwroo information in a much morc efficient, rapid 
and reliable manner without. In many cases, customer 
intervention. 

Service to the public would be enhanced by 
reducing the: need for .customers to obtain, pay for, 
bring to the SSA office, and risk losing documents 
needed to substantiate claims. These documents are, 

· for the most part, paper certification that the 
information they contain resides in organizational files 

·which can be accessed electronically. 

Implementation of this recommendation is a 
prerequisite to implementing other recommendations 
of this strategic plan such as automatic entitlement at 
normal retfrement age. 
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< Additional benefitS accrue to the Agency through' 
the elimination of huge paper files am the costs of 
storing and managing them. Benefits: would also 
accrue from speedier, more reliable processes tor the 
enlorcement of program requirements. 

7. 	 Reduce Earnings 

Reporting Requirements 


SSA should exploro the possibility of ,opIa<:ing the 
existing employers' wage reporting requirements with 
agreements by which the states would share with 
SSA. through electronic media, the wage data 
reported by employers tor unemployment insurance 
and program puqxl$es., 

Rationale -Impl~ntatlon 01 this 
te~mend~tion would eliminate a major reporting 
bUrden for employers. It wouSd also enhance the 
timeliness aflcfaccuracy'of wage data used by SSA. ' 
and may reduce somewhat the number of wage 
dlSCf~ncies that must be resolved annually. By 
replacing 180,000 magnetic media and 6.5 mllion 
paper wage reports (in 1986} with 57 electronic 
raports from the Stales and other Jurisdictions. SSA 
would greaUy reduce the annual wage posting 
worldoad. 

8:· Provide Automatic 

Notification of Entitlement 


SSA shoutd establish a process of automatic'. 
notification of benefits at fuU retirement age. Three 
months before attainment of fuD retirement age (as 
defined by law). if a\ Social Security number hdder Is 
alive and not already receiving retirement benefits., 

, SSA wourd notify Ihe worker of entitlement and the 
estimated benefits based on posted earnings 
information (a summary of which would be lncluded in 
the notice). The worker wouid have the option to 
'begin or delay benefit payments. 11 the worker opts to 
begin benefItS, and assuming there is no earnings 
discrepancy. signing and returning the notice to SSA 
would suffICe to in~,iate payment on" the appropriate 
data. 

If the worker decides to delay benefits, only , 

Medicare enrollment wOuid lake place. The worker 


would contact S$A when he subsequently wants 

monthly benefits to begin. 


Rationale - AJ. present, claimants must visit or 
telephone SSA to file for benefrts. Paper proofs are 
brought or sent to the office, In some cases, multiple 
~rips to!he office are necessary. Most if not all the 

l 
Information to verify whether a worker is alive and 
entitled to benefIts. compute the' benefit amount and 
initiale payment Is already available in SSA and other 
federal and State rues, This Information is accessible 
through electronic means. making the submittal of 
proofs and the existing claims filing process not only 
unnecessai)', but inefficient as well. ' 

Implementing this recommendatron would 'allow 
SSA to maintain the number of claims liled {rather 
than automa.ticaJly rye1Wed. al about the t9S7Ievel, in 

. 'spite of an expected increase of one millIon naw 
clai~ a year by 2000. 

9. 	 Expand Payment Via Electronic 

Funds Transfer (EFT) 


SSA, in concert with'tho Treasury Oepartment, 
shouf(f encourage EFT as the standard benefit 
payment method, By the Year 2000 EFT should be 
the automatic method of payment unless the 
beneficiary requests otherWise. SSA and the Treasury 
Department should also conlract with banks so thai 
benefk:iaries who do not have a bank account' can 
withdraw their monthly benefit paYment from 1tte 

, banks' teller -:nachines usfng SSA-issued bank cards. 

Ration31~-Payment by electronic fund transfer to 
an individual bank account has been possibl'e since 
the 19705. WhHe $SA has neither encouraged nor. 
discouraged this option. about 4 out of f'Nery 10 
benefit payments are presently made thrOugh EFT 
and this fraction is increasing ~bout two percent pcr 
yeaf, The Treasury Department is increasingly 
encouraging EFT payments since they result in 
substantial administrative cost savings. 

Conversion to EF1' as the predominant form of 
paYf!lent would signlftcantly Increase the seclirity of 
payment to each beneficiary. It woutd also improve 
the efficiency of SSA prOcesses. 
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,Technology , 


'1. 	 Modemize Information Architecture 
SSA should implement a'broad-based information 

. architecture to permit attainment of operational 
objectives whHc accommooatmg new requirements 
and technology quicldy and efficiently. Key attributes 
of the needed architecture are: 

• 	~ br~ ~oncePt of data needs encompassing all 
of the Agency's processes, not just the 
programmatic ones. 

• 	 consideration of the most Cost-<!ffedNC means 
for storing, retrieving and transmitting each type 
of information SSA needs, in the context of how 
that intonnatian is used and processed. 

• 	 Independence of Its major components or layers 
, 	 such as physiC'll (storage, processing and 

communication) infrastructure, data. 
programmatic algorithms, cusfomer(user 
in1erface, workload control and management 
information. 

