
CHAPTER SEVEN: . 


PUBLIC UNDERSTANDING 


Educating Inc puhlic on Social Security issues has always been an important pan of 
the t\gcncy's mission. From 1993 thru 2000. the Socia) Security Administration 
(SSA) continued it:; commitment to providing information to the public, This 

responsibility spuoned from providing basic information to beneficiaries to entering the public 
policy arena by promoling an inlerest and knowledge of issues such as Social Security':; lon,g
range tiscal heu!in. The si,gnilicancc of public understanding is renecied not only in the 
Agency's strategic plans, but also in Ihe major change thaI has occurred within the Agency Itself, 
namely thai of Independent Agency. 

lndepcndcnce in 1995 provided an atmosphere that significantly cbanged the manner in 
which. and hence the cffectivcflc'''IS. of the Agency's effons 10 reach the American public, 
Increased external visibility to Social Security's stakeholders! and internal reorganization 
necessitated by independencc required [he Agency to change its focus, vision, and emphasis. 
The Agency embarked. on a number of initiatives to educate the American public, and 10 give its 
Own employees the tooh to become individual representatives for Social Security. 

I TIle main CXh':Hl1l1 slukL'holdcrs arc the American Pub-lie, the Congress. the White Houi>C, antllhc InctlIU, 
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For 65 ycar~. the Agency hag delivered ~ervicc to the Al11erican public in a manner that 
has fostered confidence and trust in the qualily of its progral11s and employees. But this 
confiden{~e and tillst are premi~ed upon both outstanding :->ervice and a public understanding of 
what Social Security is and means to the American puhlic. Millions of Americans arc directly 
benefited by the Agency and take a more active and personal interest in Social Security. Many 
more millions, however, are not directly affected by the Agency, and they oftcn do nOl 
understand how Social Security works, how it will benefit them in the future, and how best to 
protect its integrity. Without this broader pub\k understanding, the Agency cannot build the 
trust and confidence of the American public in the importance of Social Security. Also, the 
Agency would not be able to fulfill its mandate to :;crve the public in an effective and 
compassionate manner. 

SSA hus the re;,;polisibility to communie<ltc in <m authoritative. credible, accurJ.te, and 
accessible manner with the 200 million Americans. <IS of calendar year 1999, who arc affected by 
and/or benefit from ils many programs. These include the 48 million individuals who are 
receiving Social Securi1y benefits, and the 153 million workers who pay the taxes Ihat finance 
the program"2 The Agency has a special obligation to inform thc$C workers abou! the benefit 
protections, the flOancing of bcnefils. and the operations of the Tmst Fund. Public confidence in 
the Agency is directly linked to public understanding of the programs, and the American public 
has a vlral need and interest in information ahout Social Security, a program thaI ha..'i hccome a 
part of the fabrie of our society, 

INDEPENDENT AGENCY 

1993-1995: PRE-INDEPENDENT AGENCY 

2Fa~l Fan-; & Figures: AnnUl Social $ecurity. Office nf Policy, AugU,l. 2000, (Jgs 9, 30. 

,J "Shirley S. Chaler, Ph.D .• becomes lth Commissiuner of Social Securily", HHS News, Pre~ Rclemie, October 8. 
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T he Agency in 1993 was relatively passive and reactive in educating the public. 
Protected by the Department of Health and Human Services (HHS) from public 
scrutiny, and more importantly, Congressional attention, the Agency>~ self 

prescribed mandate did n01 extend beyond Ihe straightforward: to provide bask, programmatic 
information to those who inquire aoout it. However. the idea was born that the Agency should 
do more to promote a hroader understanding of Ihe public policy issues surrounding Sodal 
Security. and increase effons to educate the broader American public about Social Security. 
This idea expanded with new leadership, and was acknowledged as part of the fundamcfllal 
mission of the Agency, 

HISTORICAL BACKGROUND 

In 1936, when the Social ScclIrily Board began opermion, an Oflice of Information was 
created with direct access to the agency's. top administrator. The necd for and value of puhlic 
information were clear. First. there was a nationwide effort [0 explain the difference hetween the 
new concept of "social insurance" and to create a distinction between this government program 
and the widely accepted though stigmatized notion of "puhlic relief." On a prncticallevcl. wide 
publicity was needed to register people with Social Security numbers and to respond to privacy 
concerns about that number, 

During 1937, 50 million leaflets explaining the use of the Social Security number were 
prinled ~lOd distributed to workers at factory gates and offices throughout the country, These 
workers abo needed to he informed about their rights and responsibilities under the Social 
Security program, such as tax contrihutlon rates, benefit formulas and eligibility criteria. In 
1936, for example, tbe BoaI'd said "if the puhlic is fully infonned about eligibility requil'ements. 
the agency is saved much trouble and expense since few ineligibles apply," 

By Ihe post World Wal' II yeurs, the program was malUring and quickly- becoming part of 
the fabric or American life. Public infonnation responsihilities of the Agency. while importulll, 
now played :l subordinate role, Public education and public information effons increasingly 
focused on program eligibility requirements. with comparatively lesser Huention given to basic 
program philosophy and financing structure. This lack of priority wa,'i reflected in the 
institutional placement of the Office of ComlllUnicalions (OCOMM) within the Agency, 

l!nlil 1996. OCOMM (and its predecessors) functioned a" a staff component headed by 
an Associaw Commissioner. For example, in 1990, the Office of Public Affajrs was a 
subcompon\,;nt of the Office of the Deputy Commissioner for Policy and External Affairs, The 
Associale Commissioner for Public Affairs Wll.,\ one of five associate commissioners reporting to 
a DeptHy Commissioner, and one of35 associate commissioners within the agency. 

Access 10 the Commissioner ;.md the Executive Staff was limited. Professionul advice 
about communications issues and vilal communications concerns on policy issucs was filtered 
through other components, as were questions from the Executive Staff ahout appropriate 
communications policies, Broad issues about national public affairs policy were often deferred 
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to the Agency's then parent agency, HI-IS, much like most other issues within the Agency at the 
time, 

More significantly, this amtngement kept the Agency from the glare of public !>crutlny 
and Congressional attention, and there was little direct pressure for the Agency to go beyond the 
basic responsibility of providtng progrmnmmic information to the public. Throughout most of 
the pust 25 years, and until il became an independent agency in 1995, the Agency's 
communications activities were often scattered, unfocused, and uncoordinated, For example: 

• 	 The Press Office was part of the Office of the Commissioner; 

• 	 Employee communications were located within the Office of Human Resources: 

• 	 Speechwriling was first a function of Ihe Ortlee of Policy, and [hcn switched to the 
Office of the Commissioner: 

• 	 Regional communications efforts were directed by the Office of Opcmtions; and, 

• 	 Internct public infom1ation rc"ponsibililies were primarily under the Office of 
Syslems. but a number of other components also had control over other aSpt."Cts of it, 
leading to an unfocused ilnd inefficient usc of rcsources. 

The result of a nonMcentmlized communications policy was an inability to define or 
effectively prcsem COfe Soclul Security public information messages. Communication:.; effons 
were often duplicative and wasteful of limited agency resources. 

In shOrl. tbe Agency's emphusis on public CdUc'ltion and public information efforts was 
comparatively less than in the early years, and OCOMM often did not have a "se4lt at Ihe tablc" 
when important communications policy decisions .(bout SSA and its programs were being made. 

Moreover, other collateral issues had an impact upon how the Agency carried Qui lIs 
mandate to educate the American pUblic, For instance. one of the legacies of downsizing in the 
1980s was a decreasing workforce with increasing workload. This never ending "trimming of 
the fat" led to less and less time and energy devoted by the Agency to educate its own workforce: 
on program philosophy and financiul structure, and an increase in focus on workloud 
munugcment, resulting in many field office Managers unahlc'or unwilling to grant much time for 
the long term investment of workforce development al the expense of short term workload 
product. The unfortunate and unforc~ecn re~ult of this shortsighted course of action has been 
that the Agency's own employees, arguably ils grealest puhlie education 1001. have become less 
effective as representatives of their own employer, the Social Security Administration, to the 
American public. 

These institutional and collaterAl forces made Agency efforts to educate the public less: 
Ihan crfective. Because of the insularity afforded hy HHS. SSA eould not achieve the full scope 
of its mission, causing the appearance of tI lack of initiative in the Agency's education efforts, 
The lack of cohesion and focus in communi~ations efforts ensured that any initiatives undertaken 
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hy the OCOMM were going to be less than successful. And with its actions usually below the 
radar of the Executive Staff {not (0 mention the leadership of HHS). there was often a Jack of 
interest and support from the leadership. 

