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Reaching for the Future

During the next ien o fiteen years, Amarcan _
society will yrelergo rapid and significart change. The
speed and scope of technological change has for
sorme time been apgarent to most observers, Other
eeguatty dramatic bt perhaps less obvious changes
are ranstorming the demographics of our population,
our economic and interpersanal relationships, and
many other asas, All of these changes will rderact o
aiter, perhaps dramatically, the strisetre of our
saeiety by the Year 20800

The Social Security programs, as adminisiered by
the Social Sectrity Administration (88A}, have by
1988 become a fundaments! part of our society, As
ihe population grows and ages, those programs wil
hecome even more impontant 1o the ives of vinually
every American. Faged wih the prospects, '
opporiunities, ang chaflenges presented by a rapidly
changing world, and the importance of the Sociat
Security programs 10 our present and uture society,
S8A must actively pian for the future, We must be
preparesd 10 take advantage of the oppodunities that
the next 105-15 years wi bring. Perbaps most
imponan, we must assure that our programs and the
guality of services we deliver 1o ait Americans keep
pace with the expeciations and needs of nur sodety.

This document is the rst effort by the Social
Security Adrministration to prepars a coherent,
ongrange strategie plan--a plan that, beginriing
odday, establishes the broad directions 1o serve the
America of the Year 2000, To develop this initial plan
we have had 10 look oubwardly: What are the
ghanges, opportunities, aad challenges we st
anticipate and deal with? What Social Security
programs and servites will the Amarican public want
angd need 10-15 years from now? We also had 10 look
irwardly: How must we change our programs and the
way 38A does husiness, sorves the public, i order to
meet the needs we identify? inthis process, how do
we protect, support, involve, and encourage our most
irponiant asset, the employees of S8A7 :

Although our planning effort has been intended to
expiore freely a wide range of possibilities for the
future ardd how Social Security wil deal with them, we
have been guided thrayghout the effort by two
principles: o

“a Commitment to cumment beneficiaries of the
BSocial Security programs. The Soci Senurity
programa we administer are and will Continue to be
important 1o the econgmin and socikl well-being of
miany Americans, Program changes and
improvements will be gonsidersd only when they
benefit the public in general, and beneficiaries in
particutar,

« Commiment to those who work for the Sogial
Security Administration. Improvements in the way
we sdminister our progams shicudd be aceomplished
it such a way that the employees of SSA will be
active, willing panticipants in change, without fear of
ioss of amploymeant o of soonomic disadvantage.

We have Jooked al curselves andd owr arganization.
We have Tooked at external envirormends which
impact Socidl Sequrity. We have maintatned our
cormnitrment to those whoe depend upon the Social
hecurity prograrns and thoss who administer them,

The end result of aar efforts—the efforts of many
people at all levels in S8A--is this slategic plan for the
Year 2000, In our view, tis a good plan. It will
uncioubtedty have to be changod many times in the
future. Bt # provides an absolutely essential start to
taking charge of ow own destiny, to moving the
Sccigl Security Administration toward where it can
and shoudd be in the Year 2000,

Dorcas B Hardy
Cormmissioner of Soial Senurity
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Social Security S‘trategic Plan
Executive Summary

. introduction
Social Security touches the lfe of nearly every -

© American. 1l pays out over 200 bilfion dollars in

banefils every year to 40 million peaple. The Social
Security Administiation {88A) conducts business with
A3 million people every year, not counting the millions
of employars who report earnings.

Qvar the next 10 1o 1S years, thess nuraberg wil
increase dramaticafly. Five milion more Americans
will be 65 or older by the Year 2000, Life expectancy
at 85 will be 17.3 years, At the sarme time, other
dernagraphic, societal and technnlogicat changes wil
ingraase the demand for 58A services,

To meet these challenges, the Commissioner of
Socisl Security established an Qifice of Strategic
Planning {OSP) to develop g planning process for
guiicing 584 into the 218t cantigry.

As g first step, OGP developed 3 strategic plan by a
process cafled “hdwring” i collectad “images” of what
hundrids of SSA employees and several oulside
qroups with interest in Social Security saw as
degirable characteristics of S5A by the Year 2000,
O5P wove these images togather into alternative
scenarios of the Agency as it coudd opecate then,
given forecasted changes. The Agency's executive
staff then chose the mast dasirable scenario. That

chosen future was developed into the plan that foffows.

Planaing Framework

.. Several principies and pricrities constitute the plan's
framnework. The first of these & the mission of S84,
which is 10 administer equitably, sffectively and
efficiently a national program of sockd insurance as
prescribed by legisiation '

This mission translates into six operating priorities
which detine the scope of the plar:

+ Maintain the fiscal integrity of the Social Sectsity
trus? funds;

= imprave public confidence in Soclal Secﬁriiy and
how #s programs are operated;

 « Provide the best possible service 1o SSA's

customers;

= lnprove managemant 1o faclitate greater
effectiveness, gificiency, and accountability,

« Use the best and most appeopriate technology

avaitable 10 administer SSA programs;

. Continue (o insure that 8SA can counton a
properly skilled and highly motivated workiorce.

In addition, two underiying principles guided the
forrudation of the strategic plan: ‘

« Commitment 1o Current beneficiaries of Social
Security programs — The Social Security programs
we adinister are and will continue 1o be important
10 the goonomic and sooial well-being of many
Americans, Program changes and improvements
will e considered only when they benefif the pubiic
in general arkl beneficiaries in panicudar,

« Commitment to those who work for the Social
Security Administration-improvements in the
administration of programs will be set in motion so
employees will be active, willing patticipants in
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change, without fearing loss of smpleyenent or
gconomic disadvantage.

Rather than being narrowly prescriptive the
strategic plan should define broad avenues for
development so that it can be flexible enough to
accommodate unexpected tircumstanees, H
should be & guide To fiture opportunities; not &
ttueprint for solving the real or imagined
ditficuities of the past.

Forces of Change: SSA'S Changing
Environment

Changs is ocournng in American society at 2 very
fast pace. Because Social Security is so thoroughly
interwovan into the labric of our nation's life, most of
these changes will have an impact on cur programs.
A tew of the trends and forecasts which saem vary

likely to fmpact heavily on SSA by the Year 2000 are, - -

« There wil be 10 million more Americans over age
65 than in 1980, (3% millon vs. 25.7 miflion).

» Birth rates will contirmie 1o decting,

» Baby boomers will continue to affect the
© disability rofls and will begin enteting their
retirement years by 2{}10,

s Labor force growth will fait o an annu&i rate of
1.1 percent in the late 1590s.

» Labor force participation will increase in most
segrments of the popuiatlon

» Many ¢ the nEw techndggles emerging now in
the marketplace, such as anificial intelligence,
expen systems, opticat disk, speech recognition

and syrthesis, and smart cards will becoms fully

matire.

» Increased use of fiber optics and sateliites wil
taciitate commusications networks to meet the
neods of the ever increasing number of
fastomers,

A View From the Year 2600

" SSA can respord to torecasted changes in a variety

of ways, The scenarnio chosen as the bagis for the

55A Strategic Plan describes, fram the point of view
of an observer locking back from the Year 2000, the
changes proposed for S8A betwenn 1987 and 260{.

S3A has simpiified ts programs, elfiminated the
retivermerd test, simplified compitations and made
Social Security number issuance 2 bypmduct of the

“hirth certificate process,

SSA transacts husiness several ways ic_r the :
convenience of the customeér, Service to the gublic i
primnarlly by means other than face-toface contact
with an §SA representative. Modem technotogy
gncompasses alf of 88A. Rapid and drareatic
technologicat changes have opened up alemost
unfiraited opponunities for how work can be done
efficiortly and eifectively. .

Strategic Recommendations

The plan proposes implementation of 20 speeific
recommendations in four areas -Programs, Service
Dadivery, Technology, and Organization - 10 achieve
the desired scenario for the Year 2000:

Programs

" 1.Work with ali States to promots opticnal
enumeration at birth as a byproduct of obtaining a
birh certificale. Make enumeration of aliens a4
byproduct of initial proveseing through the
Immigeation and Naturalization Ssnics,

2. Eliminate the samings test for heneficiaties over
full retivernent age. Recompute banefits only for -
earninggs untit full eetirement ages or Yme of filing,
whichever is later. increase benefits by a delayed
retirernent credit of 8 percent for each year beyond
fill retiremnent age that benefits are deferred.

3. Reduce the varlety of existing computation
methods to fewer than ten. Reduction factors for all
b&neﬁts should e uniform.

Service Defivery

4. Make teleservice the predominant mode of

- service through 24-hour, 365 day a year service. Give

access through one easily sblained and remembered
notiorawide ol fres number,

5. Be able to install self-service stations in field
offices, personnet offices of large emptcyem and high
traffic put:im places.

&. Continue a strong information program
promoting the putdic’s understanding and conlidence
in Social Security.

7. Every 3 years sendd all Social Securlty sumber.
{S5N] holders over the age of 25 a nolice showing:
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earnings history; smployment history; an updatad
estimate of benefis or the number of quarters needed
o be inswgé.

8, Reduce the present multiple appeal lnvels.
Exrdore the designation of one Federal court, shott of
the Supreme o, which woukd provide a single
appeliate fevel outsiie SEA, Investigate the feasibility
of two-way video facilities for conducting
location-independent appesal hearings.

8 Esiaiz;isb agresments with States to exchange
data neaded to substantiate customers’ statements

and 1o verify compliance with program reguirements,

The final busden of proof should remain with the
clstomer.

10. Explore recucing wage reparting requirements
of employers by using wage data received by the
States for unemplayment insurance and workmen's
campensamn pUIPOSes.

11. Develop the abilty to notlfy SN hoiders shortly
before il retirément age, of tmpending entitlemant
and estimatad benefits. Assuming there is no samings
discrepancy, the worker may receive benefits by

signing and refuming the notice 1o 58A, H benefits ara '

deferred, orly Medicare enroltment takes place; the
worker contatis SSA later when benefits are desired.

12, Use electronic funds transfer (EFT) as the
standard benefit payment method, unless a
beneficiary requests otherwise. SSA and the Treasury
Department should contract with banks so that
beneficiaries who do nol have bank agcounts can
withdraw thelr monthiy benafit payment from the
- banks’ agtorrmted tefior machines {(ATMg) using
- S8A-issued cards.

Technoiogy

13. Implement a braad based information
architecture 10 accommodate new requirements and
technodogy quickly and sfficlently white easily
achigving operaticnal objectives,

14, imploment an Integrated electronic network to
serve all $8A programmatic, management information
and office autommatinn neads through comperized
workstations. ‘

. 15, Store all data and documents in machine.
readabie form on opticalimagnetic disk storage
systems viewable at alf workstations, or printed as
needed, .

16. Suppor aff raining and program instruction
activilies with a comprehensive compiter network

linked to data bases containing instructional material
accessible through all automated workstations.

17. Adtamate most of the information coliection and
Processing necessary to support the management
and analysis of $8A’s processes. Automatically
generate management information and make i
available on managars’ workstations, replacing paper
Fepons, )

18, Automate the collection of audit data lmagh
the processes themselves. Install stringent security
measures e ensure the integrity of the automated
audil systems,

19, Explore expert systems technalogy o support
programenalic and sdministrative procasses,

20. Explors the feasibiiity and desirabillity of issuing
new of replacemant Sociat Security cards which

L mpomomte smark cand technology.

21, Establish ar independent, non-profit, reseazch
and development organization with S5A as its only
client, 1o meet the heeds for testing, develeping, and
adapting new technology to SSA business processes.

22, Complota the malor objectives of the
modemization effont by 1950,
Organization

23, Prornts a positive wark enviroament,
Accomplish any needed staft redustion only through
norral attri!ion and thoughtful redeployment, :

24 Estalzﬁsh & process 10 anticipate and add ress
changes in workforce utilization needs resulting from

- planned inftiatives,

25. Provide new and intensified training for the
workiores in the knowledge, skills and attitudes
necessary 1o neeel changing customer needs inan
environment undetgoing mapid techaologieal change,

26. Modify the role of management from controfiing
work 10 facilitating peer-to-peer coordination thereby
ensuring information is available when needed. This
recuires @ tralning commiment o provide managers
with tha required skills to meet the demangis of a
technologivally altered work snvironment.

27, Davetop road-scope position desaristions

. which contain more skill mixes and atlow greater
flexibiity in gvercoming ebstacies i t;uairﬁca!m '

standards. -
28. Improve accountability and responsibility by

gelegating some grocurement and personne
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management authority to office managers in both the
field ang Headouarters components.

29, Manage the integration and implementation of
recommetsdations in the strategic plan through the
Commiissioner's Office of Strategic Planning.

implementation Plan

This section outiines a program for achleving the
programmatic, policy, technological, and

organizational attritites described inthe strategic
plan, while achieving inprovements in the efficiency of
all S8A’s operations and processes.

Thes plan is more definitive and detalled abiout the
activities to be undertaken in the next four years than
aboug those which follow, An Agency workgroup wil
develop the supporting plans for the sanly projects
and the interdepencernd inkttatives,
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Framework

The Need :
Social Security touches the fife of every Amarican:

« Over 200 billion dotlars in benefits are paid sach
. year .

- 600 milion dollars a day
" 25 miflion dollars an hour

- 7thousand dollars every second

« 40 million people recelve monthly benefit checks

on time
« & Mittion employers file earning reports

* 43 million people do business with S8A every
year :

- Asking for information
- Gelting a Social Security numbser
- ?ﬁiﬁg a claim
- Repomng a change of ackiross
The $r.>ciai $ecn:~§y Adrinistration has oves 1,300
offices throughoid the country, staffed with some

70,000 employees, and one of the !ar@s{
compmenzed data fles in the world,

{}ﬁnng the noxt ter to filtesn yesrs dramatic
changes iri these numbers will scour as' rapid

demographic, societat and technologicat shilts affect
demand tor SSA’s services, the expectations of 88A’s
customers, and the means with which to satisfy those
expactations. The number of Americans over 65
years of age will increase by 5 mdllion by the Year
2000; e expectancy at the age of 65 will increase to
17.3 years. The 60% of beneficiaries today who prefer
to cenduct busingss with S3A by means other than a
visit to the district office is fikely to increase as the use

- of telephones, compers ad ATMs to conduct even

the most comples consymer transaciion begomes
increasingly commonplacs.

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

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

components has long standing planning efforts which
concerdrate on the needs and work of the particulas
component. To mendmize their effectivenass,
howsver, these ¢ffons need 3 eohesive,
comprehensive framework basad upan the needs of
the Agency as a whole, Of equal importange, that.
framework must incorporate a sense of strategic
needs and possibilities. !t must answer the question;
Does lechnology afford better ardd more efficiert ways
of doing our job, of serving our cusiomers?