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

• distribution of data storage and processing to the 
. towest levels in the organization at which they 

can be ~rfomled cost-effectively. 

Rationale -The service improvements and 
processing efficiencies that technology is expected to 
make possible are predicated on the existence of an 
operating information architecture signifICantly . 
different from SSA's present one. A change to an 
architecture with the proposed attributes would not 
only allow attainment of these efficiencies and service 
improvements, but would position SSA to swiftly . 
respond to legis/aU·...e changes and easHy upgrade its 
systems as data processing/communications 
technology evolves. 

2. 	 Eslabllsh An Electronic 
Workstation Network 

SSA should implL'fTlent an integrated electronic 
network to serve au of the AgenCy's programmatic, 
management infomlstion and office automation 
needs with 'all appropriate clerical. technical. 
prof~kmaJ and managerial employees being 

assigned a dedicated workstation, This wo~tatiQn 
should provide a direct. online link with SSA's 
program and administrative Informa~on and . 
communlcalion systems. It should also pf{)Vide ' 
capabilities for processjng an Informaliqn that Uw 
employee is authorized to deal with. Th·e ln1egrated 
network should also provide for communications to 
and from the workstation (c.g.,using clectronic mall, 
documentJimage transfer. and voice messaging), 
among all appropriate SSA employees. and 
designated employees in other organ~atlon$. 

Rationale - The productivity. quality of work. and 
work environment of most SSA employees can be 
significantly e~nced through the use of eXLsting 
offtCe automation, communications and data 
processing tools. Since most employees fl()eO to use 
more than one of these types of tool.s {process a 
claim. type and send a memo, Slore and analyze data} 
separate systems and communication networks to 
service each of these needs wouk! negate the 
efficiencies to be gained by using the tools. SSA 
employees should be able to call up'on their 
workstation whatever toot is needed at the moment, 
rather than using different terminals for'different 
functions. 

The availability at an integrated 
ADP/commuoication network would also enhance 
SSA's abiity to shift worldoo.d processing from 
Jocations with backlogs to locations where staff IS 
underutilled, 

3. 	 Convert to Electronic Storage 
and Retrieval of Documents 

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

~ Implement. at the earliest possible opportunity, 
an electronic storage and retrieval capability. 

• Store new documents etectroni~ny. 
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• 	Convert existing documents to eloctronic storage 
only where justified py service and cost 
considerations. 

• 	Eliminate remaining paper files gradually as 
retention periods expire. 

RaUonale-C1afms information. Soc~ Security 
number records and ~Idrrnnistrative information are 
presently maintained in folders and paper form. Only 
the Master Beneficiary Record and Supplemental 
Security Recon:f are preserved in electronic form All 
Olher Information systems have paper or microfillT' 
files as their backup and each claim for benefits has a 
paper folder, 

. 'fhe cost of electronic processing. storage and 
relrieval of information woufd be dramaticalJy reduced 
comparoo 10 manual. hard-copy information storage 
and retrieval processes. The 391'J"U11ion active folders 
presently occupy 660,000 square feet of storage 
space and require from 1 to 7 working days to 
retrieve, By contrast, electronic storage of the same 
docUments would require some 5,000 square, feet of 
space and would allow acc~ss of any document from 
any electronic workstatron within 30 seconds. . 

4. 	 Automate Instruction 
and Training System 

S$A should support all training a:11d program 
instructions actMtics with a comprehensive electronic 
network linked to data bases accessible through any 
of the Agehcy's automated workstations. These data 
bases should contain training and instnJctional 
materials easily accessed by trainees and employees 
throughout SSA. 

The system shou1d electronically develop, transmit, 
maintain, evaluate and rpanage Instructional material 
(both training lessons and operational instructionsj In 
a variety of formats and meOa 

Ralionale-SSA is presently experimenting with 
computer-based training (CBn and saleUite 
transmitted training. Most CBT material Is being used 
in the training of managers and staff across the 
country in the systems modernization effort. The 
satellite.transmitled material is for information and 
general purpose Presentations bwadcast to 17 
receMng sites. 

Over the next decade, the volume of training and 
instructional changes required by Agency transition 
will require a fast, effick:nt. automated lnstructionaJ 

system. Most paper·based instructional material 
which presently is typed, printed, warehoused, 
ordered, selected. boxed and shipped In operational 
sites in time frames measured in days and weeks 
could be made available to employees and trainees in 
mInutes or hours. 	 . ' 

The creation of this electronic network would 
provide easy access to updated material, shorten 
training lime, anow employees some degree of controt 
over the pace of learning, and allow n:mnagement to 
evaluate and analyze training activitIes ill a timely 
manner. 

5. 	 Automate Management Information 
SSA should, as a byproduct. or modernizing its 

processes, automate most of the information 
ccllecs:lon and proceSsing necessary 10 support the 
managemenl and analysis of SSA's processes. AU of 
$SA's program applications should be designed to 
take advantage of this development. Manageulent 
information should be automancal1y generated and 
made avanable through the manager's workstation 
rather than on paper reports. 