However, new leadership under Commissioner Chater sought to change some of these 
systemic problems, Whereas thc strategic goals set in t991 did not directly address the issue of 
puhlic understanding," onc of the three strategic goals articulated by Commissioner Chater in 
1994 spedfically addr(~sscd communicmion issues - Rebuild Public Confidence in Social 
Security.;" Rebuilding and revitalizing the communications funclion of the Agency was one of 
her highc:>t priorities, To do so, Commissioner Chaler brought in outside expertise to help 
develop thIS function within the newly independent Agency. 

Commissioner Chatcr lInden-aood that public confidence was predicated upon a public 
(hat unden.1ands the i!isues surrounding Social Security. More .signific;:illtly. she understood that 
while not dirC<:tly related to the actuul work of Social Security. the confidence of the American 
public WilS critical to maintaining public backing, public involvement, and thus Congressional 
support fot' Social Security. She recognized (hUI her standing with the White House was crucial 
to these efforts, and that proper handling of the media was critical. Her farsightedness would 
scrve the Agency well through the changes to come. and the theme of public confidence was 
soon to be echoed by Congress in the most significant change 10 SSA during the Clinton 
Administrution - its indepcndenc:c. 

1995: SSA BECOMES AN INDEPENDENT AGENCY 

"The three 1991 goals were: 
(J) 	To serve Ibe public with cOO1pa~sion, couYle,")'. COfl!.iderlltiofl, cfficll,toc)'. and ttC:CUflICY; 
(2) 	 To protecl aod maintain Iftc Aruc:rican people's lovcstmcnlm the Social Security Tru"t Funds aud to in~lill 

public confidence in .sociaL Security prngnu'fts: and. 
(;\) Tl) crc<lte an environment Ihat CIl."UI\lS u !lighty sktlk'u. motivated workloree d<.>dicated 10 !lX'cling the 

cha!lenge of SSA 's punth: service mi;;si(lt1. 
$ Commissioner Chafer';; thrce .\tnHcgie ,SimI,; were. 

(1) 	 Rebuild Pul:\lic Confidence in Social ~k"Curi!y; 
(2) 	 Provid.: World-Class Service; and, 
(3) CreulC a NurlUring cflvirolomcnl f{}f $SA Employe""'. 

it C(}nfmn:ltion IU':lIrir.& In U.S .senale (or Kenneth S, Apfel. $nt;ial Security Commissioner D.;)ligfl<.'c, ScptemtM:r 10, 
1997. 
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I n August 1994, Ihe Congress passed and the President signed into law legislation that 
established the Social Security Administr.Hion as an independent agency within the 
Executive Br ..tnch of government. The reasons given by the Congress for establishing 

the SSA as an independent agency were to strengthen the public's confidence in Social Security 
by giving it more visibility and accoun1ahility. by promoting administrative efficiency, and by 
<.;trcallllining the operations of the Agency so that it could better serve the American public. 

Independence changed the Agency in far morc signiftcant ways both externaJly and 
internally than the simple word would suggest. Externally, the Congressional goal 10 strengthen 
public confidence by promoting visibility and accountability was quickly achieved by Ihc 
Agency's elevation to the center stage for bolh Ihe public and the Congress, internally, the 
advent of independence resulted in major organizational changes necessitated by the Agency 
separating from HHS; componcnis and departments of SSA formerly underdeveloped or 
undcrutilized because of the protective shadow of HHS were forced to (flalufc. 

External visibility and internal reorganization began [0 reverse many of the roadblocks in 
Ihc way of;:m effective Agency communications plan. Without the cover of HHS, the Agency 
was forced to deal directly with the American public. the Congress. the White House, and the 
media. Internal reorganization resuhed in a much more consolidated communications team, 
leading to more cohesion and focus, And the elevation of OCOMM to the Deputy 
Commissioner level brought communication issues to the attention of Ihe Execulive Staff, 
OCOMM now had direct access to and full support of the entire leadership of the Agency, 

EXTERNAL PRESSURE: INCREASED VISIBIUTY 

Ext~~rnal vi~ibi!ity increased significantly with independence. The Agency would 
henceforth deal directly with its rnain external stakeholders -the American public, the Congress. 
the While House, and Ihe mcdia, Heightened aHentioa given 10 Social Security public policy 
issues during this time period, especially around the issue of solvency after Prcsident ClinlOn's 
1998 Slate of the Union Addre.;;s, guaranteed that the Agency's voice would he beard. 
Moreover, the Agency would have to respond to puhlic inquiries on its own. 

After legislation making SSA independent became effective in March 1995, Ihe Agency 
qu}(;;kly gained a more prominent profile, For example: 

• Media contacts became more frequent: 

• The Agency set up a phYSlCfl! prescnce in Washington DC; 
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• 	 The Commissioner made more public uppcaranCCl' and testified more often before 
Congress;? and 

• 	 Agency employees b(~gan to participate more frequently in local discussions regarding 
Social Security, 

These actions were a direct result of the increased visibility of Ihe Agency to the 
American public, 

Then, through his 1998 SWIC of the Union Address. President Clinton further thrust the 
Agency into the pub1ic spotlight when he acknowledged the long~term financing probJems that 
were facing the Social Security program. To "Save Social Security Fif$t," the President stated 
thut educaling the American public so that Ihey understand the issues facing Social Security 
programs was crucial. Thus began a full year of dialogue wilh the American public. The 
Agency was commllted to talking with and listening to the American puhlic. 

The Agency also placed a new emphasis upon liaison with, and outreach efforts 10 

nlltional advocacy groups und major civic organizations. Periodic "brown-bag lunches" with 
slakehoJders and others interested in Social Security issues were begun. These efforts promoted 
an informal discussion of issues and Agency initiative~. and efforts were also made to ensure that 
the Agency had a prei-lcnce al every major convention across the country. 

The Social Security AdvisOl'Y Board nOied at the time that SSA should take the lead in 
educuiing workers and their famHies about retirement planning, This will be especially 
importan! in the coming decades. There arc a ... of 2000 roughly 80 million members of the "baby 
boom" genenl1ion in middle age. lInd in 2008 lhc first of lhcse individuals will begin to retire, 
Many are just now st<u1ing to prepure finuncial plans for their retirement years, 

INTERNAL PRESSURE: ORGANIZATIONAL CHANGE 

Internal organizational change was required by independence because certain 
components were undcrutili7.cd while the Agency was n component of HHS, For example, the 
pre-indepc:ndc:nce OCOMM was less than proactive because institutionally it was nOl given the 
responsibility beyond narrowly defined goals or providing specific program information, 
Typically, public and (especially) Congressional inquires were dealt with by HHS; the Agency 
did not develop the structures nece~sary to respond to such requests. Independence changed all 
of this. 

Thc elevation of OCOMM to a Deputy Commissioner level component resulted in 
bringing communication issues to the forefront of the Agency's lcader~hip and in ;;Illowtng il to 
focus and consolidate formerly disjointed communication dforls. OCOMM hcgun to slowly 

., For example, untkr lhc Personal RcspnnsitlililY and Work OpponunilY RI.'t"oncilirl,tion Act \.f /1J% (Public Law 
! 04~ 193), Clmgrl.'!oI!oI reqoirl.'d lhe Commissioner to rl.'port annually tn the Pn;;;idenl and Hi Illc Congrc"" (In (he Slmus 
~lfthc SSI program, The first such rept,rt WHS issued in MIIY 19if/, lind have b<:l.'n h;~u<:d annually since. 
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consolidate (he formcrly scattered communication efforts of the Agency, providing a foundation 
for developing a comprehensive, focused, and cohesive communications plan. The Press Office, 
internal communication efforts. spcechwriling. and eventually the moning of the Agency's 
Internet website would come under its purview. Communic31ion initiatives that were Once 
unfocused and unrealized were given the focus and support thai was previously missing. 

While both COll1mis~ioner Chaler and Commissioner Apfel have championed the canse 
of SSA being a force for public education in Social Securily issues. they both rcali1.ed that real 
chnnge could only occur with institutional change. Wilhout an institutional component 
udvoeating the communication perspective. the Agency could nol provide the focused and 
cohesive leadership in education that was envisioned by the Commissioners and demanded by 
Ihe President and the American public. But ihis chunge was nol always easy or necessarily 
smoolh. 

Communications is not an explicit business. process of the Social Securily 
AdmintstraliQn, and the Agency's leudership sometimes had to work hard to convince others to 
undersland the need for and value of communicl.lIions. The linkage hctwecn effective 
communic£uions, public and hence Congressional support. and the future stability of the Social 
Security program was not always deur. Moreover, the concepllhnt public confidence is directly 
lied to an informed and cducmed pubhc was sometimes lost 10 those who saw the Agency as just 
a tecbnical program service provider ruther than an integral part of Americans' lives, However, 
leadership directly from the Commissioners spearhcaded both the elevation of communications 
within the institutional Mmcture of the Agency, and also as a strategic goal. . 