To address this nesd, in September, 1986, the
Cornmissioner of Social Security established an Office
of Strategic Planning, reporting directiy to herand -
charged with devaloping a long range planning

. process for the Agency as well as coordinating the

pianning efforis of the various components within the
Agency,
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The Process

As a necessary first step, the Office of Stratenic
Planning developed a flexible plan that wouks guids
SSA into the first decade of the twenty-first century.

The process began with a “futures” session irs
October 1986, In that session, members of the SSA
Senior Staft were presentesd with forecasts of what the
future couid bring. In December 1986, the Senior
Staff convened again to develop images of desirable
characleristics for the Agency i the Year 2000, review
the gccomplishiments and problems of the past, and
discuss how some functions or operations coldd be
. performed in the future, Stafl in each of the ten

regions then went thiotigh the same process, adding
more and momR tmges of & "desirable” 554 Inthe
Year 2003, .

-The Office of Strategic Planning then sonted the
several thousand images, and dozens of mini-
scenarios that had baen developed by the
participants, and with the help of a scenaric .
development work group, constructad a nurnher of
alternative scenarios gescribing S847s programs,
service delivery, technology and ovganization as they
might operate in the Year 2600, A "men of options
was alsa constructex! from which choices coudd be
made to design additional scenarios of the Ageney's
future. Meetings wers held with outside groups to
discuss the themes emarging from the planning work,

i eary August of 1987 the Commissioner, her
immediate staff and the Deputy Commissioners
reviewad these documents and developed a rough
drakt of a preferred Agency scenario. That scerario
was then expanded, reviewed by Senior Staff and

developed into 2 kAl strategic plan,

‘The Framework

In preparing a strategic plan, tis necessary to
make explicit the principles, assumplions and
priorities which constifige the plan's rismework, in
order 1o give the protess managsable scopa.

The first of these principles is the mission of the
Agency. Inthe case of the Social Security
Admindstration, the mission i

To administer equitably, eflectively and
efficientfly a national prograns of social
insurance 2% prescfit:ets by lfegistation.

" This mission transiates irlo six operating priodties
- which define the scope of the plan, Thefirstis to
maintain the fiscal integrity of the Sociat Security

frust furkds. This requiires that the plan not
eontemplate activities which would materially increase
program costs. Thus the plan does not contain
changes that would significantly alter the %}@naﬁz
structire of present programs. AS aumerous
altemativés are discussed before the Yeaf 2000, the
strategic plan provides the faxi t}ﬂay forchanges and |
implernentatiar.™

What the plan had to de Was propase program
simplifications that could achigve the second priority,
to improve public confidence in Social Security
and how its programs are operated. While it is clear

.1hat automation can handle the complexities of

eligibility rules and benelit compitations, & is also
clear that those complexities, in and of themselves are
a major impediment 10 public confidence. Americans
do not trust that which they can not understand and
many aspects of Social Security are 50 complex as to
be unexplainable and incomprehensible. The plan
had 10 proposs initiatives which woukd address this
issue. .

The third priority and peshaps the central theme of
the plan, is to provide the best possible service to
SSA customers. While the Scxial Security
Administration has what coult! be termed & prodct
manopaly, singe no ane else can sell social .
insurance, 1 is a service organization and shares the
service marketplace with many othar service
providers. What SSA customers consider good
sarvice is deterrnined 1o 8 large extent by thelr
axperience with thoss othar sarvice providers, For
S3A 1o continug its tradition of high quality service, 2
must be able to adopt, where practical, the same
service delivery mechanisms s customers are using -
elsewhere.

The fourth priority is to improve management and
camry out our tasks with greater effectiveness,
efficiency and accountability. The bottom line
measure of S8A’s effectivenass has been the
Agency's ability to “get the check to the rght person
ontime.” Afundamental premise of the plan fs how

" efficiently those checks and determinations are made.

Increased efficiency reduces not only costs, but in
some £ases procassing times, which improves service.

The fifth priority is 1o use the best and most -
appropriate technology available to administer our
programs. S0A’s business processes rely heavily on
information processing. Because rapid changes in,
data processing and commnunications technology are
constantly transforming service delivery, S5A must
acquire the abilty to adopt quicidy thoss echnologles
that can help it do s job beﬁer and more efficiently.

g
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The plan had 10 go beyond the question of using
technology simply 10 automate existing processes, to
the question of using it to improve the processes
themsetves. ’

A final, and critical priority, is to condinue to ensure -

that S8A can count on & properly skilled, highly
motivated workiores. This requires a continued
investment [n a favorable work envitonment and a firm
commitment 10 training aret carper development. 2
atgo requires, concretely, attention to those factors
which impiage on employee morale and effectiveness.
Thus the plan strongly endorses the conginuation of
the current no-RIF palicy and recommends the use of
normal attrition and thoughtful redeployment where
resizing becomes nosassary,

Above gll, two Important principles guided the
formudation of the plan from the baginning.

Commitment fo current beneficiaries of Social
Security programs. - The Soclal Security programs
we administer are and will continue to be important 10

- the economic and sockal well-being of many
Americans. Program changes and improvements

would be considered only when they would benefit the
puliic in general and beneficiaries in parlicular,

Commitmen to those who work for ihe Social
Security Administration. - Improvements inthe
adiministration of the programs woulkd be set In motion
s0 that employess would be active, willing participants
in change, without fearing loss of employment or
ather economis disadvaniage.

The planning process had two other objectives,
First, the strategic plan was 1o define broad avenues
for developrient - rather than o be narrowly
prescriptive -~ %o that it would be flexible enough

. to accommuodate unexpecied Circumstances.

Secondly, the process was to identify a desirvable
future for SSA gnd seek to buitd 1. This is in

. contrast to the traditional planining model which

seeks ta scolve identified problems through the
analysis of alternative solutions, The final strategic
plan should be a guide 10 hiture ppportunities, not
a blueprint for solving the real or imagined
difficulties of the past. ‘

eerirrmn?




Forces of Change*
SSA’s Changing Envnronment

Abcoat Hiteen years ago the noted economist
Kerineth Boudding observed that "the world today.. js
as diferand om the world inwhich § waz bom as that
world was from Julius Caesar's. | was bominthe
reirdciie of bugnan hisiory. To date, almost as much
has happened since | was bomn as happened betore.”

M one looks at just & few selected arsas over the
period 1550 10 1980, it is clear that change is stilt
occurring within the LS. and at a faidy rapid rate.
Over this period of time the divorce rate has doubled
and the percent of Americans living alone has nearly
tripled; the percent of workers in farming has '
decreasad from approximately 12 10 3; the percent of
adult coftege graduates has nearly ripled; Mexico has
< replaced Germany as the number one courdry of
ancestry Inr Amatiea’s foreign bory; thare are now six
miflion more women than men {vs. ong million i
- 19507 and the povery rate for those over 65 has
falten frém 59,0 percent to 15.0 percent, 3 parcent #
non-cash benefits are counted., {Table

What will the next several years {1988-2000} bring
and what will be the impact of future changes upon
1he Social Security program and its administration?
Because this s an encyclopedic question, this part
rostricts dself 10 major areas. The trends discussed
have been drawn from a nusmber of 1984-87 published
and unpublished reports, magazines, essays, journals
and technical notes. These include Amarioan
Demographics, the EPRI Journal, Forlune, various |
trerd newsletters: reponts by the Office of Technology
Aszessment, the U.S. Depariments of Education and
of Heaith and Humian Services, the Soclal Security
Administration’s Trustees and the Censug Bureau, and
material and forecasts provided by The Futures
Group, the Urban Institute, J.F. Coates, Inc., the

i~ household, we havesee a

University of Wisconsin and former Governor Bichard
Lamm.

;:‘ Over the next 12 years, the American household is

likely 1o remain highl ; consisting of
married couples with children, married couples
without childrarn {thess two sets could be funther
divided into biological ard blended families), female
headed housshiold with 10 spouse and male headed
household with o spouse {these dwo sets ¢could ba
further divided into those with children and those
without ghildran), and the non-famiy housebold.
persons living alone {unmarred, divorced, the eiderdy)
or with non-relatives.  According to the Census
Bareau, the ghsolute nimmber of households in each of

-~ these caiegoms will increase from 12 10 53 percent

hetwenn 1088 and oxii wWith the changing structure
ofthe iamﬁy {mamage‘ divorce, remarrage, adoplion
of step children, ¢i¢.] the number of 58A record
changes, in terms of absolule numbers, will steadily
increase. Where more than one Ble hastobe
changed, the probability of error will be Increased.

& _The result will be greater pressure to create S8A

systemns. i which a change ity one file will
automatically result in a change in all appropriate filgs,
Questions may also be raised as to whether changes
in the Social Security program may be required to
adiust to the chansges in the family structure, I thase
changes are gimed at making the systam more
imperviouss to demngraphic changes the program
would in all ikelihnod become more insurance-like,

Along with the diversfication of the &menscan ’

' A Ty et g
ecting in b in 1870 tbe average
hausehold size was 3.1 persons, by 1885 i had talten

to 2.7 persons and in the 1990s it is expected o ful

further o 2.3 persons, This is largely due o the
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decline in the binth rate, which for over a decads has
kieen below replacement levels. Estimates are that by
the Yaar 2000 legs than four parcent of alf families will
have three or more chiltheen, and 60 to 65 percent of

all households will have two people of less. 1t is quits |

probable that over 28 percent of all women, currently
in their late twenties, wil remain childless, This
compares with 10 percent of women in their {ate 40s.
Sorme estimate that the 1.8, birth rate (currently 1.8)
could fall to 1.6 by the Year 2000. This is the curent
teval In severa western Ewropaan countries, A degline
of this nature would reduce the level of funds entering
the Trust Fund and, depending on the fevel of
sconomic activity within the U.8., & could engenter a
new Social Sequrity ¢risis, In addition, despite the fant
that administrative expenses are fikely 1o decrease 1o
legs than one percent of outlays, pressure will
continue on 55A 10 operate more efficiently and
eifectively (i.e., use of the most modern technolagy
with the rmost sppropriale number of staff),

While the “haby boomaers” will ondy have begun 10
be a factor for 88A in the Year 2000, thers will be
approximately 10 million more Americans ovar the
age of 65 than there were In 19840, and the median age
of the population wilt have Increased from 31 txday In
37 years. New retirges in the Year 2000 will have a Bile
expectancy of over 20 years after refirement,
However, the number of people 65 or clder with
limited activity due to chronic conditions will have
increased frorm 10,8 million in 1980 to 16.4 million in
2608, ’

By the Year 2000, S5A will hava approximately 44

‘miflian Tile 1§ beneficiaries compared with 38.4 milfion-

in 1987 arx! 5.8 million people sach yesr will be fifing

new claims as compared with 4.8 widlion in 1888, The

“dependency ratio of retired to employed people wit

not change drasnatically between now and the Year
2000, Af that time, however it will begin a stesp
increase unless there is a graduad shift 1owarnd rach
older retirement agés.

The actuarial estimates shown in the 1987 Annuat
Repart indicate tha! the assets of the Old-Age and
Survivars Inswrance {OAS]) and Disability insurance
(D1 Trust Furkds should be sufficiens to parit the
timely payment of OASDI benefits, o the large
numbers of aged, well past the Year 2000, The OASDI
program is projected to experence thres decades of
positive actuarial balances, with continuing actuarial

deficits therealter, in Fiscal Year 1987, approvdmaiely

one of six individuals in the LS, received benefits
fror Social Security programs which paid o $210
billion in benetits and took in $230 biion to increase

the Trust Fund reserves 10 357 hillion, .Based on
current assumnptions, reserves should growto $1.2
trillion by the Yaar 2000 and will peak n 2032 at $12.8
trifion. Should any assurnptions be significantly
ncorrect, a fingncing crisls could come eadler.

.~ Bythe Year 2000, nearly one-third of the population

will be minority. There wilt e 38 milion Blacks, 35
million Hispanics, and 8 million Asians. The
immigration legislation of 1986 may ease some of the
problems taced by the SSA {e.q., Social Security
nuirber issues), but they will not have disappeared.
There are several reasons for this, but the primary
ones includa tha fact that In 1987 approximately 42
percent of the Central American population was under
the age of 15; high unemployment there is likely 0
continue; and the access to and allure of the U8,
afforded by madern ransporiation and
commurication may be difficud to resiet, especially in
countries bordesing the U8,

% The declining birth rate raises an issue which

" stretches beyorkd the Year 2000 but which shouid
receiva seripus consideration long before it becomas
a problem. Projections indicate that the Hispanic, -
Black, and Asian populations will contribute over 8
percent of the total growth of the U.S. population
between 1880 snd 2000, Minority popuiations have
quite a diferent age structure than the white
popuiation. Thus, projections for 2030 indicate that
41 pareent of the children, but only 24 percent nithe

~ old, will be minorities. Under these conditions,

various raciaf and ethinic groups will have different
stakes in programs which suppaort different age
groups. Along-term issue may be "Will the growing
rumber of middie-aged minorities, who are parents of
a dispropontionate number of children, resist
increasing Federal expenditures for the old, who are
predominantly nor-minority whites?"

Overal the educational level among $S3A customers
will grow geometrically between generations. Over 70
percent of the people retiring in the Year 2000 will
have finished high school arxd 22 percent will have
had at least some college education. This compares
with today’s retirees, 66.5 percent of whomeare high .
schoot graduates and 16.2 percent of whom have had
sorme gollege education.

Particular altertion will need to be paid 1o reviging

_the gisability system so that there is greater uniformity

in interpreting legisiation and applying palicy. With 50
difterent states making disabiity decisions there has
been a wids range of interpretations. The ltigious
proclivity of American sociely and potential inoreases
in the number of disability claims reay combine 1o

110

b R AR st

[V ——



produce increasing numbers of appeals to the SGA .

© adjudication process.

The gconomic picture is expected to remain
relatively good betwean now and the Year 2000,
barring a major de-stabilizing event such as a new of
crisis. Annual gross national product {GNP) growtiiis
expected 10 be in the 2 10 4 percent range, infiation
rates will not stray beyond the 5 o 8 percent range,
productivity is expected to increase ata ale of 14 to
1.7 percent annually. There will probably be
continued growth fa per capita income and jobs. The
annual Federd defick is expacied to fall below $40
billien by the eardy 18503 and remain there,

We have changed from a nation of farmers, 1o 8
nation of factary workers, and now (o a nation of office
workers, We have moved from an industrial econony
1o what sore call a4 service econnmy and others call
an irfformation economy, In the broadest sense, the
information sectar of olir sconcmy was estimatad in
1980 to constitute 34 percent of the GNP and 41
percent of the natiorn's labor force. Many forecasters
believe that the rate of technological change
experianced in information related technologies from
1470 to 1985 wilt coditingse, i not ameleram, through
tha Year 2000,

The aceeleration of the information economy wil
influence SSA's organizational structure. Une teason

" is that the growth i iformation demands knowledge

speciatization and thus peer-to-peer commumication
becnmes essential. This will challengs basie
assumptions and teaditionat work pattems, asgd will
recquire adjustments from today's employees. A
segond majar reason is that the time & takes an
organization te completa any task or to make a
decision must accelerate.