Rationale-Presently, some management 
. Information is dedved from the'Claims processing 
systems,. However, much of the information 
necessary for budget and resource planning is 
obtained through manual stroke tallies: and sampling 
techniques. This information is usualty transmitted l~ 
central offICe and distributed in paper torm. 

rhe automatic creation oi management information 
will dramatfcally improve both the accuracy and . 
timeliness of SSA's management information.

6. 	 Automate Audit Data 
i3ecause aU of SSA's significant fIlnctions will be 

supplemented or sopplanted by mooem ':lnd efficient 
computer systems. most of the information necessary 
to audit SSA's processes should be captured 
automatically by the processes themselves. Stringent 
and effeclive security measures must be instaHed to 
insure the integrity of the automated audit systems. 

Rationale-To the extent that data: Is captured 
automatically by the computer systems that perfonn 
SSA's functions. audits of these functions would be at 
once more accurate and less expetlSive than those 
performed today. The public would be served by a 
more accurate: product 

-------------------------------------~----~~3n3 




7. 	 Explore Expert Systems 
SSA should pursue the energeUe exploration of 


expert systems technology 10 support a broad 

spectrum oJ programmatic and adminfstrative 

processes. 


Rationale- Over the next sevCfaI years, most of 
SSA's program and administrative processes wUl be 
substantially improved by using automated systems. 
The great majority of all daims, postentitJement. 
enumeration and earnings records maintenance 
functions will be c{llTlpleteJy automated. 

By adding the une of "expert systems," which 
embody the thought processes of hUman experts, 
even relatlvety dfflicult processes, e.g., disability 
determinations, could be assisted by computers. In 
simpler cases decision makers would ootv be required 
to aulhenticate the adjudication proposed by the 
computer, and develop only those cases that exceed 
the capabnities of the expert systems, 

The public would receive more equitable 1reatment 
because:SSA would be abfe 10 make morc consistent 
and Umefy decisions. 

In addilion. the expert systems would leave an audit 
trail showing: how the decisiOn was reached, 
something often not avaitable with a human decision. 

8. Explore Smart Cards 
SSA should explore the feaslbH;(y and desliabii;(y of 

issuing new or replacement Social Security cards 
which incorporate a form of positive personal 
identification (e.g .• fingerprints) in machlne readable 

. form. In addition, fhese cards could contain 
microprocessors and substantial electronic data 

.storage capabaity, Because of their "Intelligence". 
these cards could serve a variety of purposes in 
addition to their primary purpose or pet'Sonai 
identification for the card~hoIder. Among applications 
that could be supported by these cards are: 

• Electronic funds transfer 

• Recording medical (ecords and health status 

• Recotd keeping for income tax purposes . 

• Recording MooicareJMooicaid insurance status 
(e,g., status of deductibles. co-pay, etc.) 

• Recording work hi.story and earnings records 
. status 

• Social Security benefit computalfons 

Rationale - The incorporation in a smart card of a 
unique and secure personal identifier could improve 
the utility to the public of the Social Secu!ity.card and 
customer dala storage and retrieval may' be facilitated. 

9. 	 Establl$h an Institute 

for the Development 01 . 

Social Security Service Systems 


SSA should establish an Institute fonhe 
Development of Social Security Service Systems, 
This sh~ be an Independent non-profit, research 
and development organization with SSA as its only 
client It should have ill long-term COOfrnCf to meet 
SSA's needs for testing. developing, a~ adapting 
new technology to SSA business proce~es. The 
Institute should also serve as a primary training 
source for those people who must use and implement 
SSA'sadvanced technologies. 

Rationale-8ecause the prop!)Se(l Institute is 
"outside" the fedefaf government boundaries, it can 
procure needed talent. facilities, and technology far 
more flexibly than SSA can. This agency can be 
patterned after the Mitre Corpomtlon. Because of its 
ability to rapidly respond to technology changes, this 
Institute should help us stay current with the latest 
technology, thereby enabling us to improve service to 
our customers and reduce our administrative costs. 

10. Complete the Modernization Effort by 
1990 . 

SSA should Insure that the: major objectives of the 
1982 Systems Modernization Plan (SMP) are achieved 
by 1990. This includes the objectives to modernize 
SSA's programmatic software. data bases, 
telecommunk:aUons, and caPacity, SSA has had 
significant success in meeting the . 
telecommunications and capacity objectives of the 
SMP. However, acceferated wotkwill be needed in 
the software and data base areas to implement this 
recommendation. 

Rationale-CompletkJo of Ihese major objectives 

. wl1i permit the Agency to commit significant personnel 


resources and energies to the improvements set forth 

. in this Strategic Plan. Thesa Initiatives clearly require 

SSA's continued direction toward state-of-the·art 
C8(.)3bility in the responsible use of technology, as It 
improv&s service dclivery to meet society's 
expectations throughout the next decade and beyond . 
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Organization and Human Resources 

1. 	Promote a Positive Work 
Environment 

SSA wi!! promote a work environment designed to 
encourage and 8S'Sist ell"lployees to become wen 
trarned and hfghly motIVated. with improved career 
opportunlties, Although implementation of the 
initiatives contained in the Strategic Plan may well 
result in changed or dirrUrdshed workforce 
requirements, SSA will continue lis commitment to 
managing staffing imbalances through normal attrition 
and thooghlfu! redeployment The Plan's initiatives 
wm result in the nE!ed for new skills which will be met 
through intensive, continuing training and retraining 
efforts, and recruitment as necessary. 