One of the first challenges of lhe newly eSlnnHshed OCOMM was finding its place within 
the sln.ilegic plans for the newly independent SSA. Under both new strategic plans,S public 
underslDnding was recognized as one of five Agency-wide strategic goals; bOlh plans defined (he 
goa) as; "ITJo strcngthen public understanding of the socia! security programs.,,9 The inclusion 
of public understanding as a slralegic goal of the Agency wa, not a forgone conclusion, but 
required the strong sponsorship of Commissioner Apfel. Only through his per ....onal advocacy did 
the full Exe\~utive Staff become convinced of lhe need for communications as one of' five 
strategic goals for the Agency, 

In addilion to OCOMM, the Office of Legislation .jmd Congrcssionul Aff~lir~ (OLCA) 
also went through significant changes as a result of independence. OLeA was forced to 
c.<;tahlish a physical presence in Washington DC,1O increa.>;c its slaff sub~tantially to take on all 
the responsihilities of a "full fledged" agency, and develop the institutionalllnd human resource 
skills to become effective communit:ators with one of the Agency's most important external 
stakeholders - the Congress, 

TIle appointment of the Agency's first confinHc~ Deputy Commissioner in November 
1999 W.lS a key component of improved Congressional relations. As the Cbief Operating Officer 

8 "Keeping (he Promise": Slrdlcgic £11M 1997·2002, OffiCI: of S1r-llcg!.; l'vfanag..:menl. S!':plclllhcr, J~97; anti 

··Mastering ,m. Challenge"; Stralegic Plan 2000·2005, Of/ice of Strategic Management. SeptcmhCL 200H. 

" Strategic Plun 19tJ'i·:.'m02, PS 3I; Strategic Pllln 2000·2005. pg 44, 

10 Untkr HHS. the Agency diu flot have an acnlOl phY!'icul presence in Washington. D.C. 
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and working closcly with the Commissioner. the Deputy Commissioner made a number of visils 
to members of Congress, These visit~ emphasized Sociul Security's appropriations and 
budgetary needs, the Agency's efforts ro enhance service 10 the public through electronic servicc 
delivery initiatives, the impact or the repeal of the Retirement Earnings Test, and issues affecting 
Social Security's future, 

The higher visibHily of the Agency on thc Hill helped facilitate such things as securing 
$35 millicln in supplement .. l funding for thc Agency in June 2000. In addition. Congressional 
awareness of the challcnges facing Social Security increased. and the Agency's working 
relationship wilh Congress and numcrnul'i l'iuhcommittccs wu:- :-(rcngthencrl. 

The Deputy Commissioner's Office !.llso spearheaded the creation of an Agency task 
force to inform Congressional Members and their staffs about Social Security's Fiscal Yem' 2001 
resource m:eds and to develop support for a proposal to lake Social Security's administrative 
expenses oui of the discretionary spending caps, As a result of this effort. on October 11, 2000, 
Congressman Clay Shaw and Congre..'\sman Ben Curdin introduced The Social Security 
A,dminislralir)}l Preparedness Acf of2000, Thb legislation would exempt Social Security's 
adnlinistml:ve expense~ from current budget caps and classifies these expcnses under a new 
scpar3lc cap only for Social Security's administmtive costsU If cna<,:ted, Social Security will no 
longer compete with health research, educatIon, and other important programs for resourccs to 
administer the nation's social insurance programs. pl:.lcing the Agency ill a much bettcr position 
to de.d with the substantial workload increases anticipated as the baby boom generation moves 
toward their disability prone years and retirement. 

These two forces. the pressure of public scrutiny and internal reorganization. provided the 
impetus for the Agency to grow and mature quickly. The:-oe change!,> coupled with dynamic new 
leadership helped forge new initiatives and pushed the Agency to go further in educ<lting the 
public, The IcadeP."hip came from the Commissiuner and his Executive Siaff. Assistance also 
c.ame from the Social Security Advisory Board, who noted lhut the Agency should go beyond 
providing ba!'>lc infonnation about Social Seeuri!y and should take the lead in educating workers 
and their families ahoU! retirement planning, 12 During the national dialogue associated with 
SOlvency, the newly developed skills in communicating with the American public and lhe 
Congress would serve the Agency welL 

j[ The legi.~IJ.!llll1 would also ..:nrtble tbe Agelicy 10 recruit lmd bire pCf!>onnei in tll11kip:uion of Ihe ''retirement 
'Wave" oflurgc numhcrs of Sodal Security employees in !he comil1g decade, 
11 Tbis will bl"COnll': especially importlllit in th(: coming dccade as more than !{I) million memher. tlf (he "baby 
boom" generation rCilch middle [ISt~. III 200k the ftfhl of lhcst inJiviJulIlll wm begin (\I retire. aml many arc just now 
slarling 10 prepare financilll plulls for thCl1 rctiHlIllf!nt years. 
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MAJOR INITIATIVES 


I n assessing communications needs soon after becoming independent, the Agency 
concluded that new initiatives were needed in three separate but related arcas: I) 
reliably measuring communications performance; 2) creating new public information 

products to address topical Social Security issues; and 3) training SSA executives and employees 
to communicate effectively with the public in a new communications environment. Additional 
emphasis by Vice President Gore, in the National Partnership for Reinventing Government, was 
given when he noted that the Federal government has a special responsibility to communicate 
concisely and understandably. 

SSA committed itself to an aggressive. proactive public education outreach campaign. 
The campaign included the following: l) public events and media campaigns; 2) the 
development of new brochures and printed materials; 3) the Social Security Statement; and 4) 
making maximum use of new technology, including the Internet. 

From 1998 thru 2000, Agency employees participated in morc than 10,000 public events 
and media opportunities on Social Security and issues affecting its future. These events 
included, for example, community events co-sponsored by such organizations as the Junior 
Chamber of Commerce and Americans Discuss Social Security, community forums held in 
conjunction with U.S. Congressional representatives, newspaper editorial board interviews, and 
Internet forums. 

MEASURING COMMUNICA TlONS PERFORMANCE 

T he Government Performance and Results Act (GPRA) of 1993 redefined how 
government is evaluated, making every Federal program responsible for producing 
measurable results. In 1997, SSA established a Strategic Plan with five key 

strategic goals, with one of the goals heing "to strengthen public understanding of the Social 
Security programs." In response to the GPRA's mandate to demonstrate tangible results, 

13 Increasing Puhlic Undcrstanding of Social Security, Social Security Advisory Board, Scptcmhcr, \997, pg :\. 
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quantitative objectives were established for each of the five goals. For the public understanding 
goal, the Agency's objective was to have 90 percent of the American public knowledgeable 
about the Social Security program in five critical areas by 2005. Those areas are: 

(1) Basic program facts; 

(2) Financial value of the program to individuals; 

(3) Economic and social impact of the program; 

(4) Social Security's current financing; and 

(5) Financing issues. 

As noted in the Agency's Strategic Plan, "the achievement of this goal (of strengthened 
public understandingl supports every other goal of the organization. It helps people 
knowledgeably debate the issues facing Social Security; it supports SSA's ability to provide 
world·class customer service; it helps customers understand their responsibilities under law, 
leading to payment accuracy and reduction of fraud; and it raises the level of public respect for 
SSA employees." 

When the goal was established in 1997, available measures of public knowledge about 
Social Security were unsatisfactory, and the Agency was unable to determine if progress was 
being made toward achieving the objectives. It needed to identify the effectiveness of 
implemented programs among different segments of the national audience and program 
information areas that needed more emphasis. At the time, the best data available on public 
knowledge regarding Social Security were survey data on the degree to which individuals 
personally claimed to have knowledge about Social Security. These data were inadequate to 
answer the specific questions the Agency identified, and beller measuremenltools had to be 
devised. 

In late 1997. SSA, with the help of the Gallup Organization, developed the Public 
Understanding Measurement System (PUMS) as a process to measure the public's baseline level 
of knowledge of Social Security programs. A series of 19 questions related to Social Security 
was created, and in 1998 a nationwide survey of 4,000 adults was conducted. The Agency 
determined that individuals who had 13 correct answers would be considered "knowledgeablc:d4 

The 1998 results indicated that 55 percent of the public was knowledgeable about Social 
Security programs, and had an understanding of the basic programs and concepts. The results 
also indicated that the public was not as knowledgeable about the more technical features of 
Social Security. such as the average benefit amount. A statistical analysis showed that 
knowledge variance was chiefly due to demographic factors such as age, education, and income. 
with older, more educated, and high·income individuals showing the highest degree of 
knowledge. 