Qrganizations are moving te flatter organizational

* gtructures, with less emphasis on comumnications up

angd down the bureaucratic Merarchies, amnxd more

_emyphasis on horizontal or peer-to-peer

cormunication. Traditionally, a key function of
middle managemant has been to gather and
synthesize information for top management. That
function is now decreasingly necessary or affordable.
A 1985 articte In Fortune magazine makes this point
quite cleady. “Advancing technology, especially in
data processing, has put the comner office far closer to
the action, making many middie managers irrelevant”
The big gquestions in the Year 2000 for an agency as

information depencient as SSA may be inthe areas of

information technology.

Forees of Change

Rapid technological development in information
processing will afford the opportunity far radical
changes in the way S8A conducts is programs. The
rapkily increasing ubiquity of farge cormmerciyl
databases could aliow S5A 10 provide services with
minimmal actions required from #s custmmrs
Automatic enumerstion at birth, periodic notifications
1o workars aboit the status of thelr records, automatic
entitlement at ratirernent withonst requiring a visit 16 an
SEA office are all attainable objectives, Perbaps the
biggest challange 58A facss is restructuring the way
wa do Blusiness 1o ex;::éoal the benefis that mz:hmicgy
offers.

By the Year 2000, many of the new technologies
just beginning to emergs in the marketplace will have
matured ared be in the mainstream of information
processing. Some of these technolngies include
artificial intelligence/expert systems, optical disk arl
spesch recognition and synthesis systems. in
additicn 1o these new technologies, those which are
used 1o suppart current information systems such as
processors and magnetic storage devices, will
continue to improve al about 30 percent a year in
price/petiormance.

Increased use and pedarmanse of fiber aptics and
satellites wil permit commusications networks 1o
maet the ingreasing demands of information
procassing. However, through the integration of the
row technotogles mentioned above, an entirely new
dimension will be provkisd to the designers of -
information systems. Optical storage systems will
have replaced magnetic storage technology in many
argas and will provikie the capabity for electionic
storage of massive files not feasible today.

For example, by the Year 2000 the entire mass of
S8 folders currently stored at the Wilkes-Barrg, PA,
warehouse could be housed in an optical disk system
the size of a single file cabingt. This technology will
also permit update/erasable capabilities much like
today's maghetic stomge technology. The entire
contents of the Program Operations Manuai (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 gceess 1o
extensive information such as claims foider data and
the POMS stored on optical media, many of todays
iabor intensive processas would become elecironic.

Direct customer input to thetr records {with proper
securlly} will be possibde through the use of telephons
push-buttons and/or speech recognition technologies.
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" Forces of Lhange

Speech synthesis wilt provide the requested
information after expert system softwarg has quided

the requesior through the necessary procedural steps.
By early investigation and planning for the eventual

integration of these arud other technolagies, as they
amiure infa malnstream processes, S3& would be in a
position te process increased workloads in a more
efficient manner, Finding the right mix of stalf and
managemant contrcd systems will be critical to the
success of these alforte.

The tisne datays irnposed by the traditional ries of
procurement in the publie sector may prevant
government agencies from bringing these
techeniogies 1o bear on their servics delivery as
quickly as the privats sector has. This may generate a
widerirgg gap {in favor of business) between
governmaent and busingsses in their ability to deliver
Guality services efficientty. In tum this may generals
wwreased pressare for changing procurernent rules.
Siates and some commurities have contracted out for
a wide range of senices inchufing some data
processing. Some Federal agengies have contracted

ot a sthall portion of their data progessing work. The

quastion may be raised as to whether a portion of
S8A's data processing a;mmziens might tze
cortracted ot

Currently, c:cmmemial uses of technology are years
ahead of the govemment, One of the reasons for this
is that corpoerations have explicit measurable goals
{i.e., profit, stability, growth, eic.). Although the goals
of the Social Security Administration are well defined,
the goals of many government agencies are broad
and even conflicting (i.e. the mission of the
Department of Agritultuse is to promote efficient and
large scale farming angd to protect the family farm}. In
purchasing new infoemation techigloglas,
corporations generally place more erophasis on
performance standards, which wilk aid in meeting their
gnals and consequently less amphasis on cost,
Unitke most of the public sector, corporations are nat
hindered by an annual budget cyple {which pushes
incrementaismy, or the nead 1o sea the product
before buying.

Many corporations, which deal with a large number
of customers and an even larger number of
infarmation transactions, are moving to higher and
higher leveds of automation and/or self-help
technolagies. Most recngnize that by the Year 2000
sole reliance on such systems will not be possible
because they will ba dealing with thres different sets
of customers ({1} the computerliterate, {2} those
willing ared wanting to earn, and (3) those whi have

np interest in lsaming). Thelr longer range plans do
call for higher levels of awtomation/self-help systemg
as g and mora people hecome G{)mpiﬁiz‘f jiterate
of willing to leam, .

These trarxfs in the private sector coupied with
OMB's goal to recapture government's position s a
lsader in the efficient and effective use of information
technnloqy are fikedy 1o impact the Social Security
Administration in two ways. First, there will be & need
for SSA o pontinue its strategic planning process.
Sscond, ¥ may become agdvantageous Bor $8A 10
underwrite the development of some lsading edge
technologies. This might be accomplished through
joint-procurement eflorts with agencies like the
internal Revenue Service or the Census Buresu, or
even with a major corporation.  (IRS, Census and the
Mational Security Agency are among 7 handful of
Government agencies considered to ba procurers and
users of leading edge technologias),

The "haby bust" which followed the “haby boom” of
tha 19403 and 503 will have a major effect on the size
of the U.S. work foree in the late 19905, The work
force grew st an annual rate of 2.6 percent during the
19738, fed by the "baby boomaers” and tha large
number of women entering the work forge. So far in
the 18803, the work toree has grown at an annual rate
of 1.5 porcent. Betwean now gred 1965 the rate of
growth is expected 10 further decrease to an annual
rate of 1.t percent. Tha riet resull will be 20 percont

*. Iswer youny} people entering the work force in 1998

than in 1973, This will not result in a labor shoriage,
but in the nead to pay eniry lovel workers a higher
percentage of whal sxperienced workers sar, it may
aiso provide increased opportunities for employmert
for the disabled and eiderly. A rmajor question may
by, whether the Federal Government will be able to
uifer a sufficiently attractive sampensaticrs packags to
attract and retain the number of individuals with the
required skills & meot service expectations.

Withau incentives 10 the conteary, the labor force
participation rate of older men is kkely o continug 1o
fall. In 1575 the labor foree participation rate of men
aged 55 10 B4 was 75.6 percent. By 1984 it had fallen
1o 68.5 parcent and is expected by 1995 Lo fall 10 62.6
percert, Each generation of women in this century
has ertsred the work force in greater proportion than
the tast and at an earfier age. The gverall participation

T ete for women should olirb 1o somewhere betwsen

65 and 70 pereent by the Year 2000, For women
aged 25-44 labor force participation rates should rise
above 80 percent by 1865, A woman today sams
approximately $.86 compared to $1.00 eamed by a
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man. Estirmates for the Year 2000 indicate this fiure
may rise as high as $.80. That seems likely, because
taday wormen under 20 already sarm 81 percent as
much as their male counterpans; those 21 10 24, 838
percent and those 26 ta 34, 76 percent, according to
the Bureau of Labor Statistics of the Department of
tabor,

Batween 1964 and 1984 the number of wives in the
paki lzbor force graw from 13 milion to 26 milllon. Of
the approximately 26 million dual income households
in the Unitad States, ths wives are the grimary bread
winners in about 18 percent of them. Invanother 8 -
percent of these housebolds, wives eam at least 80
percent of what their husbands eamn. '

Only 12 percest of wives with pre-school age
children ware employed or seaking employment
outside the home in 1950 while over 59 percent of

today’s mothers of chifdren urcler the age of sixare in

the work force. With more women achieving higher
tevels of educational attaininent and entering the work
farce, there are likely 1o be further increases in the
nurnber of duat-income and working-mother

households. These trends infabor force participation

will iean that the niraber of people ot covered by

Soctal Security Title H benefits will decrease, This may
rke it lass impotant to have a separate S8 progmm.

~ From 1978 10 1045, the temporary halp industry
grew by 104 percent from 340,000 employees to
695,000 empicyess. The growth of this industry is
axpected 1o increase by abaut § percent armuaily over
the next ten years. By 1995 temporary.employees
shiould rumber morg than one milian nationwids,
aceording io the Buresu of Labor Statistics. The Kelly
Girl ot other temporary help services have not been

- replaced but they are being augmanted by new firms

which provide people competent 1o fill managerial or
professional slols on a shor-term basis, Clients pay
1 1o the hourly equivalent of $160.400 a year for
these skills,

These and other koroes of change are likely to
impact upon Social Security prograres and their
administration. The list of possible challengss is as
vast as are the opportunitiey that the future wilt bring.
The future, after ali, is the cumulative consequence of
today's declgions.
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Table I—Socio-Economic Trerxis 1950 to 2000

Factors

Loy

Birth Rate 10,000

Life Expenlancy
{Women) at 65

Life Expentancy
{Men) at 65

SR AR
S

High School Grads 100

Farmers 100 Workers’

Persons Living
Alpnie 100

Divorces 10,000

6 10 20° 30 40 50 60 70

Frequency
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Forces of Change

Tabte H—Selected Demographic Trends and Forecasts For the Year 2000

"» There will be 10 million more Americars over 65 than there wera in 1980 (35 million vs, 25,7 méim)
~{That number will neady double o &7 miliion by 20503

» The madian age of the populgtion will innrease to 37 years {in 1588 it was 41 years).
s New retlrees will have a e expectancy of 15.7 years for men and 20.8 years for women,

« The number of pez}piﬁ 85 or vver with fimited activity due to chronic canditions will increase 10 16.4 miflion {10.8
miliian in 1988}, :

« The number of eldery in nursing homes will grow 1o two mili ion (1.3 million In 1985).
~{thren mn%!m i 2020 and 4.8 mifion in 2040)

e Tha il populau(m 24 years of age will drop t0 81.9 million aad will eordinue to fall,

= nlgnms e? m:ment claims, baby boomers are not a factor for SSA They are a factor in lerms of disabitity
claims, eamings repotds, wage discrepancy repons, ete,

» Neardy one-thirg of the fobsd popukation will be minority-36 mition Blacks, 38 milion Htsrianu:s 8 rillion Agiatics.
~{eontinued instability In Mexico ard Central America due o debit crises, growing unempiaymenz, insurrection,
art high binth r&:&s)

« The American household will remain highly diversified--childiess couples, hlended families, single-parent
hauseholds, ard diverse groups of people living alone-the young, divorced, inmartisd, and the elderly.

» Marriage and divorce rates will change fitthe from the 1885 levals,
« Less than 4 pefcem of tamilies vl have three or more children.

+ Household size will decline with ﬁB i 85 percent Qf all hmseholds having 2 people or less compared with 50
p&rcem i 1985,

« Birth rate may drop to the current rate in several western European countries {1.6 Total Fortifity Rate compared
1o 1.8 todayl.

+ Some 25 percent of women today, who arg in their late twanties, may remain childless.

« The education feved aineng S8A clierts will grow geometrically with 70 percent having finished high school and
22 pescent having some college (66 percent for high school in 1980},

» The number of fJunctionally Biterate adults wiff continue 10 increase. {in 1986 there ware 2025 million
functionally illitesate adults and over a million teenagers a year dropping aut of high schogl}
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Table 11 Selected Economic Trends and Forecasts For the Year 2000

= GNP ar}nziai growth wil average 2 10 4 percant.

» Anngal inflation rates will not stray beyond the 5 1o 8 poroent 'm:mgje“

» Productivity increases will average 1.4 1o 1.7 percent aonually.

s The Federal daficll is axpected to &Y below $40 miiion b;,t the early 1990s and remain thore,

« The movernent from an indusirial 1o an information based sconomy will continue.

+ Health &p&%{inures will continue to incre.asé inabsolute numbers and as a ;}e:centage of GNP,

_» Large reserves in the Social Security trust funds may creats pressum within Congress to yiize thege Tunds for
othar purposes.

» Labor iprce growth will fall to an armyal rate of 1.1 percent in the lale 188Gs {2 & parcerzi dugelng the 19703;
1980s, 1o date, 1.5 percent),

+ The labor force participation rate of older men 55-84 years of age is likely to continue o (88 {1675 - 75.6 percent,
1384.68.5 percert and 1995-orecasted 62.6 percent].

« Labaor lnre participation rate for women should continue to climds to betwsen 83 and 70 percant.
« A woman will eam approximataly $.80 for sach man's $L[’}0 {1988 - $.89).
+ The nurmber of wives in the paid labor force Wil comtinue 1o grow (1964 - 13 million, 1984 - 26 million).

+ The manber of working wosnen, with pre-achoo! age children, wﬁ? continye to increase (1350 - 12 pargent, 19&‘.’; -
over S0 pervent).

* The percentage of ron-urion jobs will continue 1o grow.

» The tesnporary hedp ndustry will grow by aver a million {from 1978 - 3538& & 104 percent increase; DoL
forecasts a 5 percent annual growth to 1995).

» Digpendency ratio of :eti:ed tn employed people will not change dramatically, In the Year 2000 it will begin a
steep increase unless there is a shift toward older retirement,
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Tabie IV - Selected Technological Trends and Forecasts For the Year 2000

s The rate of technological ::tzange expetienced in information refated technologios from 1070-1085 Wl“ mﬂtinae
i not accelerate, through the yesr 2000,

« Many of the new technologies just beginning to emerge in th markeiplace will become flézy mature ami in 2ha
minstream.
- {artificial intefligence/expert systarms, optical disk, speech mcogmticm and synthesis syszems, and smarn cards)

+ Processors and magnelic s;arage davices wifl continue o Em{mve af abowt 30 percent a year in
gmcefperfam%arzc&

s Opitcal sturage sy:;lems will replace magnetic storage demces i many areas.
~fwil provide the capabiirty for edectronic storage of massive fles. Folders at W!kes-eazm wazehouse cazﬁd be
housed in a space the size of a single file cabinet)

* Birect client input 10 thelr re-cords {with proper security) will be possible thwugh the use of te%e;:hme
nush-buttons andfor speech recognition lechnologies,

» Increased use and parformance of fiber optics and satellites will permit $8A communications networks to keep
up with and meet the demands of an increasing number of clients,

» Acceigration of the information eccinomy will contirie 1o fmce orgamzat!ens o move & ﬁzazer org&mzamnal
strucdures.
~{less emphasis on cammumca:fons up arxl down, more on horizontal or peento-paer)
~{the middie manager becomes less relavant)

» Traditional rides of procurement in the Federal sector will continue to be questioned, for is many cases
commercial usaes of hardware and softwarg are years ahead of government use of technology.
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A View from the Year 2000:
A Scenario for SSA’

The Underlying Premises: How SSA
Responded 1o Forecasted Changes -

. Inthe early 1990s the Socilal Security Adminisiration
successiully completed the implementation of the
modernization efforts begun in 1982, Because the -
volume of beneficiaries was growing so rapidly and
was expectet 1o increase aven faster in the nexst few
years, the Agency set as is 1op priority tha
enhancement of its service defivery.