Rationale-Adoption of this recommendalion will 
give strong assurance to employees that SSA 
management recogni.zes their vital cornnbutions to 
past successes and that it intends to make f!Nery effort 
10 ensure not only that changes in the Agencywill 
have minimal shott term negatrve Impact but will. in 
tf.1e long term, result in a ~er 'NOI'k environ.ment., 

2. 	 Enhance Human Resource 
Management 

SSA should estabfish a process to forecast and deal 
with changes in workforce utilization requirements, 
This process should include the following elements. 

• Thougbtfui redeployment to meet staffing 

imbalances. 


• eofnm!tment to training and retraining. 

• Succession planning for key officia!s and senior 
managers,· 

• Replacemf?nt of staff losses in critical positlOfl$, 

-- Management development strategies. 

• Organil:atioru~ design and Job structures, 

• Performance standards. 

• Pay and work Incentives. 

-- Quality of the work environment. 

Ratlonate-Anticipated changes over the next 1'2 
years will have signifiCant consequences fOf'human 
resources management In SSA. Imp'ementation of 
these strategic initiarives will require f,twareness and 
sensitivity to employee needs. Effecttve management 
requires continuing recognition that the organization's 

. greatest assets are the skills and loyalty of its' 
employees. 

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

the knov.rledge, skilts and aUitudes necessary to meet 
changjng customer needs in a work environment 
undergoing rapid technological change. This can be 
accomplished through an intensified and eXpanded 
training effort. The I.nstj~ute for the Develop"menl of 
Social Security Service Systems should be lnvotvoo In 
the deve$opmenl of a training system as well as serve 
as a primary training source for the intensive efforts 
needed. 

Rationale -The skHls and skill mix required of SSA 
employees in the future are expected to be 
signilkan!ly dll!e_ from lhose oIladaY. A majority 
of the SSA worldorce of the next 12 yearS is already 
employed at SSA so the need for new skills for those 
peOf,)fe can amy be::net thrOugt~· training. " 

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

move away from the traditional management role of 
control. 

To meet the demands of a technologlcanyaltered 
work environment, SSA managers will need to move' 
away from 'he traditional management' role of controf 
to one of facilitating peer..to.peer'coordlnatian and, 
Insuring that Infannation is available whon needed. 
This change will require a major SSA commitment to 
training managers the required skills. 

Rationale - Technology is altering the rote of the 
,supervisor/manager from management of p00p1e to 

management of information. The pace of 

decisionmaking wilt accelerate. Under these 


. conditions, staff can not be supervised in the 
traditional sense. Since employees will be in contro! 
of the pail: of the process they are responsib1e (Of', 
they wm need to understand it, anci know how to use 

. the automated tools available to them. In an 
automated process, the employee shifts from being a 

-.~~--.-:..------------~----:-:-
35 

http:peer..to


, lechnician to being an information processor, Instead 
of a supervisor he needs a facilitator. New and. 
different techniques. will be essential for managers to 
be effective. 

5. 	 Establish Flexible Position 

Descriptions 


Broad-scope positions and position descriptions 
with brooder sknl mixes need to be developed to allow 
more flexibility and 10 overcome obstacles to 
qualification standards. , 

Rationale-Technology is artering theways in 
which most jobs are perlorme~:t Streamlined work 
flows. an increasing shift from technical to information 
plOcesslng jobs,. a reduction in specialized fUnctions 
and the increased use Of automaUon will produce 
major shifts in the skill mix needed to operate the 
Agency. 

6. 	 Increase Delegations of Authority 
To improve aCCOlltllabiHly and responsibility 

throughout SSA, some delegations of procurement 
and persormel rnan<lgement atJth.orUy should be made 
to office managers in both the field and headquarters 
components: 

RatlonaJe- Managers would be far more 

responsible and accountable for performance and 

better able to experiment With different ways of 


handling worldoods. Productivity and effectiveness In 
components woWS improve, 

7. Manage Implementation 

. of Slrategic·lnitiatives 


Responsibnlty for management of the integration 
and impiementatlon of the initiatives In'thrs Plan 
should be with the Office of Strategic Planning (OSP) 
which reports directly to the Commissioner. 

OSP, in concert with the line organ.lza.tinns. should 
develop implementation plans for each initiative. The 
pians would be carried out by the line organizations 
which would report status, OSP would monitor 
progress on aU Ptan initiatives. and would ensure that 
all aspec1s. of the Ptan are being implemented 
properly and tilTle1y. All needed tracking mechanisms. 
including trac~jng of the "GAO Management 
Initiatives" should be integrated into the 

. Commissioner's Activities Reporr and Operations 
Tracking System (CAROTS), befng cautious that 
CAROTS be kepi simple and manageable. 