14 See Exhihil 1. 
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A second survey wm; completed in January 2000. and it showed a slightly higher ovcmll 
knowledge leveL In addition, the results showed an increase in the public';.; knowledge about 
severul questions related to an individual's own retirement planning. For example. knowledge 
that an individual can receive some retirement bcncfils before full retirement age rose from 62 
percent 10 65 percent. while knowledge that there will be an increase in the age for receipt of full 
relircmenl benefits rose from 65 percenl to 72 percent. One pivotal factor in increasing the 
overall level of public knowkdge about Social Security was receipt of the Social Security 
Statement IS 

The PUMS survey was designed to answer both questions initially identified hy SSA as 
imporwnt to further the strategic goal of educating the public on Social Security, It provides a 
valuable guide for identifying basic Social Security information not genemliy known by Ihe 
public, and identifying :-;ubscts of the population in which an understanding of Social Security 
was lower than thc gencml population. This knowledge will help facilitate focused 
communication efforts to larget under informed segments of society, 

The Agency has set performance targets for FY 2000 and FY 2001, Dam and other 
analysis from the PUMS will be the primary method lIsed to mea~ure progress in achieving the 
strategic education objective, A national survey of 4,000 people will be conducted each October 
through fhe year 2005, and a :-;erics of quar1erly surveys in several regions will help delennine 
the effectiveness of specitlc public education initiatives. 

THE SOCIAL SECURITY STATEMENT 

On Oclober I, 1999. the Social Security Administration launched the largest 
customized mailing ever undCI1akcn by a Federal agency when it began to send 
an annual Social Security Statement (a redcsigned Personal Earnings and Benelit 

Estimate Statement) tol25 million workers, Designed to im.:rc<lsc the overall level of public 
knowledge about Social Sccurity, the Social Security Statement potentially represents one of the 
Agency's most valuable public information and education lOols, The 4~pagc statement helps 
workers with financial planning by providing estimates of their retirement, di.~'Jbility, and 

IS 'Ibc Jantl~\ry 20m ~urvl'y results indica\'!.! that whik 57 percent of t1K" puhlic was c()m;idcrcd kn.()wkt:lgcul'lic. 68 
per,,:cfi! of [bose wbo rccdvcd a Sta\ement were found 10 rn,., so. 
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survivor::.' benefits. The stn1cmc:nt abo provides workers an easy way to determine whether their 
earnings are accurately posted on their Social Security records. 

The annual Social Security Statement was the result of efforts by Senator Daniel Patrick 
Moynihan to estahlish in law the requirement thai all Americans receive an annual statement of 
potential Social Security b,cncfits. By law, the Agency will send the annual Slalements 10 
workers who arc ages 25 and older and not receiving Social Security benefits. The Agency 
staggers the mailing of the statements throughout ihe year, with approximately 500,000 
statcment~ delivered each day (about 10 million per month). Workers automatically receive their 
statements about three months before their birthday. 

The Omnibus Budget and Reconciliation Acts of 1989 and 1990 required the Agency to 
hegin providing the public with rumual statemcms about each individual's Social Security 
cumings record and estimates of the amount of bene fils individuals may receive. These 
Statements had been uvuilable to the public upon request since 1988. However. the legislation 
required the Agcncy to start sending these Statements uutomatically in FY 1995 to workers 
reaching age 60 (and older). and in FY 1996 through FY 1999 to those attaining age 60 in those 
years. The iegisJalion further required thaI heginning in FY 2000, the Agency would issue the 
Statements annually 10 all workers age 25 and over, un cstimaled 133 million people. The intent 
of this provision was to assure that each worker is aware of the protection provided by Social 
Security and is periodically afforded the opportunity to review the accuracy of the his/her 
earnings record. 

The results of the January 2000 rUMS survey undertaken with help by .he Gallup 
Organizmion showed that receipt of the Statement played a significani role in increasing 
Americans' understanding of Social Security, The survey showed thut individuals who have 
received n Social Security Slatemem have a significantly greater understanding of Social 
Security than those who did not receive a statement. The January 2000 survey results indicated 
that while about 57 percent of the public is knowledgeable. 68 percent of tho,'ill who received a 
Statement Wt~re found to be knowledgenb!c, Those who have received a statement were 
significantly more likely to know: 

(l) The amount of Social Security benefits depends on how much they earned: 

(2) Soeinl Security pays benefit!' to workers who become disabled; 

(3) Social Sccurity provides benefits to dependents of workers who die; and, 

(4) Social Security was designed only to provjde pm1 of total retirement income. 

Beginnlng October 2000, workers age 55 years and older began receiving a special insert 
in their annual Sociul Security Statement providing imporu.m{ information on retirement options 
that win help workers make important retirement planning decisions before rcaching retirement 
age. The inscrt highlights {he various factor .. workers nearing retirement need to considel'. such 
as the long-term effects of taking 11 redu<:ed benefit or the impact work would have on their 
benefit. 



A decision was made to modify the mail-out schedule to accelerate the FY 2000 
mailings. Rather than mail Statements to approximately 1.6 million people turning 60 each year 
between 1996 and 1999 and then jump to mailing to 133 million Statements, it was decided to 
phase in the FY 2000 mailings by adding to each of the scheduled annual mailings. Therefore, 
the following schedule was put into place: 

Legislated Acccleralcd Actual 

1995 7.2 million 
1996 L6 million 5 million 5.6 million 
1997 1,7 million )0 million 12A million 
1998 1.8 million 20miIlion 20.6 million 
1999 j,g million 30 million 265 million 

This schedule allowed the Agency to handle the two primary fallout workloads, inquiries 
and eamings corrections (both of which arc considered to bc onc~time workloads), in advance of 
the annual mailing of t 33 million Statements. By phasing in the additional recipients, when the 
annual mailings began in F'Y 2000, over 70 million of the 133 million scheduled recipients had 
already received one Statement. 

The Agency began sending the Statements automatically to individuals age 60 and over 
in 1995. As of FY 2000, nearly 73 million statements have been mailed to individuals 40 and 
older. In addition, individuals have been able 10 request stutements from the Agency since 1988. 
with roughly 37 million requests for Sialemenls over the past 12 years processed. 

Along wiih working to assure that lhe Statement would be a'4 comprehensive and 
understandable as possible, Ihe Agency faced the addilional challenge of planning for the fallout 
workloads associated with the Statements. Based on experience with the fallout workloads from 
the on-request Statements, the Agency focused ilS attention on two major worklDads. inquiries 
and earning.'- corrections. For first time Statement recipients. it was projected that inquiries 
would occur at a rate of 5 percent and earnings corrections would occur at a rate of 0.19 percent. 
While every effort was made to encourage the public to contact us by telephone, plans were 
developed for handling these workloads in the field offices. 

In the_ on-request Statement process, all fallout workloads were handled by a single-site 
component. the Office of Earnings Operutions (OEO}. To "upport the on-request inquiry 
workload, OEO had its own toll-free number. OEO was Ihe only componeni with access to {he 
various microfilm files with carnings information and therefore was the only site with the 
capahility to t;orrcct earnings errors. If a field office received an earnings: correction. they sent it 
to OEO for h:.mdling. 

With the impending Statement workloads it was recognized that [his single-site operation 
would not have $ufficient staff to handle the workloads. Rather than stuff-up OEO for what 
would be a limited period of peak worklQads from 1995 through 2000, alternative proces~s were 
developed. 
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The first change was to expand the capability to correct earnings errors to other 
components beyond OEO, Software Ihal supported OED'" processing or cumings correction 
actions was expanded 10 include field offices, program service centeno, and tele.scryjce centers. 
This software enabled any Agency processing site 10 establish earnings correction actions, 
perform searches of its on~line Suspense file. and effectuate earning corrections, This wftw'lre 
also contained communication functionality so ttl;11 .sites could contact OEO for assistance, such 
as scouting to microfilm, as necessary. National training was conducted through "train-the
trainer" and Phoenix lessons. The training was provided to all claims techniciam (cJaims 
representatives and service representatives), teleservicc representatives, and program service 
center technicians (claims authorizer;:;. benefit aUlhorizers, technical support staff). 