In the mid 198Gs over 31 million people visited field |
oHices each yeoar 1o file daims, maks reporis and
conduet busingss. An additional 12 million people
sought senvice by phone. With an expegted six million
miore beneficiares and another miffion applicants per
year, it was anficipate that, without 2 change in the
predominant mode of service, 37 million peopie woudd
be visiting SSA facilities in the Year 2000. This
preceded the baby boomars flooding the retirsment
rofis in 2014,

indirect bt Incragsing pressure o enhancs service
dalivery was also being exeded on S5A by
commercial service providers, such as banks, retaillers
and insurance companies, whe were aqgressively
endouraging more and more telephone and cemputer
comact with their clientsie. With the increasing ease
irs the 1980s of telaphone ordeting, bill payingand a
prafiferating number of service applications for home
computers, having to vist a Social Security offive 10
sonduct business seemed increasingly inconvenient
to & growing numbser of people. 1na 1987 survey,
60% of SSA customers said they would prefer to deal

with the Agenty by phone rather than visiting an office.

Oraer the years, Social Security programs had
grown more arvd more compiicated. nitial and
cortimzing entitternent decisions became increasingly
technical in natyre. While the compiation of the
mexiernization effort streamiingd the mechanics of the
progiam, arvd computers ook over the compatation
of berwafits, the compiations themsaives rgmained so
complex that they were nearly Impassible to explain o
& beneficiary.

in response 1o thase changing forces, S84
recammeikled o Congrass several minor changes o -
the faw which had the effect of greatly simplitying
entilement computations.  Simuaneously, S8A
launched a major drive to upgrade and diversify its

- methods of service delivery. By the late 1980s, some

inrovations were being tried such as voice messaqging
for reporting sueh things as change of address,
Tetassrvice glaimg and gontacts were increasing as
ware appointrents tor servica in flald offices.

Thraugh the caraful use of advancas in information
processing and coramynication technology, S8A
made available 1o the public a madtiplicity of ways to
access and transact business with the Agency. The
days of a rip 10 the logal Socidl Sacurity office 1o
transacl mingr business are gone. The $5A customer .
of today can corgluct most transactions with the
Agency through & toll-free 1elephone eatt, through
self-service stations at the distrigt office, o, at thelr
choica, through a scheduled facedo-face interndew.
Claims fing and applying for a Social Security

ninber are greatly diminished activities since
antilement notification is now autamatie gt nonmal
retirernent age, needed proofs are securssd through

- automated data exchanges with state bureaus of vital

Y ¥ris soenario is wiitten fom the point of view of an chsetver loukiag back from the yesr 2000 ot the changes 15 554 bmﬁn 1987 and
2060, What for the reader is a proposed future, is d&'st:nbed in the scenasdn ) the prasent of past tense,
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AView From this Year 20000

statistics, and enumaration is a byproduct of obtaining
a birth ceriificaie,

As a result, Soctal Security bensficiaries have no -
more difficulty obtaiting timely, quality service from
SSA than from the most technologically sophisticated,
consumer orented commercial service providers.
The $SA of the Year 2000 provides s customers with
a variety of convenient ways to do business with it

Social sz}zity program and senvice quality are
recogrized as among the hest in govemment and
industry.

Program

Work Covered by the Federal Insurance
Conteitadions Act and Other Retivement ,
Programg - iy 1986 about 85 percent of all workers
were coverad by Social Sacarity. in the Year 2000,

practically ali workers and self-employed pevsons are

covered by Sockd Security. A few groups hava the
option of not being covered by the Sociyl Seeurity
system, but most members of such groups opt o
participats,

The Raitroad Retirement pragram, which for years -
was separate from the Sockal Security program, has
been combined inta . Since o Federsl employees
hited after 1983 must enter the system, only a
- dwindtirgy number of employees are rot covered,
Thus, nearly every working person in the country
contribites to the Soclal Security program and can
expect to receive its bensfits,

Thare is an increasing realization that Social
Sacurhy is a base on which to plan financial security
at retirement ar in case of disability or death, rather
then an alternative 1o private insutance and retirement
plans. As a resuit thess is an increasing number of
private ang public pension programs. Many of these,
when combiined with Sogial Security benefits, provide
an adeguate source of income replacemant,
sameihmg which Sacial Security benefits alone wer
never intercded 1o do.

Retirement and Survivors Insurance —The
Retirement and Survivors program is essentially
unchanged from that which axisted in the 19808, In
14862, Social Security privided 31% of all income for

peopie over 65, By 1884, the percentage had isento

" 88%, hut in the eady 19003 the pergent began to
ducling, and then leveled off to the 1862 rate. One of
the reasons for this dedline is that the proportion of
siderly wha also receive a public or private pension
was growing. In 1962 only one in ten elderty people

recelved & private pension and in 1986 one infour.
Today, as a result of the legisiation in 1585 reguiring
the vesting of pensions after five years, that nambef is
approdmately one in two,

Similatly, in 1962 ordy 54 percent of oider T
beneficiaries had some income producing assets. By
1946 that percentage had risen to 86 ard today the
number of eldery who have income produeing assets

" has further Increased.

Disability Insurance —inthe late 1980s the Social
Security Advisary Councit made several

" recommendations relating 1 the disability program,

The Council grappled with several tough issues. They
considered the use of medical and vocational
specialists and of work evgluations: in the disability
deterrmination process, They iooked at the
effpctiveress of vocational rehabilitation for disability
bengficlaries and Supplemental Security incorng {SS1)
recigients. They also reviewed work incentives and
infliatives. _

Several recommendations resulted from the
Council's deliberations, inciuding one which
supgested that more extensive use be made of $SA's
research andd demonsteation authority, As g result
several innovatlions were trigd and tesied in the 1990s.
Some of these proved highly successiul and
legigiation t¢ incorpatate them into the {)Iaabziﬁy
progragn has been enacted.

Earnings ”fest and Beneﬁt Cmnputatiorz-—aontrary :
tn the growth of the labor torce in the twentieth
century, the fitst decade of the twenty firstis seeing it
dwinclle, ard derrand for workers incraasingly
exceeds supply. Business, industry and government
arg all encouraging workers to defay refirement.

Clder workers are maore argl more Sommot,
Improvements in healh care and ife expectancy have
mixle this possible. One is no tonger considered old
at the age of 65, bt is considered a member of the
"woung-old" with a remaining life expectancy of 15 to
24 years. .

- In the tate 19803 Cangress foresaw the need to .
faciitate esmploymant of older workers and elintinated
the garnings test for peapie who reach fi retirement
age, removing a disincentive 1o work inlater years,
Thus, once a person is entitled and reaches normal

‘retirernent age, benefits are not reduced regaidlass of

income earmed from employment and there is RO
requiremant for eamings repors in retirement cases,
Ones a person takes a benefit, additionat eamings
past full retirerment age do not increase it, Neardy
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1,500,000 annual recompitations necessary In the

decade of the 19805 are no longer necessary, This

- has simplified the program and encourages people 1o
" keep working to build a higher berefit

The numerous methods of complting benefits have
been simpiffied. Nolonger are comgiex, impassitie 1o
understand caleudstions of the past in use, New, easy
to explain, consistent formudas are used to calculals
henefits. Sknilarly, the host of reduction faciars and
mugdtiple altematives for calculating various types of

wenelits have been standardized and reduced o atew

simple and straightorward methods. People can
actually caloulate their own benefit to within a few
dollars when contemplating retireman,

Supplemental Security Incorne —When the S81
program was created inthe 19708 and the benefit
payrment function was {ederalized for the aged, blind
and disabled, the main purpose was 16 standardize
eligibifity criteria and payment levels. in a very real
sense, the $S1 program was created to provide
standard benefits across the Nation to those peopla

“whase income and resources at retirement or
disgtieront fell Below g minimum level. Oftan these
were people who had litle or no work history, or were
never empltoved because of g disability,

As labar force participation grew in il sectors of the
popdation, the group of people eligible for S81
benefits on the basis of disability was largely reduced
to those who had never worked and therefors were
not covered or “insured” by Social Seowrity. In many
instances, these are people wha have major
impediments to employment, stich as developmental
disabiities, and thus siso tend 0 be in need of other

" socid services besides income maintenange, Ha¥ of
tha disabled $81 population suffer from mentl
retardation or mental Einess. Nearly 3 percent of all
S8t recipients are blind and § pefcem are urkier age
18, -

There is the realization that many of thoss who nead
581 benefits in the Year 2000 are very likely to also
neod those social senvices provided st the State and
tocalleved. This has generated increasing Interest in
lirking both the payment mechanism and the delivery
of social services into one administrative system,
Proposals belng mada by interest groups and being
diseussed by Congress range from integrating 851
into the Social Security program as & minimum floor
financed by general revenues, to having the 581
program administered by the States with continued
Fedaral furkfing anc oversight,

Service Delivery

Muitiple ways of transacting business with S84 are
now avaiable for the convenience of the cuistomer,
The telephone, self-service stations i the fisld office
arxt two-way video acoount for at least 90 percent of
all transactiong, As a resudl, sernvice tothe pubiiic is
primarily by means other than face-to4ace contact
with an 554 repremzwe

Anyone can access g toli-free national :m;}hme
number {e.g. 800-8SA-2000} 1o file claims, obtain
sewvice and make appointments, eto. The naticnal
number roules calls to the nearest available
teleservice center as traffic dictates, These centers -
are staffed by highly trained and qualiied employoss
as well as computer synthesized voice and artificial
intelligence programs that can often handle calls,
including claion filing, without emplayse intervention.
The naticnal telephone number can he accessed 24
hours per day, seven days a week,

S8A now has the capabiily to deploy sei¥~semca
sigtions for filing claims, requesting information, filing
rauired raponts, ste, 88A has the option of installing
these siations at the district offices or to provide this
service through existing networks of widely available
ATMs used by many service providers, These
nmtworks now provide the public with conveniently
locsated terminals from which they can acoass various
commiercial services. A customer using a seff-service
station in a district office could opt to interact through
the terminal's wo way vides screen with a Soclal
Security representative who s physically located
sispwhers but can see and talk 1o the baneficiary, -

The self-service stations at S5A’S district offices
enabie the transaction of business in any of several
lanmmges at the choice of the customer, much like
some bank ATMs did inthe 1880s. They would also
provide a means of efficiently serving the walk-in
teaffic, a5 well as the hearing/fspeech impaired.

While S8A’s records are securely protected from
glettronic tampering, those people who have home
comgtens can use them 1o commaricate with 8SA to
He claims, get earnings statements and oblain banef
estimates.

District offices harwile complex face-1oface
conacts, manage personng! working from home and

© dispatch employees throughour thelr geographical

area 1o assist the public.

Techrwlogical agvances and the widespread use of
teleservice faciities have focused some SSA
emplayees on complex case situations, Thesa
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eriployees are trainad specitically to handie these
situationss and concentrale on speedy rosolution so
that they rarely remain urwesolved for more than a few
days and paymants are on schedule,

Nearly all face-to-face service is by appointmant. #
someone desires ¢r neads antual personal contact, an
appointment is made at the district office, the home,
or other convenient location,

85A has arranged with Stateg’ vital statistics
hareaus 1o make i convenient for parenis to oblaina
social security number and card for thalr newbom
chitd. When parents apply for a binth gertificate they
van check a box on the State forms to request a
pwrnber for thelr child, Since a social security numbar
is needed 1o claim children as deparddents once they
reach age 5, most parents make use of t{’zzs

;}mcedure

The States have been enthusiastic aboit the
process sinoe it gives them a more complste record.
Suring the 10903, after the first few Siates adopted the
practice, the pthers found i altractive and opted in.

v

Any alien admitted 1o wark racehves a SSN as a
resul of filing norrryd admission papars with the
Immigration and Natualization Seevice (INS). No
separate cordact with a Social Security office is
necessary.

Another service is offerad in conmection with the
enumeration progess. While the Soclal Security card
isstied 1o the infant is made of paper just as itwas in
tha 19805, any person issusd a card iater in life has
the option of raceiving a "smart card”. This card is
capahie of holding large amounts of data and is
avallable for a multiplicity of uses such as highly
secure klentity device, multipie cradit card,
checkbook, medical record card, bank card, glo. itis
& universal card that can serve mudtiple purposes both
- Governmental and private.

A major inttiative, started in the 1990s,
auromatically proviies eamings and benefits
information 1o workers over 25 vears of age every
throe years, Each worker raceies a notice showing
iolal eamings by year and employer, an estimate of

‘retivement benefits st normal retirement age, a
statement of digsability or survivors benefits the worker
is entifed to as of the date of the notice, or the
number of additional quarters needed for entitfemeant.

The clzims process for benefits at normal retirement
age no longer requires filing an application. Shortly
before attaining normal retirement age, living, coversd
SEN holders are nictified of potential entitlement. The

notification provides a statement of benefils payable
&t that time and an estimate of benefits payable if
claiming is postponed. (This approach may
encourage the individua! to delay relirement.)

Hf the worker decides 1o retive; he notifics S5A of -

. that decision arx} payments begin, i the person

chooses 1o delay benefits, he simply doss not
tespond to the notics and may file a clairs at a later
data,

.

- The number and percent of payments mads by
Elegtranic Funds Trangfer (EFT} has continued 1o
acceigrate since the late 1980s. Direst deposit by EFY
is the standard way SSA pays benefits unless the  ~ -
beneficiary specifically requests another method of
payrment or has no bank account. The Agency then
offers the person with nd bank account the option of
using the 554 issued smart card 10 withdraw funds.
from designated banks. 85A has arranged with
several banks 10 issus payment. Benefiniaries can
withdraw their henefits either at a tefler or that bari’s
ATMs.

- Az # result, few checks are issued aad boneficiarios
have enhanced security. The lost or stolen check isa
rarity. .o
The reporting burden for the public hias been
revitced with the elimination of tha eamings test at full
retirement age and the abilty of S6A compiters to”
aamatically compare Hair files with other Foderal or
State computer data bases.

Some reports remain necessary. Disabled people
are stit expected to repon changes in conditions
which would aflect thelr disabillty status, However,
the need for beneficiary and recipient reporting has
been significantly reduced.