Rationale-The strategic initiatives in the Plan 
represel1l maior chang(lS in the way the Agency 
conducts business. Implementation activities to 
accomplish the goals wiD number in the thousands 
and will 'cross organizationalline:s and so must be 
strictly integrated, monitored and controJ1OO. 'This can 
b~ be done by atl: organization outside the various 
components and reporting to the Commissioner. 
OSP provides an already existing vehicle. 
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5 Implementation 
Plan 

Introduction 

This Implementation P!an outlines an ambitious 
program lor bringing to frultion the programmatic, 
policy, technology ard organizational elements of'"e 
scenario described in Part 3. whHe at the same time: 
achieving. improvements in the efficiency of all aspects 
of SSA's operations and processes, 

Certain activities tUNe been purposely omitted from 
the Implementation Plan, activities which SSA will or 
should undertake, either as a matter of course or as a 
byproduct of its 0119OIn9 efforts to improve its 
business practices. These activities include: 

.• Improving SSA's tactical and operational 

ptanning and budgeting processes, especially 

wfth respect to actMties and resources not 

directly associated with achUMng the strategic 

plan scenario. 


• Improving SSA's day-to-<lav management and 
administrative practices aoo systems. 

• Maintaining and improving the processes, 
systems and procedures necessary tor SSA to 

accomplish its objectives prior to the 

achievement of "SSA 2000". 


.. 	Estabtlshing improved support systems and 
resources within the Agency. such as software 
engineering technologies and Ploject cootr':' 
systems. 

The Plan is more definite and detailed about the' . 
activities to be undertaken in the near future (Le:. 1988 
+ 1991) than about those which wHl occur later, 

Projects initiated in the next two years are described 

down to the major task level 


ACtivities beginning between mid~1989 and 
mid-lOOt are descnbed at the major project level, 
whlle thOse beginning after the middle of 1991 are 
described at the subprogram level. This Is a 
consequence of the fact that rJ¥lny of the specific 
activities can not be fully defined untn alternative 
designs have been identified and evaluated for certain 

. processes, and the preferred design selected, in late 
1991, Detailed planning for the impl,ementation of 
preferred designs wiD be accomplished as the designs 
are reflOOd anc:f fmalized. 
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,Jelephone Service: fncreasethe-portion of SSA 
business conducted by phone, including uoo of voice 
messaging systems. 

EduC3te the Public: Establish a strong and ongoing 
information program to promote publlc understanding 
and confkjence In the soclat security programs. 

Provide Periodic Benefit Esti~tes: Generate 

statements of earnings to SSA customers. 


Simplify AppeI!s: SimpUfy the appeals process. 

Two-Way Video In Appeals: Use of 2·way video in 
the appeals pr0ces5. . 

Automated Data' Exchange: Establish automated 
interlaces 'Ntlh State bureaus of vital st~tistics, INS. 
IRS and other agencies to facilitate the establishment, 
of entitlement. 

Electronic Storage and Retrieval of Documents: 
Store and retrieve of all "proofs" via et~fOnic media, 
eliminaUng the requirement for SSA to retain paper 

, documents. 

Reduce Earnings Reponing Requirements: Obtain 
quarterty reports of earnings automatically from 'the . 
Stales, eJmunating the need for reporting by most 

.empk>yers. 

Automatic.Entitlement: Establish an 
, "application ..tess" claims process for fetlrement 
benef~s at normal retirement age. 

; Payment VIS Electronic' FuRds Transfer: Utilization 
<?f EFT by_nearly all gSA beneficiaries. 

Explore Expert Systems: Increase al1lomated 

support of SSA functions by the use of "expert 

systems". 


Explore Smart Caords: Issuanc€: of a mulrlple use 
social sec~ cart:!. 

Improve SSA Management and Work Environment: 
. Streamline SSA's organization and management and 
improve the work environment 'Of SSA employees. 

Institute for the Development Of Social Security 
Service Systems: Establish an independent, 
non-prof~ research and development organization to 
address SSA's need for testing, developing and 
adapting new lech!",oIogy 10 $$A business processes. 

The majority of these projects can be completed by 
no later than early 1991. some (a.g., the Expert . 
Systems Project) will not be completed until tater in 
the'19905. 

Interdependent Activities 

The second category of projects, "Interdependent 
ActM1:les," addresses efforts necessary to bring the 
remainder of the recommendations, aM of which are 
closely interrelated, to fru~ion. 

A classical renovation strategy is reflected in this set 
of actMties, which are intended 10 shape an 
int£9rated, effICient and unified SSA process subject 
tO,the constraints establishec!"by the strategic pfan 
scenario. 

These activities are: 

Self~Service Stations 

M~em InfOl"MaUOfl Architecture 

Electronic Workstation Network 

Automate Instruction and Training System 

Automate Management Information 

Automate Audit Data 

Complete the Modernization Effort 

Manage Integration 'and lmplementaUon, 
Of Strat~ic Initiatives ' 

Work on these activities will proceed in four phases: 

Phase I: Foundation Activities 

This phase consists of the activities which are 
Prerequisite to the selection of the most cost eHective 
of feasible alternative designs. To determine what 
constitutes tho most cost effective design, the 
Agency's operational requirements must be known 
(i.e.• what functions the Agency wants to perform, and 
how well it wants to perform them) and what the 
Agency has as resources with which to accomplish 
these functions. 