The second change necessary was to prepare for the Inquiry workload. For the first year 
of fHuiling Statements, the Statements contained the OEO toll-free number. However. OEO did 
not have adequate staff or telecommunication hardware suflicicnt to handle the anticipated call 
volumes that were expected in later years as the mail-out volumes grew. Thus aftcr the first 
year. jt w;:\s decided that {he SSA National 800 Numbcr Network (1~800~772-1213) would be 
used as Ih(: telephone contaCt point for the Statemcnt Inquiries, Communication links were 
established to connect the OEO 800 number staff inlo the national 800 number call routing paths. 
Call routing plans and Statement specific menu prompts were developed to direcl the Statement 
related traffic to OEO personnel as the first caB location, with routing of overflow calls to other 
sites. Training was provided to all teleservice reprcsenlalives, including progmm ;;,ervicc center 
personnel who served as "spike" Sluff to assist the national 800 number staff during peak calling 
periods. 

In later years.. when the annual mailings. reached )33 million Statements, other services 
were developed to handle more of the Inquiry workload. Studies and surveys were conducted to 
ascertain the nature of the inquiries, and the 800 number menu was expanded 10 allow the 
selection of various recorded informational messages on the topics that people called for most 
onen, For I;xamplc. answers to questions like why did J get this Statement, where did you get 
my address, etc. were dealt with in an automated menu :;0 as to not require use of precious 
personnel resources. In addition, uutomated response ;-,cripts were developed to prOCe!i5 .liuch 
rcquC!it~ as for forms 10 request a new Statement and to correct a Social Security card. A 
wcbsite/t\ was developed specifically to handle questions fmm the Statement. containing 
responses to the most frequently asked quc.<;tions and Jinks to other siles among other things. 

From the time of the first mailings in FY 1995. as changes occurred either in the 
Stalement or in the software supporting the production of the Statement, instructional materials 
were updated and refresher training was conducted. The fallout workloads have always been 
closeiy monitored to assure that fhe puhlic received thc very best IIcrvice from the Agency, 
beginning with the receipt of an accurate Statement 10 the satisfactory resolution of any questions 
or earnings correction actions. 

Because the Statement is the Agency's most useful tool for increasing public 
understanding about Social Security and the need for personal financial relirement planning, 
SSA hu,.;.; developed a multi-media campaign to alert the public 10 the annual mailings. The 

!~ www.~sa,gov/myslatcmcot. 
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office ha$ also distributed a package of employec informational materials on the Statement, and 
the Agency's Internet website offef$ further infonnation about the Stalcmcnt to recipients or 
othcr individual:.> who have question:.>, 

The Social Security Statemcnt has recelvcd recognition (rom many outside organizations, 
The National Academy of Socia! Insurance has said that, "the Statement is SSA's most effective 
[public information] tool. The tangibility of this form, which includes earnings for every year in 
which that individual was employed by ajob covered by Social Security, may help make this 
program morc reat to people. Getting a benefit s-Wtement on a regular hasis is going to have a 
pronounced impact on peoplc's expectations and attitudes about Social Security," 

As Commissioner Apfel has noted, "[TJhe results clearly demonstrate that Social Securiiy 
Statements arc increasing the public's understanding of the basic features of Social Security," In 
addition, he has s!Ul.ed that, "[TJile Stntement is not only providjng information that is: useful and 
C;:L'iY to understand, it is also prompling millions of Americans to take action to better prepare for 
retirement." And to help the American public do so, the Agency has used other outreach 
products and technological tools to aid their endeavors. 

TECHNOLOGY 

T he Clinton Administration has overseen great advances in technology, 
enhancements in inrormation sharing, morc open syslems, online access, and the 
emergence of a strong Internet presence throughout Government. tn an 

incre.tsingly complex and rust-moving society, technology has become synonymous with 
effective and efficient :oIervice. The new Information Highway has left the familiar 
communications lliI1dmnrk:. of the past behind. and information now doubles every two to three 
years; available virtually everywhere, ulmos! inslantly, For example, the Library of Congress' 
entire collection of books could now be transmitted over optic tnll1:o1mission lines in less [han 10 
minutes, These new developments have greatly improved Government efficiency. public access, 
and employee job enrichment viu advanced technology. 

AI the same time, these changes bave made it difficult for muny people to work througb 
the flood of infornmlion available to find what is rcany u:oIcful. The increase in information 
vehicles that has made it easier for communicators to get messages out has also made it more 
difttcult to get those me.ssages through to their audiences, Thc Agency rccognizes. that in the 21~' 
century. the Information Age, changes would continue and <lccelerate, and have embraced 
technology as ao effective tool to reach and educate the American puhlic. 

In January 1994, Team Internet was assembled by the Office of Systems to begin the 
SSA Online initiative, Their purpose was to create an Internet Rcrvicc including Internet gopher, 
file~transfer protocol, and World Wide Web servers. Its Success has been recognized by other 
agencies and other parts of the Administration who have used this system as a model to get on to 
the "Information Super Highway", The improved services have received positive mcdia rcvjcw~ 
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in WIRED magazine and The Washington Post, and PC Computing magazine honored SSA 
Online as one of "101 Besllnternct Sites" in the May 1995 issue. 

The Agency's Interrtel home page, Social Security Online (hUp:llwww,ssa.gov/). has 
been recognized a;;; among the mOSt innovative and information-rich in government, The Internet 
site provides visitors with program information, downloadable versions of the forms used hy the 
public. and other new inlemctive services Ihal are being adopted and added to the web :\itc, It is 
continually undergoing major redesigns to allow the Agency to better manage future growth, 
prepare for the high volume of anticipated on line transactions, and increase the overall 
satisfaction and usability of visitors, The tremendous surge In v]!-litors to the site is testament to 
its s.uccess: 

SSA Home Page Visits 
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The site has grown since its start~up in 1994 {22.212 visitors), with almOSI 15 million projected 
visitors in 2000,11 

The Agency has continually worked 10 further expand the use of the Internet as an 
information source. The sites providing general puhlic information and press information have 
seen increased usage since 1996, and the phenomenal growth of Ihe Internet as an infonnation 
source is expected to cOlitinue to accelerate in the nexi several years. The sites al:-.o offer both 
English and Spanish l 

8. tanguage versions of most information pamphlets and fact sheets that the 
Agency publishes, 1n addition, they also provide inform3iion about the Social SecurilY 
Statement for individuals who may have questions after receiving their Statement And they also 
provide information to those individuals who may notice discrcpi1ncic~ in their name. date of 
birth, or earnings information. 

!1 Sm.:icd Sl'Curily: Pcrformaocc and Accountahility Report for Fii'Clil Year 2000, Office of ~inanci:lll'()licy and 
Operation:., SSA I'uh. Ko, 31-23!, December, :WOO. pg. 18. 
IS wwws~a.g()\'l::spanoli 
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In looking 10 the future, a recent survey reponed that 64 percent of respondents said that 
"information provided on a web page on Ihe Internet" was either very or somewhat useful, 
When the survey was conducted. only 50 percent of American households had a personal 
compu!er, and only 38 million houschold~ were using the Internet Both of these numt'lers arc 
expected to grow dramatically in Ihe next five years. 

The chaUenge now for the AgeI'H'::Y's communicators is to market the Internet site 
effectively. AU agency publications and pubJic service announcements carry its web address for 
individuals seeking additional infomlmion, tn addition, SSA Online has linked with other 
govcrnmenl organization~ such as {he Administration on Aging and the FirslGov Initialive l9 and 
non-governmental organizations such tiS the American Savings Education Council and the 
American Assocjatlon of Retired Persons. 

The biggest potential audience for the Social Security's Internet site is younger 
Americans, who arc most comfortable with and the most frequent users of this medium, (n 1998, 
appmximatcly 8.6 million children aged 8-12 and 8A million teenagers were online, As they 
reach adulthood, the Internet will be the information source of choice for most of them, The 
Agency is working to let younger Amerkans know now Ihm there is information about its 
programs on the web. The Agency's website includes a '''YouthLink'' page:':!) with age
appropriate material that teacher;;, In particular. may find useful in helping their students le'lfn 
_,boUllhe nalton's sociul insurance program. 

PUBLIC INFORMATION ANO EOUCATIONAL SERVICES ON SSA ONLINE 

S""5S .'"' H"Isloo' >-Ite: 

The SSA History Page made its dehut in October 1996. It has since been rated by an 
independent research service as one of the best sites on the Internet {i.e.; top 5%), Among 
Executive Branch agencies, the SSA History Page is ,Second only 10 [he National Archives. in 
making historical material available over the lnterncl. The SSA History Page contains a large 
volume of matt:rials. including several unique collections no! available anywhere clse,Z1 The site 
also makes many documcnt5 accessible thai would otherwise be rare and difficult to find outside 
of large university lihmries. In addition 10 written materials. the History Page also provide;.; 
many audio and video recordings of individuals who were prominent in the Agency's past and 
who have made significant contributions to shaping the programs of today. 