The overpaymentidebt collection problem thaz
received so much altention in the 19703 and 18805 s
reduced. Program simplification and matching
techinitues resull in faw incormect payments and thess
are usually discovered early while thoy are guite smalt
and, therefore, easy 10 recover. S8A's debt collection -
methads use hilling fechniques and cross recovery
from other Federal payments 1 insure a satistactory
recovery raia,

Employers have also been relieved of 3 huge
reporting responsibility, The law has ghways |
mandated that employers report the wages of their
employees for FICA purposes quarterdy untif 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 quartedy to the States for other DpOses
such as unemployment compensation,

55& now electronically oblains the reported wage

. gata from the states and Uses # 1o oredit the worker's -

wages for Social Security purposes. Thus, the need
for Bn empioyer to report 1o both the stata and federal
government has been reduced,

The administrative appeals process is much more
convenient. Two-way video screens are avaiiable in
field offices where, by appointment, the person can
receive a complete hearing on any appellate ssue
through the vikdeo hookup. The hearing officer can
see and interact with the person as well as exchange
documants, imaged and transmittabde slectronically.

I the 1970 ared 19805, S5A had a very
burdensome appeals process. QOver 90 percent of afl
appesls wolved the disabllity issue. The beneficiary
was frustrated by the length of the process and SSA
was frustrated by s cumbersome anture, le, first a
paper review, then a hearing before an Administrathe
Law Judge, next a review by an appeals concl and
finaily, through all Iev&is and districts of the Federal
court system,

In the 1990s, the process was simplified sothat a
single Federal court, shon of the Supreme Court,
provided the last appeal level outsicdle S8A.  This

produced much more consistency in ndings and has

improvedd administration of the program.

Technology

HE4 has taken advantage of advances in
irdarmation lechnology 1o automate its processes
the maximum extent consistent with efficient,
cost-efective ope:aﬁﬁﬁs

Each empinyes, whise 1ob reqwres it, bas ready
access to an suiomated voeiceidata workstation that
serves both as:

» access inte S8A’s program, management and ‘
agministrative data bases and systems; and

» a self-contained data processing unit, capable of
performing calculations, word-processing,
graphics, document storage and retrival, ete, as

appropriate,

Raductions in the cost and size of information
wchnology have permitted the widespread distribution
of 8SA data processing, s&mge and refrigval”
fumzf@n&

Implementation of the systems plans of the 19803
was comfieied inthe eady 1950s. As a result, 88A s
in a modem technological environment. Rapid and
dramatic technological changes make avaiiable vast,
afficient and effective opporiunities for how work is
done, where it can be done, and who can do it: All
operational offices are equipped with interactive .
terminals able 1o access virtually all of SSAs
administrative and program files,

Many functions are supported by artificial .
intelligance and expert systems, SSA facifties have
com;zuzer-based training materials and program.
mstructions as well as scanners/imagers capable of
reading typed or handwiitten documents, translating
them into compuder usable form, and electronically
sending thern anywhere for storage, facsimie
reproduction or viewing on a computer terminal
screen. The processes of making Agency policy and
issuing regulations are alsp suppaorted by antificial
intefligence systems which apply exparnt iogic o facts
and alternatives.

All data bases ars fully online and ¢an even be
accessed directly by the public, when appropriate.
Papertess processing is the nonm. All pertinent
evidence is imaged and stored electronically.

Actions initiated by a customer ar¢ communicated
10 S8A by whatever means the customer chooses,
This is also true of the response. The communication
can ba through SSA voice interactive terminafs, ’

- personal computers, telephane or mal, All records”

are maintained in elegtronic form with paper fles
heing virtually non-existent, )

Aldocumenis obtained after 1990 that require
retention have been stored in electronic form. Paper .
files, clairns folders and the need tor cavern stmga
are all gone.

Distributed data processing and data storage 8r¢ a
roality, The processing and storage of S5A's data
have been widaly distributed to the lowest cost:
effective jovel, in some cases 10 the individual
workstation. Computar matches occur routinely with
all State ard Federal data bases as well as someg
private data banks.

Fhe ability of eaéb SSA computer systamio
gormmunicate directly with other computer systems-

" inside 85A and with other Federal, State, and some

private syatems has ;)ermmeri immediate response o
claimants, other inquirers and S8A support ;msonnei
across the country, 85A has created a unit
responsible for interagency systems coordination o
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facilitate the numerous data exchanges so critical to
- 88A’s mission.

Office automation has become a reality at svery
S8A mcility, Workstations gre equipped with
stata-pidhe-art information processing and
communication tools.

All SSA woskstations across the country, including
portable terminals, are connectad by an electronic
network which allows sharing of documents, deafts,
memos, elc. In s search for maximum sutomation,
the agency has begun installation of *dictation-io-
print” word processors which convert the spoken
word 1o type, gliminating the need to enter docurmants

b*g typing an a keyboard.

Neaded systems changes can now be effected
-easily, as a layered systems architecture has been
implementad. S8A systems evolution and upgrades
are pow routing, .

Secutity policies and access saleguards arg in
place. Afterpts to violate thess mechanisms are
caretully monitored and Investigated and any
necessary corrective action is laken promptly.

Organization

As the Agency automated fis program processes
ard moved fiom g tochrical workioree 1o 5
inforpaation processing workforce, the increased use
of communications and data processing technology
changed the management strugture of the Agency.
Fewar management lavers exist intoday's
organization than in that of the 1580s.

Waorkload processing centers perdorm a varigty of
aperationst activities best done in contralized
focations o, farge workloads which arg eyclicat n
nature of recuire manual interaction with the
automated data procéssing systems, $SA now has
the capacily to transter workicads electronically
between processing centers and other logations. The
increased use of teleservice and the concentration of
service demand #t produces, now allows economies of
seale which promate the defivery of services which
arg not feasible in a district office setling due 1o low
demand incidence, such as multiinguat service.

The experiments in innovative procuramant
techniques which wers conducted during the 1990s
warg, for the rost pan, successhd and have now .
hecome standard procedures. As a resull, most
procurements of fasilities or eguipment with a

predictable lite cycls are conducted through

long-terra resupply contracts. This has routinized
needed upgrading angd maintenance.

A promising result of these experiments is the
Institute for the Development of Sociaf Security
Service Systems, Bom out of the rauma’ol .
impiermenting large scale systems modemization
siforts in the 80s amd 90s, this institite & an
independant, non-profit rasearch and development
organization with 88A as its ondy cllers. #t has along
term conlract 10 maet S5A’s needs for testing,
developing and adapting rnew technalogy to SSA
business processes. Because R is “outside" the
tederal govemment boundaries, & can procure
necded talert, facilities and technology far more
flexibly than S8A can interralty. This institte,
pattarnedt alter the Mitré Corporation, has beenthe
single most powerhul farce behind the alimination of
the technalogy gap Detwesn SSA and simiar privata
senvics providers.,

As the management strusture changed,
managernent roles had to shift away from the
traditional controliing of work to faciiating the flow of

. inforrsation. Sincs members of an arganizational unig

may be geographically separatad from each other or
wark at different times, the manager’s primary
responsibility is to faciitate interaction within the
group. Expanded authority has been delegated to
iower figld management levels throughout S8A,

The S8A workplace is differerd from that of the
1980s. Management has difigently aflended to the
“hugnan needs” of employees. There s increased
emphasis on open sommunication between
rmanagement arxd employees. Creativity, innovation
any risk taking are encouraged, Flexibility is provided
through slternative work hours ard increased .
opportunity for part-time employment. Al offices are
modem, comfontable, pleasant places to work,
Physical fitness programs are in place; some faciiities
are onsite, but in many locations, special
memberships are provided 10 $§8A employees.

There are compitter terminals al most amployees’
worksites. The development and delivery of both
training materiaic and program instructions are fully
compter supported and can simulate iMersction with
thi operations sytems 8¢ irainees ard cther
empigiyens can fearm rom "live” pases.

in headquarters, and the figld, technology has
altered the way most jobs are parformed. Becauss of
the streamiined workflow, many positions have bean
revised. This has been a pecsssary, ongolng process
a8 speciatized functions diminished dusing the Jast
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" decade. Broadsar-scope positions requiring greater
skills are: being developed continyally, Persooned
movement between art among headiuarters and
field components is ancouraged and supported by the
Agency. A propst balince is maintained between -
headquaners and regional sisHing levels and figld
staffing levels.

Szace tachnologica changes, and 16 3 lesser
degree, program changes have resulted in significant

redeployment of empioyees, 85A has strengthened
anyd expanded #is iraining and retiairing programs at
aft lgvels of the organization. New management
techniques, knowledge, skills, and abiiities are
needed, management devaloprent prz}gmm p&ay a
significantly more critical role in the trazmng aﬁd
ssfection of new managers.

The Agency is rexdy for the twenty-first centwy
The future is here.
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Strategic

Recommendatmns

This section ists 29 recommendations: 3
sugrgestions for program simplification, 3 initiatves for

servipe improvement, 10 enbancemants 10 the way we

use technolagy and 7 paoposals inthe areas of
organization and human rescurces. These
secommendations form the core of the 88A Strategic
Fian.

A brief rationale is provided for each
recommendation. Mast of the recommendations are
independen! activities which can be acted on or
staried witholt refying on the others. Some require
that others be accomplished fest, Together, mey
make up a plan of action for ihe future,

Programs

4. Facilitate Enumeration

SSA should work with alt States and jurisdictions to
promote volurtary enumeration at birth ag an optional
{to the parent) byproduct of oblaining a bith
centifinate. This could be achieved ¥ States agresd o
include a request for a Social Sscurity number {S8N}
on their binthy certificate applications, and 1o
penodically report 1o SSA, using electronic media, the
necessary ilentifying inforration to issue an 85N,
The 88N and a Social Security card would be
forwardedd (o the address of the parents. The number
would be shared with the State’s Bureau of Vital
Statistics. This recommendation can be implemented
by exparding the present enumeration at birth pﬁoi ]
a standard SEA program,

Incilvicduzts who are not enumerated at binth c:zuid
obtain ars 88N through the present method.

Aliens entering the iimzed States for purposes
requidng issuance of an SSN should be enumerated
as a byproduct of their initial processing through the
trmmigration and Naturalization Service. This canbe

achieved by SSA's establishing an agreement with the

INS similar to the one with the States.

Between now and 2008, $8A"s public infermation in
thoss States that have agreed 1o the entmenation at
birth process should routinely suggest that the 3324
be obtained at birth,

Rationale — While the process for oblalning an 38N
has changed owver e vears, the enumeration policy
esseriially has besn that people may obtain an SSN
when they desire 1o do so0. Since the 1970s, however,
various legisiation has required that 88Ns be
obtained, in some cases at an early age. An SSNis
now requited o establish a bank accousy which may
hgve potential tax fability, and SSNs are mandatary
for children over the age of 5 i parents claim tham as
dependents ontax retums.

Raquesting an SSN requires completion of
mudib-paged appiication, proof of age andfor identity
andd is normally done through a visit 1o a Social
Security office.

The great majority of parents would likely find-
enumeration at binth convenient ang efficient. Legal
immigrants woald also benefit from recaiving
necessary documentation withaut multiple contacts
with several government offices, S5A would improve
the effiniency and accuracy of its processes, ard the
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States would welcome the added avaﬁabiiny of
Information on their records.

it is expacted that, by the Year 2000, SSA will be.

- issuing four miltion SSN's annually to children under
the age of five and legal inmigrants. 1t is estimated
that &t ieast three quantors of these SSN's could be
issued through the proposed mechanism af an annual
savings ta the S8A o;mziﬂg budget of 20.5 milion
1887 doﬂazs

2. Eliminate the Earnings Test

CYhe annuat samings test shoudd be siminated for |
beneficiaries over full retirgment age. Bensfits should
only be recompitted 1o include the elfect of eamings

untit full retirement age of umil filing, whichaver occurs
iat@r

By the Year 2000, a delayed retirement credit of 8
parcent of the benefit amount at tull rethement age

should bé awarded for each year beyond that age that

‘benefits are postponed,

Rationale —From the inception of the program,
heneficianes have had o restrict thelr eamings o
obitain the madmues amount of benefits. fa
heneficlary eams in excess of a gentain amount,
benefits are reduced. Throughott the yesrs, the
formula and policy have been changed to permit
higher eamings, but zhe daterrent o work has
remained.

Ag iabor force growth slows to a halt over the next
two decades, ingreasing labor shortages witl make
continued work by older, experienced Americans not
only desirable but needed,  Eliminating the retirement
test would provide a powerful Incentive o older
workers 1o continye empioyment past the noimal -
retiremant age.

. Delayed ratirgraant wz:wid be futher encouraged by
an increase ¥om 3% 1o 8% in the delayed refirement
credlit for each year benefits are delayed past full
retirement age.

Tws other benefits would be derived from these
changes. Firgl, the FICA taxes associated with the
workers’ added eamings would provide added
support to the Trst Funds. Secardd, the bighest
causs of payment errors — the retirement test™- would
be substantially reduced due 1o the elimination of that
provision for those of fidl retirement ags, as would the
labor intensive workload due to its administration, -

‘3. Simplity Benefit Computations

LCompuiation of banefits for all entifoment stustions
sholdd be simpiified so that they are simser to do and
more undersiandable 10 the publio, The number of
alternative ways of computing benefits shouid be
reddiseed 1o Jess than ten and, ideally, 16 no maore than
five. Reduction factors for all benafits should be

“unitorm,

Rationale — Computation of benefits for workers,
depervients and survivers are based on muliiple
formudas which have grown incraasingly complex over
the years s they were adjusted to accommaodate an
ever increasing number of specific circumstances,
Thesa coraputations are gificult 16 explain oy and
rrearly impossible to expiain in a written notice, Asa
et many beneficianies harbor doubits about the
aceuracy of their benefits, Recomputations are s
Iaborintensive, annual process when subsequerd
garnings increass the benefit amaunts of the Wﬁfkef
and any dependenzs

" Replacing the ?B computation formudas that exist
itxiay with a simpler set of standardized formulas
covering all situations would streambine
payment/benefit levels, assure a continuing
relationiship to purchasing powst, and make it

_possible o provide a simple, understandable

explarsation to the beneficiary, The formatdas would be
easity automated, maintained with consistency and
significantly reduce the amount of technical
knowsledge employees must maintain o properdy
serve the pubdic. :

Service Delivery

1. Expand Telephone Service

58A shouid move forcefidly to make teleservice the
predominant mode of service long before the Year
- 2000, This inclirdes establishing the necessary
physical facilities, commuunications and data
processing systems, organizational structure and .
training programs 10 provide 24-hour, 365 day a year

sevice. Access to the sendce should be through a
singlle nationwide toll fres number that is aasy to \

" obtain and remamber,

Therp shodd be no ransactions thag cm.i!d riot he

&t least isftiated by & telephone call. 5SA should be

able to handie at least %0% of all transactions through
tedesarvive. Even when face-to-face contactis ‘
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neéded or desired by the customer, an appointmant
for a visit {o the nearest office should be made by
phone.

in implementing this recommendalion S5A should
take advantage of all appropriate technological
advances such as interactive vaice messaging, expart
systoms, voice synthesis, elc,, which can make it
possible 1o defiver a high level of service to the
islephone custamer with reduced need for employes
imervention,

Rationale — A survey released by the HH3
inspector General in Septernber of 1987 fourd that
B0% of SSA customers would prefer to transast Sacial
Security business over the phane rather than thegugh
a visit to a district office. To the S8A customer of the
Year 2000, # will seem an imposition tg have to visit 3
gavernment office 16 do business like that provided
via telephone by commercial service providers,

Expanding telephane service weuld position SSA
to meet this changing expectation by allowing 31 to
47 million SSA eustormers (of the §2 million expected
to transact business with SSA in the Year 2000) to do
their business by phone. This would save the public
millions of hours of travel time annually,

Further rationale tor pursuing this recommendation

is the great potential for efficiancies and service
innovations made available by the economies of scale
inherent in telesenvice, :

Once SSA makes the investment in facilities and
equipment reqguirsd 10 provide high quality telephone
service during coast-to-coast working hours {12 hours
a day}, litle additional investment is required 1o
provide 24 hour service. 1f experience with the service
indicates sufficient demand for staffed tefephone
service at night, that demand can be met xmman
appropriaiely sized night staff.