Phase I is dMded into three major projects, 
Intended to systematically address these questions: 
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Project 1: An Operational Requirements Study 
will specify the quantitative levels of performance for 
all of SSA's mator functions that the ultimate process 
design must satisfy. U wi! indude the fdlowing task:s: 

"Task a: 	 Operationally define the specific major 
functions for which quantitative and 
qualitative perlormance standards wm be 
established. 

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

Task c: 	 Predict the capabIlities of human/machine 

systems 10· 15 years In tOe future. to 

dclermlne the range of possiblefprobabfe 

levels of performance of each funct~. 


Task d: 	 Determine industry norlnS for each of the 
·functions being performed, both at preseitl 
and predicted for the future. (It is expected' 
that SSA'~. performance standards wm make 
SSA above average vis·a·vis other 
govemment aoo commercial organizations 
perfonriing comparable functions.) 

. Tasl( e: Establish the rclative value, or ''UtRlty', of 
various levels of perlormance of each 

. function specified in (a), above. 

Task t: 	 _ on (b) through (ol, above, 
estabUshfng both ~mlnimum acceptable" and 
~prelerred" values of pertorrnance for each 
SSA function. 

Project 2: Baseline the Social Security 
Adminisntion, which means determining. in an 
organized, systematic manner, what SSA has now and 
i~ planning to have in the near future. This Information 
will be tJSed to: 

~ Determine how much of SSA's futute 
tequirements can be met with current and near 
future resources. 

• Determine tl1e c:osts requited to change from 
SSA's current mode of operation to each of 
several alternative processes that wlU be 
identified and evaluated In subsequent ptojects. 

• Oevelop and implement lmnsition plans to carry 
SSA f~om the present to the Year 2000. 

The baselining project Win have several distinct 
component tasks, inclooing tasks to baseline each of 
the foHowing: 

Task a; 	 8SA's resources, including Perso~eI. 

facilities, equipment, systems, funds af\d 

funding sources, contracts, grants and 

other agreements. 


Task b: 	 $$A's activities and projects. This task will 
systematically delineate all of the Agency's 
programmatic and administrative projects 
and actMties< 

Task c; 	 $SA's plans. The identification. comparison 
and synthesis of all of SSA's Agency-level 
and component·le~ plans is essential to 
the evaluation and selection of alternative 
process desIgns and the development of 
the preferred approach to the transition 
from the present to Year 2000. 

TaP: d! 	 ConstraIntS. UUimately,Jactors in addition 
to cost, effectiveness. and effICiency wHi 
have an enormous eflect on the design of 
SSA's process for the Year 2000 and 
beyond, just as it does now. Constraints on 
the design of that process include such 
things as; preliminary design decislons 
reflepted in the scenario'(e.g., 24·l"\OUf, 365 
day service); structural factors; and social 
factors. (e.g., the welfare of $SA's current 
and future employees and customers). To 
the extent that constraints such as these 
can be artic~ated early, the task of 
conceptualizing.-defining. and evaluating 
alternative process designs can be 
conducted with greater efficiency and 
integrity. 

Project 3: Develop a Data Model of SSA. This 
project ~l describe and catalog SSA'~ functions and 
data, and the interrelationships within and between 
them. It will use state·of-the-art operations research 
and structured analysis methodologies. Its results wlll 
be in a fann that directly supports prOcess and system 
design. This projed has two major phases: . 

. Task a~ 	 Develop a data model of SSA as it cUI'rently 
exists . 

Task b: 	 Modify this model to reflect any anticipated 
changes in SSA's functions and data 
t!iements for the Year 2000 and beyond. 



Pl1ase II: Speetflcatlon of ARernatlve 
Process Designs for Achieving 
Operational Requirements 

This phase consislS of the: SpecifICation and 
evaluation of altemaliveprocessdesignsforSSA.1t 
wiU be Initiated only after the requirements, baSeffnlng 
and data modeling projects are near completion. and 
will inctude consideration of such things as: 

• 	 How shOOkfsSA's data. systems and personnel 
resources be geographically, organizationally 
and functlonatly distributed and configured? 

• 	Which of SSA's functkms should be CQ"ntractoo 
out and which <.hould be penormed by SSA 
empioyees? . 

• What should be the design specifications of 
$SA's computer and telecommunication 
hardware and software. (or, alternatively. should· 
SSA merely specify functional requirements, and 
let competitive contraCting practices determine 
the hardwareJso~e/seMce sotutions to SSA's ' 
mission requirements)? 

• What system design will most cost effectively 
permit SSA to acquire Admin{M1 and audit 

· 	 information as an auto malic byproduct of 

programmatic process~? 


• How can computer-based training best be 
"I~emented In SSA's: new envkonment? 

• Which form(s) of electronic media should be 
used for the storage & retrievat of each class of 
SSA'sdata? 

.:._ Which. if any. of SSA's automated systems 
shotM be exduded from the data-independent 
systems model specified in the strategic plan on 
the basis of Ufe cycfe cost and performance 
considerations'? 