!9 FirstGov was a Clinton Administnttion initiative <FY 20(0) (0 combine all online federal ~crvice!i irHO one site for 

the American puhlit,:s t;'otlvcnicncc (1.1.'",10 become the portal SHe for government "crvicc.~). It!. lI111l1n was: "Your 

First Click to lhe U.S. Gow:rnrncnl", 

www,firstgoY.gOY 

i'l-, www.;..s.a.govr..:iJ,,! 

: www,ss.a.gov/hiswry/ 

..J The HL~t()[y Page posted the lir~l Social Security Trustees Report from 1942 and the Report n·n Health InslImn.:c 

from the 1934 Cummiw.:c 011 Ecm],)mic Secority, neither of which had hecn previ(~usly uvuil.]blt\ 
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Employer SiIe:2J 

This site was created m April 1998 to provide the employer community a single source 
forcmployer-rclatcd infonnation, publications, and forms, along with wage reporting lips and 
how-to instructions. This site has proven to he a very popular source of information~ many 
employcr·rclatcd web sites, both in the private and public sectors, havc established dirccllinks to 
this site. 

Work Site:14 

In May 2000. the Work Site, designed to improve service to people with disabilities who 
wanl to work, was created. This site contains important information for Social Security and SSI 
disabtlily beneficiaries, and ii provides specific and reliahle inrormiuion for emp!oyers, service 
providers. advocates. and olhers that heip individuals with disabilities find work. Visitors will 
find a wide range of information on Ihe site, from training prognUH$ for people with disabilities 
to tax incentives for employers who hire them, In addition, the Work Site is fully acccssihie by 
lhose with disabilities. 

Vendor Si1e: 25 

Launched in Octoher 1998, Ihis site provides direct deposit information and an 
enrollment form to vendors and the udministrativc paymCniS community. The site also has a 
quick link to the Payment Advice lnternel Delivery system that allows vendors to register on the 
web and look up paymcnt informalion when a direct deposit has been made to their account. 

Retirement Planlier: 26 

In April 2000. the Agency premiered the "Retirement Planner" to help the public assess 
what income they wi!! need in retirement, and what sources they can count on. The Planners 
contain valuable information about retirement, disability, and survivors benefits, and factors that 
can affect them, It provides links to important information on ractors that can affect a worker's 
retirement benefit, such as military service or fedcral employment. And it provides links 10 the 
web site of the American Savings Education Council (ASEC). which has excellent informalioI1 
on the need for pensions and savings in retirement. 

The Retirement Planner is 00 extension of the informntion provided in the Social Security 
Statcmcm, givillg customcrs who want more infonnatiol1 an il1teractive ability to ask questions. 
Within the first four months of usc, the Agency had more than 425,000 visitors to the site. 

:u www.ssa,gllv{cmp!nycr/ 
M www . ."sa.gov/workl 
~ www.ssa.gov/vcnd\\rl 
1" www.ssa.govlrctircl 
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e-News: 27 

In March 2000. Social Security introduced eNews, a consumer oriented electronic 
newsletter about Social Security programs and issues. The free monthly newsletter, which 
gathered over 100,000 subscribers in the first six months it was published, provides the latest 
Social Security news in a convenient readable email format. Social Security automatically sends 
the general edition of eNews to subscribers. Special delivery of selected topics of interest is also 
available for free monthly delivery upon request. Selected topics include: disahility, retirement. 
survivors, Supplemental Security Income (SSI). Medicare, laws and regulations, press office, 
wage repOJ1ing, data, studies and research, and senior issues. 

Access America for Seniors: 18 

A result of the partnering with other government agencies and outside organizations 
initiated by the Agency, this site provides a wealth of information for older Americans, together 
with links to other servicing agencies. The Agency sponsored this site with other organizations 
such as the American Association of Retired Persons (AARP). This type of partnership was a 
priority of Vice President Gore's National Pm1ncrship for Reinventing Government. 

Overseas Internet Service: 29 

An Agency weh site has hccn established specifically to provide information and 
assistance to people outside the U.S. Within the current restraints imposed by the Internet's lack 
of security for the transmission of private information, individuals abroad have been asking for 
and receiving service bye-mail at the rate of about 150 requests a month. 

Social Security Forms:3o 

This site offers a variety of different Social Security forms to the public that would 
accomplish different Agency services. A member of the public can do such things as request a 
new Social Security Statement or a new Social Security Card. to downloading the form to start 
the disability application process. 

Online Resources for Public Policy Community: 

Aside from the informational materials provided to the general public. the Agency also 
presents large amounts of data and unalysis for the public policy community. The Office of 
Policy maintains a website providing various publications, research materials and policy papers, 
and links to other sites relating to Social Security public policy issues. 31 The Office of the Chief 
Actuary maintains a website pUlling the actuarial tahles driving Social Security public policy in 
easy access for the public policy community, and information on the Trust Funds, COLAs, and 

21 www.ssa.gov/cncws/ 
• .www.scnlOrs.govI 

2~ www.ssa.gov/inlclnalional/inlcr_inlro.hlllll 
JO www.ssa.goV/(llllillc/fofllls.hlllll 
.11 http://www.ssa.gov/policy/ 
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various publications and reports.J2 These sites give the public policy community access to the 
same l'epm1S .md ligures lhat the Agency uses in determining the future of Social Security, 

COMMUNICA riONS STAFF AND TRAINING 

A I the same lime the Agcn!.":y was expanding its communications tools. il also 
recognized that media effons originating from Washington and Baltimore 
headquarters had limitations. Much of the puhlic relies on local newspapers and 

broadca~t media for information. and making use of these outlets was vital to any effective 
public infonn~ltion effort The Agency lnerea;;ed the number of public affail's ~pecialists (PASs) 
who work in majol' local media markets. Between 1998~2000, the number of PASs grew from 
less than 30 to about 100. 

The PAS po,;ition was cremed 10 llddrcss the need for coordinated public affairs activities 
in the major metropolitan arcas after the elimination of many of the Agency's field representative 
positions. In 1980, the Agency had about 1,400 field representative ..s who, among other duties. 
provided continuity of contacts within the community, especmlly with the local rnedia. Thc 
effects of increased workloads and fewer staff in field offices caused the number of field 
rcprescntmiv(:s to diminish significantly to slighHy over 400 in 200(1 And the focus of the field 
representative'~ duties has gradually changed. phJcing relatively less emphasis on providing 
public infonnation and more on taking benefit lIpplications, 

As the Socilll Security Advisory Board noted, "[T]hc curtailment of public information 
work by loc.tl employees is believed by many long-time SSA employees to be linked to a decline 
in public undcD!tanding of the Social Security program." 

Even with steps being taken to increase the number of public affairs specialists, un 
effccI1ve communications program must make uw of ali available resources. Staff professionals 
handled most communication efforts. and the Agency worked to increase the communications 
skills of its executive staff and managers. SSA also hegan to educate its- employees about vital 
public issue~ ~o they can serve as its 65,000 individual representatives. 

In 1999, the Agency provided training to 135 members of the executive and senior staff. 
including aU of the Regionai Commissioners, on messages. medi'I, and communications skills. 
From 1995 thm 1999. 1.200 field managers, public affairs specialists, Hod regional public affairs 
officers received professionally sponsDred eommunicHtions training. The training began in 1995 
with a one-week course developed specifically for the agency's regional public affairs omcers 
and their assistants, together with puhlic affairs spcchtlists. The success of the courSe resulted in 
the development of smaller se...;sions (two or three days) tailored to the needs of nlanagers and 
executives whose responsibilhies include dealing with local or nalional media. 

12 hltp:ifwww.ssa.goy/OACTf 
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The Agency also cre~tcd an "Employees as Ambassadors Program." The purpose of this 
program \\laS to provide all of the Agency's 65,000 employees with information to respond to 
tough questions about Social Security from the general public, or from family, neighbors. and 
friends, As with most organizations and government agencies, the Agency's workforce in the 
pas! 20 years had tendeu to become incrca..ingly speciaJi:t.ed. Compuler technicians. human 
resources professionals, and adminlstmtive personnel often had little training in Social Security 
programs, and even among program st~ff the comp!exily of the programs resulted in program 
specialists - such as title II and title XVI specialists - who knew their own program.. well but 
had little cross~trainin£ or training in big picture issues. 

This increasing specialization led to the undcrutilization of the Agency workforce as 0. 

source of informatIon for the public. To address this, a two-bour course on the basic facts, 
history. and philosophy of Social Security was developed, us well as a primer on the long~rangc 
flnancing issue~ facing the program, Every Agency employee received training through a live, 
instructor-ha.liCd preM:nration, and after the initial training. the Agency developed an 
"Ambassador 1(" training program to inform employees about major Social Security issues for 
1999 - such as our Y2K preparations and the new Social SecuJ'lty Slatement. Future trainings 
were envisioned to keep the workforce aware of vital and current public issues., The effort 
proved worthwhIle <\1' Agency employees played a larger role in public educalion activities. 