2. Pairszze‘Seit-Sawiae
Stations Option

$34A should establish the necessary dala
processing and communications capability to give
$5A the option, by the Year 20060, to instalf self service
stations in the district offices, personnet offices of
large emplovers and, through scesss lo commertial
ATM networks, In high waflic public places such as
shopping centers. These stations should make use of
ATM technology to provide the public 3 simple,
easy-to-use alternative for obtafning information and
conducting most transactions with 36A without the

need for a gersonal interview. These stations should

be equipped, ¥ technology allows &, with two-way
vites connections 1o SSA teleservice conmters.

Rationale - The S5A customer of the Year 2000 will
be used to and expect the convendence of dolng ™
business in ways other than face-fo-face. Telephone
and home video shopping will be cormmon, Banking
thraugh attomatod teller machines will have been
rauting to a majority of the population for over a
decade. Large commercial networks of ATés are
axpected to be estabiished during the 1990s through
which the public wilt be able to access rutiple
sgrvices. BSA could provitte acoess 1o its services
through those networks, since customers will expact
o ransact basiness with 88A in the same ponvarnierg
ways they do with other servive industries,

implemerdation of this recomenandation will
suppon $SA’s efforis to sustain its fradttion of
providing a high quality of service. 1t will also enhance
the efficiency and efficacy of S8A processes.

J. Educate the Public

5SA should establish a strong and ongoing
information dissemination program to promote the
public’s understanding and contidence in Social
Security, especially in terms of Trust Fund fiscal
sourkiness. As part of this education program, SSA
should increase and improve the information provided |
to the public conceming the nature of the program
and its benefits,

Hationale - Many younger workers beligve that
when they become eligitle to retire, the Social
Security Trust Funds will not be abie to provide them
with the benefits they have eamed. Further, the public
s generally unaware of the protection provided for the
waorker and the fainily in the gvent of disability or
death, The tack of undefstanding of the S5A program,
the purpose of s beneliis and #ts fiscal soundness”
needs 1o be corrected since it undermines the
long-erm effectivencss of the program.

4. Provide Periodic Benefit Estimates
S5A should begin a major initiative to automatically

| provide samings information 1o workers over 25 years

oldd avery throe years. Each SSN holder should
feceive g clear notice showing tolal eamings for aach

- year, the namss of all employers, an estimate of

retirement benefits at normal retrement age, a
statement of benefits the worker {or family} is entitied
0 a5 of the date of the notice, in case ofdeath or
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disability, or the nﬁﬁber of additional quarters nseded
to be insured, ,

A three year perid should be allowed o request

correction of any errors, after which the record cannot |

- be changed. Subsequent notives would inclixie aft
earnings information bt eror corvaction wotid apply
only to the last three years of eamings,

Rationale — implementation of this indtiative would
provide an effective procass for ensuring the accuracy
of earnings records, sinte workers would be aware of
deficiencies in thelr racord within three vears of the
rmistake oecirring. Such errors woudd be far easler to
correct than errors discoversd when filing for
retirement benelits, after a itetime of working,

I addition, the pericdic availabiity of complete,
timely and accurate wage and benefit information
would be of assistance 1o the nublc in financial
planning. [t would alse increase public awarensss of
the value of the program, particularty for younger
workers.

5. Simplity Appeals Process

SSA should swraamling the appesls process by
reclucing the present myltiple appeal levels. S5A
shoudd also explore the designation of one federal
cexsrt which would provide a single appeliate level
outside 55A shod of the Supretme Court,

S8A shaudd pursue the establishinent of two-way
video faciiities, and the necessary supporting
cormmanication utilgies, for the condiuct of iocation-
inclependent appeat hearings. This inchudes the
enhancerment of gectronic data acguisition, storage,

-retrieval and transmission systems 1o make the
compiste appeal record readily avallable to hearzng
aﬁ' cza!s anywhere in the country.

. Rationale—The existing adminfstrative appeals
process has multiple steps. It involves a paper
raconskieration foliowed by a facs to-face hearing
tefore an administrative law fudae and then g review
by the Appeals Council. From there, any casa can be
appeated through the various Federal court levels,
The customer is frustrated Dy the complexity and
length of the process. SSA s frustrated Dy iis
cumbersome nature and the systent’s inherent
propensity toward Uneve results,

The mcommended changes would reducs the
length of the appeal process by as much as two thirds
of the present average complation time. It would aiso

enhance the quality and conszszsmy ofthe dec:sim
it producss,

Two-way video facilities and electronic stcrage and
retrigval would provide claimants with greaﬂy
enhanced accessibllity 1o hearing officials. it would
also aliow locating hearing officials in cartralized
focations, promoting sconomies of scale and the -

. avallability of appeal services {such as bilingual

hearing officials) not passible under a maore dispersed
configuration

6. Expand Automated Data Exchange

S8A shoyld procesd, a5 quickly as possibie, o
estabiish new and updated agreements with fedaral,
State, local and private organizations, for the
slectronic exchange of data required to substantiate
custaners’ stateynents and o vestly cormpliance with
program requirements, This inchudes information
such ag birth, death and marriage recods, state
benefit paymenis, elc. As.a oritical part of this effort,
SSA should work with the States 1o establish daty
formatting, storage and ansmission standards as
well as the ADP facilities necessary 10 aceomplish the
exchange of data between SSA arvd State systems.
The final burders of proof in cases where electronic
data matches are not suseessiud or possible showld
rensin with the customer, Implermentation of thig
recommendation may require establishing an SSA
cormponent zespamibie for interagency sysiems
coordination.

Rationalew S5A poliey and operational procedures
presently require paper documemation o establish
eligibility. Claimunts are required 1o bring of send
needad procofs to the S5A office. Today, the retention,
retrieval and volume of SSA's paper fles are
significant ¢ost items, Advances i technology make
possibie the slectronic acorisition and storage of the
resguired information in a much more efficient, rapid
angt refiable manner withoet, in many cases, customer
intervention.

Service 1o the public would be enhanced by
recucing the need for pustomars to oblain, pay for,
bring to the S8A office, and risk losing documents

_needed to subistantiate claims. Thess documents are,

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

“which can be accessad electronically.

implementation of this recommendationisa -
prerequisite to implementing other racommendations
of this atrategic plan such as automalzc gntitlement at
notval renremm age. :
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. Addhional benefits accrue 10 the Agency through
the glimination of huge paper files and the costs of
staring and maraging them, Bencis would dlso
accrue from speedier, more refiable processes for the
enforcement of program requirgments,

7. Reduce Earnings . |
Reporting Requirements

554 should explors the possibility of replacing the
gxisting employers’ wage reporting requirements with
agreemernts by which the states would share with
88A, through electronic mediz, the wage data
reported by employers oy unemployment insurance
and program prggises,

Astiorsie ~ implementation of this
raeommendation would eliminate a major reporting
tuirden for employers, it would also enhance the
timeliness arxd accuracy of wage data used by 584, .
ang may reduce somewhat the number of wage
discrepancies that must be resolved annually. By
raplacing 80,600 ragnetic media amd 6.5 million
paper wags reports (in 1986} with 57 electronic
reports from the States and other jurisdictions, SSA
woulid greatly reduce the annual wage posting
workioad,

8. Provide Automatic
Notification of Entitlement

8SA should establish a pmeess of automatic .
notification of benefits at full refirement age. Three
months before attainment of full retirement age (as
cefined by law], ¥ & Social Security numbegr holder is
alive and not alreacly receiving retirement henefits,

- 85A would notify the worker of enlitlement and the
estimated benefits basad on posted eamings
information @ summary of which would be included in
the noticel. The worker woukd have the oplion 1o
‘begin or delay benafit payments. 1If the worker opts to
hegin benefits, and assuming there is no garmings
discrepancy, signing and returning the notice to SSA
wouid suffice to initiate payment on'the agzpw;mate
dais,

it the worker decides to delay benefits, only
Medicare enrollment would take place. The worker

would contact $8A when he sabsequent!y wants
monthly benefits 1o begin.

Rationale »«-M present, claimants must vistt or
telgphone G5A o file for benefits. Paper prools are
brought or sent o the office. In some cases, multiple
1rips to the office are necessary. Most, if not all the
information 1o verify whether aworkeris alive and
eriitied 10 benefits, compite the beneft amount and
intiste payment is already avallable in SSA and other
federal and State fles. This informatinn is accessible
through efectronic means, making the submittal of
proofs and the existing claims filing process not only
grnecessary, bt inefficient ag well, )

implementing this recommendation would allow
B8A to maimtain the number of claims fited {rather
than automatically notified) at abowt the 1387 level, in

“'spite of an expected increase of one million new

claims a year by 2000.

9. Expand Payment Via Electronic
© Funds Transfer {EFT)

S8A, in concert with the Treasury Deparstment,
should encourage EFT as the standard benelil
payment method. By the Year 2000 EFT should be
the autornatic method of payment unless the
bensficiary requests otharwise. S8A and the Treasury
Department shauld also contract with banks so that
bengliciares who do not have a bank account can
witheiraw their monthly benshit payment from the

. banks” teller machines using SSA-issued bank cards.

Hationale - Payment by slectronic fundg transter io
an individual bank account has been possible since
the 1870s. While SSA has neither encouraged nor
discouraged this option, about 4 out of every 10
henefit payments are presently made through EFY
and this fraction ig increasing about twa percent por
year, The Treasury Deparntment is increasingly

" pncouraging EFT payments since they result in

substantial adevinistrative cost savings,

Carwversion to EFT as the predominarnt form of
payment would significantly inerease the security of
payment 1 each beneficiary. ¥ would also improve
the efficiency of SSA processes,
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-Technology -

1. Modernize Information Architecture

 §BA should implement a broad-based information
architecture (¢ permit altlainment of operational
objectivas while accormmaodating new requirements
and lechnology quickly ang efficiently. Key attributes
of the peeded architecture are:

« abroad convept of data needs encompassing ail
of the Agency’s processes, not just the
programmatic ones. '

« consideration of the mos! cost-affective means
for storing, retrieving and transmitting each type
of information SSA needs, inthe context of how
that information is used andd prooessed.

" = independence of s major companents or fayers
such as physieal (storage, processing and
communication} infrastructure, data,
programmatic algorithms, customerfuser
intorface, worldoad control and managemerd
information,

= a set of rules governing the inferactions between
various components of the system, 2.4., between
prograrm processes and management procasses.

« distribution of data storage and processing to the
lowest levels in the organization at which they
gan be performed cost-efleclively.

Rationale —The service improvements and
processing efficiencies that technology is expested 1o
make possibie are predicated on the existence of an
oparating information architecture significandly
ditferers from SSA’s prasent one. A changeloan
architectiire with the proposed atiributes wotid not
anly aliow attainment of these efficiencises and service
irmprovemenis, but wolld position 58A to swiftly
respond to legisiative changes and easlly upgrade &s
systems as data processing/communications
technology evolves,

- 2. Establish An Electronic
Workstation Network

S8A showld implement an integrated slectronic
network 1o serve alt of the Agency's programmatic,
management information and office agtlemation
neecls, with all appropriate clerical, technical,
professional and managerial employess being

assigned & dedicated workstation, This workstation
showid provide a direct, online link with §8A's
program and administrative information and .
scommunicalion systems. it shouid also provide
capabiiities for processing all information that the
amplioyee is authorized to deal with, Thie integrated
netwark should also provide for communications to
and from the worksiation {8.9.,using electronic mai,
documentfinage transfer, and voice messaaging},
among alf appropriale SSA employess and

. designated employees in other organizationy.

Rationale - The productivity, quality of worl, and
work enviroriment of most 88A employies can be
sigrificantly enhanced thfough the use of existing
office automation, communications and data
procassing lools. Since most emnployess need to use
more than ¢ne of these types of tools iprocess a
claim, type andd send a memo, siore and analyze dala)
sepgrate systoms argd commurnication networks to
service each of these needs would negate the
efficiencies 10 be gained by using the foolg, S8A
amployaes showuid be able to call up on their
workstation whatover 1oof is needed at the moment,
rather than using different terminals for different
furctions.

The avzilability of an integeated .
ADPecommunication network would also enhance
S§8A’s abiffty to shift workload processing from
locations with backlogs 1o locations where staff is
underutilized.

3. Convert to Elecironic Storage
and Retrieval of Documents’

By the Year 2000 S84 should store no more data or
doctemeres in paper form, All data, including ’
character-based anl graphicfimage data should bs
maintained in machine-readable form on optical/
magnetie disk or other electrordc storage systems.
These data shiould be viewable or printed at emplnyes
warkstations, Conversion of existing paper-based
storage systems shoudd follow four steps:

« implement, at the earliest possible opportunity,
an electronic storage and retrigval capabiity.

e Store new documents glectronically,

32



Stiategic Recommendations

» Convert existing documents o dectronic storage
oy where Hustified by service and cost
conskderations.

« Eliminate remaining paper files gradually as
retention periods expire,

Rationale-- Claims information, Soclal Security
aumber records and administeative information ars
presently maintained in folders and paper form. Only
the Master Beneficiary Record and Supptemental
Security Becornd are preserved in electronic form. Al
other information systems have paper or microfiim
faes a5 their backup and each claim for benefits has a
paper folder,

“The cost of elactronic processing, storage and
retrieval of information would be deamaticaily reduced
compared 1o manual, hard-copy Information storage
and retrioval processes, The 38 million active folders
presently ogoupy 660,000 square fest of storage
space and require rorn 1 to 7 working days to
retrieve, By contrast, dlectronic storage of the same
documents would require some 5,000 scuare feet of
space and would allow access of any document from
any electronic workstation within 30 seconds. .