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

example, which 01 SSA'Slelecommunlcatlon 
requirements can most cost effectively be met by 
reliance on commercial and govemment utilities 
and se'Mces (e.g., FrS 2000) in lieu of, or to 
supplement, dedicated networks such as the 
Data Communications UtUi1y. 

• 	Given the requirement for an integrated 
MUprogrammatic system, and expected 
advances in systems connectMty hardware and 
software, does,the existing bfanket requIrement 
for "IBM ptug COI'(Ipatlbiity" make sense? If not, 
what standards should be imposed. 'and hoW 
should SSA's information architecture be 
adjusted to accommodate these new standards? 

• What are the design details of the automated 
self·service stations specified in the strategic 
plan? For example: to what extent shouid these 
be muttl-iinQuaJ; to what extent should they 
inco!1JClmle audio (versus video) as the medium 
for communicatIng with the user; and what 
safeguards shouid be incorporated to assure 
data accuracy and security'? 

This phase is divkJed Into three major projects as 

follows: 


Project 1: Specify Attematlve Detailed Designs. 
Severai alternative, subSlanliatl'l different, and 
apparentty feasibte. design concepts will be 
developed for each significant level of SSA's process. 

For example, at the highest levct, two alternative 
concepts could indude wid~y varying technical 
approaches t6 the geographic and functional 
distribution of SSA's data and data processing. Al a 
lower level, alternative concepts coukI include; for 
example, the use of commercial communications 
facilities Versus a dedicated network. Low'er level 
design alternatives might include the specifICation of 
voice-interactive self-service terminals versus 
terminals that reqUire "point..and-press" input from the 
customer. 

Once specifie<i, each of fnese design Concepts will 
be Heshed out, and detalled designs developed that 
preliminary analysis suggests will result in the highest 
leve! of cost effectiveness for the sPecified design 
concept 

Project 2; Evaluate Ahemalives and Select 
Preferred Design. Quantitative cost and 
effectiveness models wit be developed: for ea.ch 
design concepi and the detaiied deSigns evoMng 
from them. These models will be exercised on data 

. desCriptive of the design and the environment of the 
future (e.g., wor1doads. socio-economic factors, etc.) 
on a continuing basis, The resull~ of these modefing 
activities wifl be fed-back to the designers. and will 
constitute the basis tor ongoing design improvements. 
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Once each de~lgn concept has. been fine-tuned to 
achieve the highEst predicted levels of coot 
effectiveness. it ....ill be possible to select the' preferred 
design concept for development. 

This subproject Wt1\ be conducted concurrently with 
that described in the previous paragraphs. 

. Project 3: Develop Detaiied Project Plans. After 
the selected design concept is further refined to reflect 

· new devetopments Of constraints that may have 
arisen subsequent to the analysis that tOO to its 
selection, detailed project plans will be prepared by 

· the componenls responsible tor the development and 
implementation 01 the various aspectS'of the· new 

design. These plans win cover all the activity and 

resou~rces that will be required to bring the seleCted 

design 10 fruition. These detaHed project plans will be 
.inc.0rPoraioo into the Agency Strategiq Plan, 

· Phase III: Process/System Development 

Of necessity, the cUrrent version of the SSA 
S1rategic Plan. cannot be speCific about the actMtles 
required for the development of the new process, It 
does convey the thought that the devefopment phase 
must systematically address an aspects of SSA's 
processes and resources, induding: 

• Organization 

• Faci!ities 

• Equipment 

• Stafflfl!l 

• legislation and regulation 

• Training 

• Procurement 

• Security 

• ADP a tejecommunications 

• OperatIonal arid management prqcesses. 
systems and procedures. 

The developmem phaso wililricl.ide. bUt is no! 
fi!'TIfted to, ~he following major projects;; 

Project 1: Develop all necessary systems ~nd 
procedures and fully document them (in electroniC 
fonn). 

Project 2.: Es~blish all necessary agreements and 
contracts with Stale and 1CiC?\1 government agencies, 
~oyers. insurance companies. banks. utOity 
companies. and other contractors. 

Project 3: Procure and/or iease the haroware, 
~re, facilities and Sil'MceS reqUired: to support 
implemenlation of the design. ' 

Project 4: Assure tha! any existing contracts 300 
leases not needed under the new process wdi be 
tennif'lateo or allowed to expire at an appropriate time 
and wt1h minimum disruption to SSA's operations. 

Project 5: Retrain and recruit staff and managers to 
permit the Agency to operate effectively within the 
contex1 of the new process. 

Project 6: Complete necessary legislal"" 
packages and/or ,reg~latiof!s, 

Project 7: Phase OUI any proiects Or activit1es that 
are Inconsistent with the implementation schedule of 
the new process. 

. 
Project 3: Complete detalled organizational 

redesign. and prepare materials for publication in the' 
Federal Register. 

Responsibility for the development Phase will be 
divided among the Deputy Commissioners and the 
Chief Fmancial Officer as appropriate. . 
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Phase IV: Transition 

"The implementation plan ldentifies a transition 
phase, of about two years durarton, during which SSA 
s1aft wID be trained, new processes will be pilot tested. 
and where appropriate, paranef operations of the new 
and old processes wiI occur, ,In fact. this is an 
overslmpUficatlon. 