The Agency has also made use of the Intranet to keep our PAS employees and other field 
office employees engaged in public education, public information. and public outreach efforts 
with up~to·date, timely information materitlL A Public Affairs Resource Center (PARe) was 
created 011 Ihe Employee Information Server (EIS}, and it has proven to he very popular. In July 
2000, the PARe was the third most popular source of infonnation on the EIS, The liite includes 
such features as a Correspondence Guide. the D<lily Kewli Digest, Puhlicaiions and Periodicals, 
and a Newsro\)m, The Agency continues to expand and improve the PARe. 

CHALLENGES 

T he Agency has identified the outlines of significant comnlunication~ challenges 
facing it in the near future. TheM: include s<ltisfying public needs and desires for 
information aboUl the ftllure of Social Security, dealing with an increasingly 

diverse :;ociety. addressing lntcn:;jfied individual retirement concerns among "haby boomers," 
and keeping up with technological changes. 

Informing the l'ubUe: 

ln the present public policy context, informing the public about critkal ls:;ues regarding 
the future of Sociul Security has become increasingly important. Ensuring the !ong-rangc future 
of Social Security and providing an adequale foundation or retirement income for Americans 
were and stilillre among lhe top domestic issucs facing the nation. Though lhcl'e are differing 
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vi.cws as to how this can best be accomplished, the American puhlic needs resources and 
infonnation to be able to participate in this national dialogue. 

Throughout the national debalc about the long-range fimmcing of Socia! Security. there 
have been many claims by variou~ ~ources, each seemingly amhoritative. a'i to Ihe dimensions of 
the long-range financing problcrn faced by Social Security, With mass media, the tendency to 
dramatize policy debates by seeking om and emphasizing areas of conflict did not contribute 10 

developing an understanding of the issues involved or consensus for policy change,·13 With 
Social Security financing. the public was confronted with conflicting claims (sometimes called 
"stal wars"), and often did nOI know whom to rely for factual information and analysis, 

The American public should be able to look to SSA ror fuctual information about the 
program and ihe issues, One of the Agency's primary goals j:. to ensure that vinually all 
Americans arc knowledgeable about the program within the next few years. Much work remains 
to be done in achieving thiS goal, but II focused and cohesive public infomunion campaign and 
strategy has becn in place and is currently being implemented, More imponantly. tracking the 
progress Qfthesc initimives through PUMS has contributed greatly to the Agency':;; 
effectiveness. This public education role for the agency is both critical and challenging as Ihe 
nalJOn continues to struggle with resolving the long~rangc financing issucs facing lhe Socinl 
Security system. 

1J!l'ersily and the Challenge of Many Audien",",: 

Increasing raci'll nnd ethnic diversity of the American population has caused the United 
States. to become increasingly multi~cultur<lL34 The Census Bureau estimates that by 2050 more 
than one-third of the popuJalion (139 million people of u projected 383 million), will be post
1970 immigralits and their descendants, This populmioo grmvth raise ... several issues for Agency 
communicators. 

The PUMS surveys indicalC that public understanding of the Social Security program is 
uneven, with women and minority populations having comparatively lower knowledge levels 
about the Social Security program and long-range financing issues. To rectify this situation. the 
Agency will need to engage in more minority outreach, particularly with nun-English media. In 
addition to minority outreach efforts, the Agency must be prepared to address the Social Security 
information needs Df women, Fully 60 percent of Social Security heneflciaries arc women, and 
Social Security represents a larger propor!ion ofwomcn's retirement income than men's. Thus 
the Agency has targeted a number of public information materials to women, and many of its 
public inronnution mutcriab arc availublc in Spanish. other non-English language versions, and 
also Braille. 

:'3 The Sl-'Curi!!cs an.! E.'(chllnge Commissioll, in the COllleJtt of tlsscs~ing workers' rcliremenl planning. nnted dl':U 
mos. pl-'ople \\'l.:t~ ulmhlc to inJepcmJcnlly snn lhrough comp!cx et'<momic informal ion. 
.'.4 A~ {l( 2000, AfricijJj-Aml.'ricans comprise 12 percent (~r!tIC general populution, Hispanics apprmimalely t 1 
pcr.:cnt, arn.l Asian Anwrirnos, the fllslc~1 growing scgml.'n! of the Americnn populalion, <1 percenL Within the next 
50 years. these pcrcclHagcs will gww dmmatlc:;lly. African·Amcrkans 11«: prt~iC<:lt'\.ll() comprihl: 13 percenl of Ille 
population, Hispanic, to more than 20 pcn.:o.:nl, and Asian AmeriC;'ln~ \0 more than 10 percent, with much of!h!s 
i/lcrea~ resulting from immigration. 
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However, the challenge is in geuing these materials to the audience for whom they are 
intended, One inttiative involves u~ing daily press and periodical puhlica[ions to amplify its 
messages. The Agency is working 10 place articles regarding Social Security in national 
women's magazines and to meet with editorial boards of Ihose pedodical publications about 
topical Sodal Security is"ue:L Sirnilarly, in 2000 there were about 500 periodicals and 325 rudio 
and television stations with largely Hb'panic audiences for which the Agency is now developing 
and marketing brief (:onsumer~oricnted mfonnation articles. 

The Internet is, as noted previously, an extremely promising infonnution tooL And that 
is particularly true for certain sUh-populations. For example. among Hispanic households with 
incomes over $35.000, nearly hulf had a computer ilt home in 1998, a 20 percent leap from just 
two years earlier. Furthcrrnorc, over a quarlcr of this population uses the Internel. 

Retirement Wave: The Baby Boom Generation 

Intensified conccnk~ aboul retirement among the "baby boom" generation have made 
fimmdal planning an increasingl)' import,lOl communications issue that will remain so 
throughout the next decade. In 2000, tbere were more'than 80 million members of {he "baby 
boom" generation (those individuals born between 1946 and 1964) who are in middle-age and 
beginning to look toward or think aboul retirement. Between ,:WOO and 2010 the population aged 
65 and older will grow slowly. hy about four miliion, from 35 million to just over 39 million, a.<; 

people horn in the J930s and cilrl y 1940s age. By contf'.lst. between 20 I 0 und 2030 with the 
bilby boomers aging, the numbers will soar by about 30 million, rcaching 70 million in 2030, 

The aging of America wiU alter society. In the years immediately ahead, the American 
public will have ever-greater concerns <lboll1 ensuring financial security in retirement The 
Agency has worked very hard to communicate information about a worker's rights and 
responsibilities under tbe program. as well a.o;; basic facls about the program, the philo!\ophy of 
the program, and the non~retircment benefits provided by Social Security. 

But the dramatic demographic changes mean thul the Agency need;;. to hroaden its public 
information efforts to include more data on financial planning. For example. it is anticipntcd that 
there will be far grc;:'ter public demand for morc infomtation aboul the income replacement value 
of Social Security benefits, the already scheduled rise in the normal retirement age, the 
retirement earnings te;.;.t, and cost-of-living adjustments. It is also expected, due to a relatively 
high divorce rate since the late 1960!'. that there will be a greater need for pl.lblic information 
about divorced spouse benefit>; under Social Security. 

Other federal government ageneic...;, ...;uch a!' the Department of Labor and the Securitie!i 
and Exchange Commission, are also undertaking national campaigns to increase public 
awareness aoout saving and investIng for retirement. A'::I more Americans ncar relircl11cnl age, 
there will be a m:ed for greater coordination among federal agencie!' and other outside 
organization!' regarding financial planning mess.ages. 

Broad public concern aOOue financial sectirilY in retirement also presents an opportunity 
for cooperative education/information campuigns between Sociul Sccuril}' und the private seClor, 
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induding banking and investment industry firms, and the life insurance industry. Becam~e Social 
Security bas alway!'> Hdvoctltcd a "three-legged" financial 51.1001 for retirement s(.'Curity (Social 
Security benefits, pensions, and individual savings), mc:s-suges involving sectors such as these 
would be complementary, rather than competitive. 

In the immediate future. the Agency must do more to help ifto!'>e individuals now in early 
to ntid~50:-; understand the complexities of retirement decision-making, and working with other 
government agencies and private organizations, provide them with aU of the information needed 
to make an infonned decision. 

Technolt>gy: 

The communications revolution has nol only changed the way the Agency distributes 
information. it has changed the way it conducts business. The reason is clear - the Internet is 
growing faster than ;:tll other technologies. before il; mdio wu..\ Hround for 38 years before it had 
50 million listeners, television took 13 years to attract 50 million viewers, and the Internet got 
there in just four years. The Agency is now committed to exploring options for greater usage of 
the Internet, and the Commissioner has committed the Agency to deploying a suite of services 
over the Internet. 