4. Automate Instruction
and Training System

SSA shoukd suppott all training and program
instructions activities with a comprebensive electronic
network linked to data bases acessible through any
of the Agency's automated workstations. These data
bases showld contain training and instructional
materials easily accessed by trainges and employees
throughott SSA.

The systern should atectmmcaﬁy daveiop, Zz‘ansmz:

maintain, evahute and manage instructionsd material

{both training lessons and operational instructions) in
a variety of {ormats arvd media,

Rationaie - S5A is presently experimenting with
computerbased training {CBT) and satellite
Transmitted training. Most CBT materiat is being used
in the training of managers and staff across the
country inthe systems modernization effort, The

" satellite-ransmitied material is for information and

general purpose preserdations broadcast tn 17
ferehing sites.

Over the next decads, the volume of training and
instructional changes required by Agency transition
will require & tagt, eflicient, automated instructional

systerm. Most paper-based instructional material
which presently is typed, printed, warehoused,
ordered, selected, boxad ard sbippﬂﬁ 1o operational
sites in time frames meastred in days and weeks
couid be made avaiable to employess ami tralnees in
minutes or hours,

The oreation of zhrs dlectronic natwork wmz!d
provide pasy access 10 updated material, shorten
training ime, allow employees some degree of control
over the pace of leaming, and allow management to
evaluate and analyze training activites ina zimeéy
manner.

5. Automate Mazzag’e;zzeni Information

$54A should, as a byproduct of maddermizing its
processes, avomate mos? of the information
collection and processing necessary 10 support the
managernen and analysis of S88A's processes. Al of
SSA's program applications shoukd be designed to
take advantage of this development, Management
information should be automatically generated and
made avaiable through the manager's workstation
rather than on paper reports.

Rationale —Fresently, some managemert

Information is derived from the claims processing

sysiems.. However, much of the information
necessary for budget and resource planning is
ahtaingd through manual stroke tallies and sampling
techniques, This information is usually trangmitted o
central office and distributed in paper form.

The automatic creation of management information
will dramatically improve both the acouracy and-
timeliness of S8&%s management information.

8. Automate Audit Data

Betause all of S8A’s significant funclions will be
suppiamented or supplanted by modern and efficient
computer systems, most of the information necessary
to audit $8A's processes shouid be captured
autornaticatty by the processes themselves, Stingent
and effective securily measures st be installed 1o
insure the iIntegrity of the sutomalsd audlt systems,

Rationale —To the extent that data is captured
automatically by the computer systermns that perform
SSA's functzans audits of these tunciiong would ba at
once more accurate and less expensive than those
pertormed today. The public would be saved by a
more accurate product.
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7. Explore Expert Systems

884 should pursue the energetic exploration of
gxpert systems technology 1o support a broad
spectrum of programmatic and administrative
processes, :

Rationale ~ Over the next several years, most of
$54%s program arxi administrative processes will be
substantially improved by using automated systems.
The great rajority of all claims, postentitiement,
snumeration and earnings secords maintenance
{functions will be completely automated,

By adding the use of "exped systems,” which
emhody the thought processes of human experis,
aven redatively difficult processes, e.g., disability
deterssinations, could be assisted by computers, In

simpler cases decision makers would only be required .

1o suthenticate the adjudication propased by the
compiter, and deveton only those cases that gxeeed
the capabilities of the expert systams,

The public would receive more equitable treatment
because $8A would be able to make more consistent
and tmely decisions,

tn ackdition, the expart systemns would leave an axdit
trall showing how the decision was reached, .
something often not available with a human decision,

8. Explore Smart Cards

$SA shouid expiore the feas bﬁzty and dwmb&&y of
issuingg new or replacernent Social Security cards
which incorporate a form of positive personal
identification (e.q., fingerprints) in maching readabde
- form. In addition, these cards could contain
microprocessos and substantial electronic data
.storage capablity. Because of their "inteligence”,
these cards could serve a varniety of purposes in
addition to their primary purpose ©of personal
identification for the card-hoider. Amaong applications
that could be supported by these cards are;

« Etgotronic funds transfer
s Recording medical records and health status
s Record keeping for income tax purposes

+ Recording Medicare/Medicaid insurance status
{e.q., status of deductibles, co-pay, elc.)

¢ Recorging work history and samings records
_Stdus

» Social Security benefit computations

. Rationale - The incorporation in a sman card of a
unigue and secure personal identifier could improve
the utiity to the public of the Social Security.card and
customer data storage and retrieval may be facilzated.

9. Establish an Institite
tor the Development of
Social Security Service Systems

S5A should establish an Institute forthe
Developmaent of Social Security Service Systoms,
This should be an independent, non-profit, research
arvd development organization with 8SA as #s only
client. it should have a long-term contract to meet
854’ nends for testing, developing, and adapting
new technology 1o SSA business processes. The
Institite should also serve as & primary training
source for those people who must use and inplement
SSﬁ’s advanced technotogies,

Rationale - Because the proposed institute is
“outside” the federal government boundaries, # can
procure asedex] wlent, facities, and technology far
more Hexibly than $8A can, This agency canbe
patterned after the Mitre Corporation. Because of its
ability 10 rapidiy respond 1o techeicngy changes, this
Institute shaould help us stay current with the latest
technalogy, thereby enabiing us to improve service to
o customers and reduce our administrative ¢osts.

16. Complete the Modernization Effort by
1990

SS5A should insurs that the eajor obiectives of the
1982 Systerns Modernization Plan {SMP} are achieved
by 1960, This includes the objectives to modemize
58A’s programmatic software, daia bases,
telecarmmunications, and capacity. SSA has had
significant success in meeting the ‘
telecorrrnunications and capacity ub;m:z;ves nf the
SMP. However, accelerated work will be needed in
the software argd data base areas 1o tnpternent this
recommendation,

Raii&zzaie--—(:omezim of thege major objectives

*will permit the Agency 1o commit significant personnel

resources and energies to the improvenaents set forth

- inthis Strategic Plan, Thesa inltlatives clearly require

§8A’s continued direction toward state-of-the-art
capahility in the responsible use of technology, as it
HnprOves service dedivery to meet sotiety's
expectations throughout the next decade and beyond.
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Organization and Human Resources

4. Promaote a Positive Work
Environment

55A will promcie a work environment designed to
encourage and assist employees 10 hecome well
trained ard Highly motivated, with improved career
oppornunities. Although implementation of the
initiatives contained in the Strategic Plan may wedl
result in changed or dirminished workfome
requirements, SSA will continue #ts commitrnent to
managing stalfing imbalances through normal attrition
and thoughtful redeployment. The Plan's initiatives
will resuit in the need for new skills which will be et
through intensive, candinuing training and retraining
afiodts, and recruitment as necessary.

Ratignale — Adoption of this recommendation will
giva strong assurance to employees that 8SA
managemernt recognizes thelr vilal contribions to
past successes and that # intends 1o make svery stion
to ensure not voly that changes in the Agency will
have minimal shert terem negative Impact butwill, in
the long tarm, result in a better work environment.

2. Enhance Human Resource
Management

854 should establish a process to forecas! and dea!
with changges in workioree utilization requirements,
This process should include the following elements.

* Thoughtful ;'adepiéymerit to meel staffing
imbalances.

+ Commitment 1o raining and retraining.

« Succession planning for key officials and senior
thanagers.-

o Roplacement of staft losses in crilical positions,
« Management developrrent strategies.

« Organizational design and job structures,

* Performance standards,

« Pay and worl Incentives,

» Quallty of the work eredronment.

Rationate - Artticipated changes over the next 12
years will have significant consequences forhuman
resources management in SSA. Implementation ot
these Strategic initiatives will require awareness amnd
sensitivity 1o employee needs. Effective management
requires continuing recognition that the organdzation's

" greatest assets are the skils and loyalty of its’

smiployess,

3. Intensify Training Efforts

SSA should aggressively provide its employses with
the knowdedge, skills and atttudes necessary to meet
changing custorner needs in a work emwirgranent
undergoing rapid technological change. This can be
accomplished through an intensified and axpanded
training effort. The Institute for the Development of
Social Security Service Systems shoutd be Involvéxt in
the development of & training system as well ag serve
as & primary raining source for the intensive efforts
needed,

Hationale —The skifls and skill mix required of 88A
amploypes in the hatute are expecied to be
significanty different from thase of today. A majority
of the S8A worldorce of the naxt 12 years is already

. employed at SSA 50 the need for new skills for thoge

peap&e can onfy be mel {hmugh training.

. 4. ModHy the Role of Managers

QOver the naxt decade, 5SA managers wilf need 1o
move away from the traditiosal managetment m@a of
control,

To meet the demands ofa technnlugicany altored
wark ervironment, SSA managers will need to move’
away from the traditional management role of control
10 one of faciitating peerdo-peer coatdination and
Instring that information is avallatile when needed,
This change will require a major S8A commitment (o
iraining managers the required skilis.

Hationale - Technology is altering the role of the

supendsorimanager from mamagement of people to

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

. conditions, staff can not be supervised inthe

traditional sense. Slhce emplovees will be n contrgl
of tha psart of the process they are responsible for,
they will need to understand if, arxi know how to use

-the sutomated tools available 1o thams. In an

autormated process, the employee shifts from being a
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. technician 1o being 3n information processor, (nstead
of a supervisor he needs a facilitator. Now and.
different technigues will be essential for managers o
be effective,

5. Establish Fi&xzbie Pas:ﬁzm
Descriptions

Broad-scope positions arxd pesition descriptions
with broader skill mixes need 10 be developed to allow
rmore fexibiiity and to overcome obstacles to
qualification slandards.

fationale - Technology s altering the ways in
which most jobs are performad.  Streamiined work
flows, an increasing shift from technicai to information
pracessing jobs, a reduction in specialized functions
and the increased use ¢ automation will produce
miajor shifts in the sldll mix needed to operatg the
;&geccy

6. Increase Delegations af Authority

Toi xﬁpmve aceoutabilly arnd responsibidity
throughout $3A, some delegations of procurement
and personngt management atthority should be mads
to office managess in both the field ang headquaners
components,

Rationale — %&am%;ers wold be far more
responsible and accountable for performance and
betier able to experiment with different ways of

handfing workioads. Productivity and effectiveness In
components would improve,

7. Manage Implementation
-of Strategic Inftiatives .

Responsibility for management of the integration
and implementation of the initiatives in'this Plan
shoults be with the Office of Strategic Plarming (OSP)
which reports directly to the Commissioner.

08P, in concert with the ling organizations, should
develop implementation plans for egch iitiative, The
pians would be carried out by the line teganizations
which would report statug, Q8P would monitor
progress on all Plan initiathves, and would ensurs that
all aspexcis of the Plan are being mplementod
properiy and timely, A# needed tracking mechanisms,
including tracking of the "GAQ Management
inttiatives" showdd be integrated into the

" Commissioner’s Activities Report and Qperations

Tracking System (CAROTS}, being cautious that

CARCOYS be kept simple and manageable.

Rationale The strategic initiatives in the Plan
represent major changes in the way the Agancy
conducts business. implementation activities to
accomplish the goals will number in the thousands
and will cross erganizational fines and so must be
strictly integrated, monitored and controfled, “This can
bast be done by an organization outside the varfous
cormponents arkd reparting to the Commdssioner.
$SP provides an already existing vehicle,
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introduction

This Implersentation Plan outlines an ambitious
program for bringing to frultion the programmatic,
poticy, technology and organizational elements of the
scanario desoribed in Part 3, while at the same ime

anhieving imgroverments i the efficiency of aff aspects _

of SSA’s pperations and [yoCesses.

Certain activities have been purposely omitted from
the Implementation Plan, activities which S8A will or
shoutd undertake, gither as a matter of courseoras a
byproduct o its ongeing efforts 1o improve i3
business practives. These activities includes:;

- # improving S8A%s tactical and operational
planning and huglosting processes, especially
with respect 10 activities and resources net
directly assaciated with achiaving the strategic
plan scenario. .

"o Improving S8A’s day-to-day management and
administrative practices and systems.

» Maintalning and nproving the processes,
systems and procedures necessary for 38A 10

accompilish its objectives prior to the
achievement of "SSA 2000".

+ Establishing improved suppon systems and
resourcas within the Agency, such as sofiware
engineering technologies and praject controd
systems. . )

The Plan is more definite and detailed about the .
activities to be undertaken in the near future (.¢., 1988
- 1891) than about those which will accur later,
Projects initiated in the next two years are desgribed
down 1o the major task level. \

Activities beginning between mid-1883 and
raid-1991 are deseribad at the major project level,
while those beginning after the middie of 1991 are
described at the subprogram level. Thisiz a
consequence of the fact that many of the specific
activities san not be fully defined until alternative
designs have been identified and evaluated for certain

processes, and the prefetred design sefacted, in late

1991, Detailed planining for the implementation of
preferred designs will be accomplished as the designs
are refined and firglized. :
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_Telephone Service: Increase the portion of SSA
msiness conducted by phone, inchxding use of voice
messaging systems,

Educate fhe Public: Establish a strong and ongoing

information program to promete public understanding

and confidence In i soclad security programs.,

Provide Periodic Benefit Estimates: Generate
stataments of eamnings to S8A custarners,

Sim;&iii{r kppeals‘ Simplify the appeals process.

Two-Way Vicfec in Appeals* Lzse of 2wy viden in
the sppeals process.

Automated Data E.mizange: £stablish gutomated
intarfaces with State burnaus of vitat statistics, INS,
RS and other agencies to facildate the establishment |
of entitloment.

Eiectrenic Starage and Hetrevs! of Documents:
Store and retriave of all "proofs” via electronic redia,
shiminating the requirement for 834 to relain paper

- documents. ’

Reduce Farnings Reporting Reﬁaimmenis: Obtain

quarterty reports of gamings automatisally from the
States, eliminating the need for reporting by mos!

“employers.

ﬁmomét?c_Enuiiement: Establish an
- vapplication-less” claims process for relirement
benefits at nommnal retirement age.

. Payment Via Elecironic Funds Transfer: Utllization
of EFT by nearly alt $SA beneficlaries.

" Explore Expert Systems: Increase automated
suppost of $8A functions by the use of "expent
gystemns”,

Explore Smart Cards: issuance of a multiple use
social security card,

improve SSA Management and Work Environment:

‘Streamiine S8A’s organization and managerment and
improve the work envitonment for SSA employees,

institute for the Development of Social Seowrity
Service Systems: Establish an independent,
non-profit research and developmant organization to
atidress SSA’s need for testing, developing god .
adapting new technology to S8A business processes.

The majority of these projects can be completed by
no later than sarly 15899, some (0.9., the Expert -
Systems Project) will not be compieted r.mtﬁ later in
the zﬁms

Intefciap&ndant Activities

The second category of projects, int&:dﬁpendem
Activities," addresses efforts necessary to bring the
remainder of the recommendations, all of which are
ciosely imerrelated, to fruition.