The development phase will not be completed on a 
certain date, and the transhion phase will not begin 
the next day. Soree parts of the development activlty, 
(e.g., the development of operational procedures and 
instructlons) can be conduded much earlier than 
other parts (e.g., reorgaol1atlon). 

Similarly. untl1 the final process design is specified, 
It Is not appropriate to suggest which aspects (if any) 
of the new precaSt. should be operated in parallel with 
the existing process, nor to estimate t~e extent and 
duratlon of training that w111 be required. 

Substantial planning, care and effort must go i010 
assuring (he effective and smooth transition between 
the old and new processes. 

It is estimated that lhe combination of development, 
and transition acti'll1ies wil1 require a total of fllle years, 

Fundamental Principles 01 the 

Implementallon Plan 


. The Implementation Plan is based on the foilowing 
principles; 

There are many potentiaJ detaHed designs rJ $SA's 
processes and systems, and many potential strategies 
for implementing lhose designs that could red In the 
Year 2000 scenario. 

While there Is, in theory, one opt1ma1 design and 
one optimal transition strategy, the time and effort 

. ,required to' identity them exceeds the time and 
resources availab~e, 

Thus, rather than trying to select the optimum 
design of its processes and associated resources,' 
SSA will sclect that process design believed 10 be the 
most cost effective of,several feasible and desirable 
design altematives. 

The cost eHeCtlveness of any design depends on . 
two interrelated fadors: 

• the extent to which the- design addresses the 
Agency's operatIonal requirements, derived from 
its mission and goals; and 

• the total fife-cycle cost associated wlth the 

design. ' 


That design wit! be selected which 'achieves the 
Agency's operational requirements at the lowest 
life-GYC1e cost. ' 

By the same token, that transllion strategy will be 
selected that minimizes the totru cost of achieving thi': 
selected design on schedule. ' 

A key element in determining the effectiveness of 
the preferred deslgn is the specffication of operational 
requirements and associated pelformance standards 
for the Agency, This woUld include. ror eXample, such 
things as: ' 

• public selVice as defined by payment eITor rates 

• average proc~ng times for each of SSA's 
major,transactions 

• inteUlgible notices to the p~ic 

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

An essentiSl element iii determirnng the Ilfe-cycle 
cost of a design Is the specifICation of the current ' 
design2:, since the cost to implement any new process 
depends on the QXlent oJ change from the current ' 
process that it will neceSsrtate, 

While the specifICation of the final process design, 
and the detailed steps necessary to imt:4ement that 
design SSA·wide, mUstawait com~etion of the cost 
and effectiveness evaluation of aftemattves, there are 
many activities and projects which should be 
undertaken prior to that specification, because of the 
high probability that tt;e products of these actMties 
wil be included, perhaps with some modification, in 
any of I,he altematiVe designs under consideration, ' 

An example of this is the use of automated ~expert 
SYSleri'\S..3·10 suppla~ or supplement people i,n 
making determinations regarding claims for Social 
Se<:urity benefits, While it would be inappropriate in 
this example to s~ify the fuU design of the 

lin this contoxt, 1M Wfffi "e;(pet1 syslom" simply refmlO the use (1f an alftO(na1qd $ySteff\ to suppi.I(t the collec!ion and processing of data, 
and, moSllmportarrtly, the ~ of dec.l$lom plWld on that data. . 
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automated system embodying sUch an expert system 
{e.g.• the computet hardware and software that Will be 
used, and the relationship of this hartfware{softWare to 
SSA's other information systems}, it is appropriate, 
even essential. that work be initiated lmmediately to 
establish lhe fogical rules that such atl expert system 
will Jnclude, and to test such a system on a pilot basis 
both to Improve the quality of the- embedded rule set 
and to identify the essential elements of the interface 
between people and machines in the affected 
processes.. 

The decision as to v.1uch activities shoukl be 
. undertaken prior to the iun specification of the 
selected process IS based on consideralion of the 
foUowing factors: " 

• 	The iotal additional cost that IS lik~y to be 
incurred in revising the product 01 the activity to 

. 	 conform to the specifications of tOO selected 
design. 

• The net time that wii be saved in the final 
Implementation of the- selected design as a result. 
of having cohducted the pre-saection aClivtty, 

• 	The above two factors ultimately combine into a 
single, determining factor: the expected 
time.weighled improvement in cost effectiveness 
that will accrue to lhe Agency as a reSult of the 
combination of the added developmental costs 
and the eaoler introduction of the Selected design, 

Program changes which have been specified in the 
Year 2000 scenario, such as redUction of the number. 
of computation fortnUlas. are treated as constraints 
and wilt not be evaluated in terms of their cost and 
effectiveness impact In the design seiection process. " 
Thus, atl the activities which are associated 'With 
nnplerrienting the requited program changes, and . 
which do not require significant associated 
processIsystem design changes, wUI be undertaken 
as soon as feasible. If a required program change 
does necessitate associated major process/system 
changes as a prerequisite fOr fts imptementation, the. 
determina1ion of when and how (0 perform the 
required associated proccssJsystem changes will be 
made subject to consideration of the three factors 
listed above. ' 
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