A classical rengvstion strategy is teflected inthis set
of activities, which are intended 1o shape an
integrated, sificiant and unified §5A process subiect
o the cmmnts gstablished by the strategic plan
scenarx} )

Thesa activities are:
Sell.Service Stations

Modem intormation Architecture

T . Electronic Workslation Network

Automate Instruction and Training System
Automate Management information

Adtomate Audit Data

Comaleté the Modernization Effort

Manage Integration and Implementation
of Siraiegic Inilintives

Work on these activities will procaed in four phases:

. Phase I: Foundation Activities

This phase consists of the activities which are
prarequisies o the selection of the most cost sftective
of feasible alternative designs, To determine what
constityies the most cost effective design, the
Agency's nperational redquirernants must be known
{i.e., what funstions the Agancy wanis o perform, and
haw well it wants to perform them) and what the
Agency has as resources with which fo accomplish

- these functions.

Phase | is divided into three ma;ar predacts,
interded to systerratically address these questions:
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‘Project 10 An Operational Reguirements Study
wili specify the quantitative levels of performance for
all of 8SA’s major functions that the ultimate process
design must satisfy. 1t will include the following tasks:
Yaska: Opermtionatly define the specific major
functions for which quantitative and
cuatitative peifamme standards will be
established.

Fask k: f:“.s!ab%zsh, ona quant:taziw suale, the
relative priorities of each of these functions.

" Taske: Predict the capabilies of human/machine
systerns 10 - 15 years in the future, 10
determing the range of possible/probatie
tevels of pedormance of each function,

Task ¢ Detormine industry norms for each of the

functions being performed, both at present
and pradicted for the kdure. {{itis expected”
that SSA's perfortnance standards will make
~ 58A above average vis-a-vis other
govermnment ancd commercial organizations
performing comparable functions )

.Task &: Establish the refative value, or “wiity”, of
various levels of perdormance of sach
Junction specified in (a), above.

Based on (b) through {e}, ahove,
estatdishing both "minimum acceptable” and
*preferred" values of performance for each |
S3A tunction

Task f:

Froject 2: Baseline the Social Secority |
Administration, which means determining, inan
wrganized, systemiatic manner, what SSA has aow and
is plasnirg to have i the near fture. This information
will be used 1o

» Detarming how much of S5A's future
requirements can be mel with cusrent and rear
future resourses.

» Determine the costs requirsd 1o change from
S84%s current mode of operation to each of
several alternative prosesses that will be
idantified] and evatuated in subsequent projects.

e Develop and implement iransiion plans o camy
88A from the present to the Year 2000.

The basslining project will have several distinet
component tasks, including tasks 1o bassline each of
the following:

Task a: SSA's resources, including personnd,
. facilities, equipment, systems, funds and
funding sources, contracts, gzam‘s ang
other agreemanis.

Task b:  5SA’s activities ami profects, This lask wifl
systematically delineate all of the Agency's
programmatic and administrative pro;ects
ang activities.

Task ¢: 8BA's plans. The identification, comparison -
and synthesis of ali of 85As Agencydevel
and component-ievel plans is essentiat to
the evaliation and selection of alternative
process designs and the development of

_the preferred approach 10 the transition
frown the present 1o Year 2000,

Constraints. Ultimatady, factors in addition
10 cont, effectiveness, and efficiency wit
have an enormous effect on the design of
$5A’s progess for the Year 2000 and
beyond, fust as & does now. Constrains on
the design of that process inchixde such
things as: preliminary design decisions
refiectad in the scenario{e.q., 24-hour, 365
day servicel; stnclural factors; and sogial
factors, {e.q., the welfare of S8A’s current
ared iture employees and sustomers). o
the axtent that constraints such as these
can be articulated garty, the task of
cancepluaizing, defining, and evaluating
sltemnative process designs can be
conducted with greater eﬁicﬁemy and
integrity.

Fask d:

Project 3: Develop & Data Model of 88A, This
project witt describe ard catalog SSA's functions and
data, and the interrelationships within and behwess
them. 1t will use state.of-the-art oparations research
and structursd analysis methodologies. Hs resuits will
be in a torm that directly suppons process and system
design. This projedt has two major phases:

Task a:  Develop a dala model of S8A as it cusrently

exislts,

Mouiify this model (o reflect arvy anticipated
changes in SSA's funetions and data
glements for the Year 2000 and beyond.

Tgsk b:
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 Phase I Specification of Alternative
Process Designs For Achieving
Operational Requirements

This phase consisis of the specification ard i
svaluation of gternative process designs kr $8A. 4
will be inltiated only after the requiremerds, basefining
and data modeling projects are neae completion, and
will inciude consideration of such things as:

« How should SSA’s data, systems and personnel
tesources be geographically, organizationally
arxt functionally distributed and configured?

* Which of $8A's funciions should be contracted
out and which shioutd bse per‘farmed by 88A

empioyees?

» What should be the design specifications of
S8A'y compunter and telecommunication
hardware and software, (or, alternatively, showd -
SSA mersly spacity functional requiremants, and
tet competitive contracling practices determine

the hardware/software/senvice solutions 1o S5A's

mEsgion requirements)? -

» What system design will most cost effectively
permit S5A 1o soquire Admin/Mi and aud’
" information as an automatic byproduct of
© prograramatic processes? .

» How can computerbased training bast be
_Nimptementeci in SSA’s new enviconment?

. Whtch formis} of elactronic mexiia shoudd be
used for the storage & retrieval of each class of
S&A’s data?

_= Which, ¥ any, of S5A’s automated systems
shoiid be exctuded from the data-independent
systems model spaciied in the strategic plan on
the basis of Hfe cycle cost and performance
eonsiderations?

+ What is the most cast effective design approach

- for achisving a national network for 35A7 For
example, which of SSA’s telecommugnication
requirements can miost cost eflectively be met by
rediances on commerdial and government (ilitles
and senices {e.q., FT$ 20008 in lieu of, or o
supplement, dedicated nelworks such as the
Data Communications Utility,

« Given the reguirement for an inlegrated
Mifprogrammatic system, and expected
advances in systems connectivity hamdware and
software, does the existing blanket requirement
far "IBM plug compatibiity’ make sense? #not,
what standards should be imposed, ‘and how
should 88A's information architecture be
adiusted to accommodate these new standards?

» What are the design details of the automated

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

be muttiingual; to what extent should they
incorporate audio (versus video} as the medium
for commurdicating with the User, ardd what
safeguards should be Ineorporated to assurs
data acouracy and security?

This phase is dmded into three major projacts as
follows:

Projecz 1: Specify Altemnative Detailed Designs.
Severad alternative, substantially differert, and
apparentfy feasible, design concepts will be
devedoped tor each sigrificant lovel of 8SA's procass.

For example, at the highest level, two altlemative
concepts could include widely varying technical
approaches o the geographic and functional
distribution of $5A's data and data processing. Ata
lower leved, alternative concepts coulid inclide; for

. example, the use of commearcial communications

faciities versus a dedicated network, Lower tevel
design altematives might include the specification of
voice-interactive self-senvice terminals versus
terminals that requize "point-and-press™ input from the
customaer.

Onte Specified, sach of these design concepts wil

" be fleshed out, and detailed designs developed that

prefiminary analysis suggests will result in the highest
level of cost effectiviness for the specified demga
concept. _

Project 2: Evaluate Alematives and Select
Preferrect Design. Quartitative gost and

 effectiveness models wilf be developed for each

gasign concept ary the detafed designs evalving
from them. These moxdels will be exercised on data

- desoriptive of the design and the environment of the

future {8.9., workioads, socio-economic factors, et¢.)
o g continuing basis. The rasuits of these modeling
activities will be fed-back to the designers, and wil
constitine the basis for ongoing design improvements.
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- Gree each design concent has been fine-lyned 1o
achieve the highsst predicted levels of cost

effectiveness, it will be possible to select the grefeﬁed :

design concept {or development.

This subproject will be conducted conctirrantly with
that deseribed in the previous paragraphs.

Project 3: Develop Detaited Project Plans, Alier

the selected design concept is Jurther refined to reflect.

" new developments or constraints thal may have
arisen subsequent o the analysis thatlad tofis
< selection, detafed project plans will be prepared by
_the components raspansible for the development and
implementation ol the various aspects of the new
design. These plans will cover all the activity and
resources that will be required to bring the selected -
design to fruition. These detailed project plans will be
incorparated into the Agency Strategic Pan,

. Phase il Pracess/System Development

Of necessity, the current version of the $8A
Steategis Plan, cannot be specific about the activities
requirgd for the development of the now process, it
doas convey the thought that the development phiase
st systematically address alt aspacis of 88A's
processes and resources, including:

o Organization

« Facilities

» Equipment -

+ Statfing

* Legisiation and regulation

» Training

s Procurement

s Security

T e AP B telecomnunications

- & Operational and management Processes,
systerns and procedures,

The de&teia;mm phase will mcluds, bm is not’

Kmited to, !he following major pra;ects

Project 11 Develop all necessary sysiems and
procedures and fully document them Gn electronic
form}.

Project 2 Establish all necessary agreements ar
contracls with State and local government agencies,
empioyers, insurance companies, banks, utlity
companies, and other conlractors.

Project 3 Procure andfor jease the hardware, |
software, tacilities and services requzred 0 suppott
implermentation of the design,

Project 4: Assure that any existing contracts ared
leases not needed under the new process will be
terrdnated or allowed 1o expire at an appropriate time
and with minirmum disruption 1o SE8A’s operations.

‘Project & Helrain and recrult stalf and maragers to
perit the Agenoy 1o operate slfectivoly within the
contaxt of ztm W DrOCEess.

Project 8 Complete necessary iegzsiazm
packages andfor regulations.

Project 7 Phase out any projects of activities that
are inconsistert with the implementation schedute ¢f .
the new process.

wae& 8 Complate detailed crganizational
redesign, and prepare materials for publication in Ihe
Federal Hegister,

Responsiblity for the development phase will be
divided among the Deputy Comsnigsioners and the
Chief Financiat O'ffiaer a5 appropriate.
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Phase IV Transition

‘The implarmentation plan dentifies & transition
phase, of about two yaars duration, during which §SA
siaf will be trained, new processes will be piiot tested,
and where approgtiate, parallel operations of the new
 and ol processes will ocour, Infact, thisis an
oversimpiification, '

The development phase wil not be completed ona
certain date, and the transition phase will not begin
the naxt day. Some parts of the developmant activity,
-+ {e.g., the development of operational procedures and
 instructions} can be concluded much eartier than

other pants (e.q., reorganization).

Sirndady, until the final process design is specified,
it is not appropriate 16 suggest which aspects (if arsy)
of the new process should bie operated in paraliel with
- the exigting process, not (o estimate the extent and
duration of training that will be required.

Substargial planning, care and elfor must go Into
assurirg the efective and smooth transition between
the old arxd new processes.

it i5 estimated that the combination of development -

arnd transition actiities wﬂ! sxuire & intal of five years,

Fundamental P{incipzes of the
Implementation Plan

- The Implementation Plan s based on the foﬁewmg
pringiples:

" There are many potential detalled designs of 35A's

processes and systems, and many potential strategles
for implementing thase designs that ccxzid resuiz in the

Year 2000 scenario,

Whiile there s, in theory, one eptimal design a’ﬁd
ane optimal transition strategy, the tima and effort
+required 1o idemtify them gxceeds the time and
rescuries avaiable,

Thus, rather than trying to select the optimum
design of s processes and associated resources,
S8A will seloct that process design believed o be the
most cost eflective of several feasible and desirable
dosign alterrafives,

The cost stfectiveness of any design depends on
© two interrelated factors:

2 This is sometimos releiced to as “baseiinsag'.

» the ¢xtent 1o which the design addresses the
Agency's operational requirements, derived from
ftg mission and gosls; aﬂd

= the total Eife-cyr:ie cost assocmed wrth zhe
design, ;

That design will be selected which achieves the
Agency's operational requirements at the lowest
fife-gycle cost

By the same token, that fransition strategy will be
selected that minimizes the 1otal cost of achieving the
selected design on schedule,

A key efement in determining the effectiveness of

the preferract design is the specification of cperationat

requireenents gnd associated pedformance stardards
for the Agency, This would include, for example, such
things as:

» public sewvice ag tiafined by payment ereor rates

« average processing times for sach of §5A's
major transactions

* inteltigible notices 1o ths public

» guantiiative rsasurements of the quality of the
“work environment for employees

‘An essential element in determining the ifa-cycle
cost m‘ a design is the specification of the current
desagn since the cost 1o implement any new process
depends on the extent of change from the curent
process that i will necessitate.

While the specification of the final process design,
and the detailed steps necessary to implement that
design SSA-wide, must awai completion of the cost
and effectiveness evaluation of altermiatives, there are
mary activitiss and profects which should be )
andertaken prior to that specification, because of the
high probability that the produgis of these activities
will be inclgded, perhaps with some wxdification, in -
any of the alternative desighs under consideration.

An exampi-e of this i5 the uss of agtomated "axpen
systems 10 supplant of supplement peopie in
making detsrminations regarding claims for Social
Seeurity bonefits, While # would be inappromriate in
this example to specify the full design of the

¢ l:z this contest, the torm “expert sysiem” simply refers o the use of an automated syste 10 suppat 1he cofiection and processing of data,

and, most Imponantiy, ﬂre making of decisions based on that data,
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automated system embexiying such anh expert system
{e.9., the computer hardware and software that will be
used, and the refationship of this hardwarefsoftware to
S8A's other information systems), & is appropriate,
even essential, that work be intiated immediately o
estahligh the fogical nies that such an expernt system
will Include, and to test such a system on a pilot basis
both to improve the guaitty of the embedded nule set
anif to identify the essential elernents of the interface
Between people aryl machines inthe affectes .
processes, .

Tha decision as to which activities should be
- yndertaken priot 1o the full specification of the
sedected process is based on madezaz ion of lhe
tollowing factors: :

* The !ata? additionad cost that is likely o be
incureed in revising the prodact of the activity 1o
“conform to the specifications of the selected
design.

« The set time that will be saved inthe final

implementation of the selected design as a result.

of having conduetad the pre-selection activity,

= The above two factors Uitimately combing into 2
single, determining factor: the expected

time-weighted improvernent in cost effectiveness

that will accrue 1o the Agency as a result of the
combination of the added developrmental costs

arxd lhe eartier imroducnon ot z?ze seiected design,

Program ¢changes which have been specified in the
Year 2000 scenario, such ss reduction of the number .
of computation fornudas, are treated as sonsiraiits
and will not be evaluated in terms of their cost and

Thus, all the activities which are associated with
implementing the required prgram changes, and
which do not retuire significant assoclated
procassisystem design changes, will be undpniaken
&s soon as feasible, f a required program change
does necessitate associated major process/system

- effectiveness impact in the design selection progess. -

changes a5 a prorequisite for s implementation, the |

determination of when and how {o perform the
required associated processfsystem changas will be
e subject o consideration of the mree factors
izszed above.
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