How the Agency prep<lrc~ to continue to inrorm the public about Social Security will be 
tested as the population ch.mgcs, the baby boomers begin to focus on retirement, and media 
attention about the future of Social Security becomes more widespread, Certainly the need to 
develop new \;ommunicatiot1s tools and new approaches will continue, and the cvercvolving 
development t)f the Internet and other communications technologies will demand thaI the 
Agency be both quicker tn recognize and to adapt to a changing communications environment. 
But the "digital divide" also means that a public service agency such as SSA must be committed 
to providing Social Sccur:il y and relirement planning information in Ihe ways thatlhe American 
public wlll want it. and in a munner thut is accessible to it. The need for such a communications 
approach by the Agency ha.... not been greater since the creulion of the program 65 years ago, 
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· EXHIBIT 1 


Summary of the PUMS-II National Results 

Introduction 

The Social Securily Administralion (SSA) set a goal in its Agency Strategic Plan (ASP) 
"to strengthen public understanding of Social Security programs." To reach this goal, 
SSA's objective is to ensure that, by the year 2005, 90% of Americans will be 
knowledgeable about Social Security programs. 

In order to measure progress toward achieving this goal, SSA developed the Public 
Understanding Measurement System (PUMS) to establish baseline data on the public's 
knowledge and to track changes in the public's level of knowledge through the year 
2005. The PUMS initiative provides SSA with data and information needed to design 
annual public education programs targeted to address specific knowledge or 
pertormance gaps (e.g., areas where public knowledge is lower than 90%) and to 
evaluate the effectiveness of SSA public education initiatives in achieving its strategic 
objective. 

SSA contracted with The Gallup Organization to develop and conduct the PUMS 
surveys. At this pOint, national surveys have been completed for 1998 and 1999 
(referred to as PUMS-I and PUMS-II, respectively). For PUMS-II, a new section was 
added to the survey instrument to measure the usefulness and ease of understanding of 
the Social Security Statement. 

In addition to the national survey, a one-year knowledge tracking study' was initiated in 
November 1999. This study was designed to test the effectiveness of various forms of 
public education and outreach in raising public awareness and knowledge of Social 
Security. The knowledge-tracking study is being carried out in sixteen communities 
located in the Philadelphia, Atianta, Chicago, and San Francisco SSA regions, The 
knowledge-tracking instrument also includes the section conceming the Social Security 
Statement and an additional sOOion on local outreach and education awareness. The 
results of the knowledge-tracking study will be available in the fall of 2000, 

The national and knowledge-tracking survey instruments were developed through a 
collaborative eltort between Gallup survey design experts and SSA officials. National 
Academy 01 Scciallnsurance (NASI) and academic experts were also consulted during 
this process. The resutting telephone survey instruments are 12 and 13 minutes in 
length for the national and knowledge-tracking studies, respectively. Both surveys are 
programmed in English and Spanish and offered in other languages when needed. Four 
thousand (4,000) respondents were surveyed for PUMS-II (400 in each SSA region). 

I The knowledgewlracking stl)dy is also known as the "Move the Needle~ study. 



Twelve thousand (12,000) respondents are being surveyed for the knowledge-tracking 
sU!\ley (Ihree Ihousand per quarter). 

The purpose of this briefing book is 10 summarize Ihe most notable findings of the 
PUMS-II national survey, completed January 25, 2000. 

Overall Knowledge Scores2 

The overa II knowledge level of the adult population did not increase significantly 
between PUMS-I and PUMS-II. The results of PUMS-II indicale thaI 56.6% of Ihe public 
is knowledgeable about Social Security programs as compared to 54.9% in PUMS-I. 
In addition, 24.1% of the public is "close to knowledgeable" (e.g., responded correctly to 
11 or 12 of the '19 knowledge indicators) in PUMS-II. 

Significant Changes between PUM8-1 and PUMS-U 

The results of PUMS-II are significantly different from the results of PUMS-I for a 
number of knowledge indicators. The following knowledge indicators received scores in 
PUMS-lithal are significantly higher than the corresponding scores received in PUMS-I. 

• 	 Early retirement. Knowledge that an individual can receive some retirement 
benefits before the full retirement age rose from 61.8% to 65.4%. 

• 	 Exact age of early retirement. Knowledge that the exact age of eligibility for some 
retirement benefits is 62 rose from 45.6% to 48.9%. 

• 	 Change in the retirement age. Knowledge that the age for receiving full Social 
Security retirement benefits is increasing rose from 65.1% to 71.7%. 

• 	 Benefits relate to earnings. Knowledge that the amount of monthly Social 
Security retirement benefits depends on the level of past earnings rose from 
88.9% to 91.8%. 

The following knowledge indicators received scores in PUMS-II that are significantly 
lower than the corresponding scores received in PUMS-I. 

• 	 Use of Social Security Taxes. Knowledge of the use of Social Security taxes fell 
from 81.1% to 78.0%. 

• 	 Fewer Workers, Future. Knowledge about the insufficient number of workers to 
finance future benefits fell from 60.7% to 57.4%. 

• 	 Not Food Stamps. Knowledge that Social Security does not pay for the food 
stamp programs fell from 50.2% to 46.0%. 

It is noteworthy that the indicators that increased Significantly have high personal 
relevance while the indicators Ihat decreased significantly are more system-related. 

2 Respondents are considered to be "knowledgeable" about Social Security programs iithey respond 
correctly to al least 13 of the 19 knowledge indicators. 
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Anolher significant change between PUMS-I and PUMS-II is an increase in Ihe level of 
confidence that Social Security benefits will be available for the public when they retire 
(from 38% to 44%). 

Receipt and Awareness of the Social Security Statement 

Two pivolal factors in increasing Ihe level of public knowledge about Social Security are 
receipl and awareness of the Social Security Statement 

• 	 Receipt of the Statemenl increased from 20.3% in PUMS-I to 24.2% in PUMS-II, 
although the difference is not statistically significant. 

• 	 Awareness of the Statement increased significantly from 49.5% in PUMS-I of the 
public to 62.2% in PUMS-II. 

In addition to being statistically significant, the increased awareness 01 the Social 
Security Slatement is meaningful, because awareness generally precedes a perceived 
need for information. 

Relationship between the Social Security Statement, Knowledge, and 
Confidence 

Receipt and knowledge of receiving a Social Security Statement significantly increase 
knowledge of Social Security programs. Sixty-eight percent (68.0%) of those who recall 
receiving a Slatement are knowledgeable. Furthermore, knowledge about Social 
Security programs significantly increases confidence that Social Security retirement 
benefijs will be there for you when you retire. The relationship can be modeled as 
follows: 

Receipt of an SS Statement = Knowledge + Confidence 

Response to the Social Security Statement 

The proponion of the public (24% or about 48 million people) who recall having received 
a Social Security Statement had a positive response to it. 

• 	 82.4% of the public (about 39 million people) report finding the Statement to be 
very to somewhat useful in increasing their knowledge of benefits that may affect 
them directly. 

• 	 78.8% of the public (about 37 million people) report finding the Stalement to be 
very to somewhat useful in hetping to determine their level of need for additional 
sources of retirement income. 

• 	 66.0% 01 the public (about 32 million people) report finding the Statement to be 
very to somewhat useful in helping wilh their financial planning. 



• 	 83.7% of the public (about 40 million people) report finding the Statement to be 
very to somewhat easy to understand. 

In addition, as a result of receiving a Social Security Statement, millions of Americans 
report being much more likely to take action to increase their own financial security. 

• 	 52.4% of the public (about 25 million people) report being much more likely to file 
the statement with their important records. 

• 	 16.9% of the public (about 8 million people) report being much more likely to 
contact the Social Security Administration for more information. 

• 	 13.5% of the public (about 6.3 million people) report being much more likely to 
contact a financial advisor. 

• 16.1 % of the public (about 7.6 million people) report being much more likely to 
change their retirement plans. 

Comparison of Social Security Statement and PEBES 

The Social Security Statement is easier to understand than the PEBES document. Fifty
eight percent (58%) of Social Security Statement recipients reported finding it to be very 
easy to understand, while 50% reported finding the PEBES document very easy to 
understand. Ease of understanding is also reflected in the likelihood of recipients to 
contact SSA. One in five recipients (20%) of PEBES recipients stated that they are 
much more likely to contact SSA, while just over one in ten (12%) of Statement 
recipients feel likewise. 

SSA Public Education Activities 

While public need for Social Security information remains high, with over 20% of the 
population having sought information about Social Security, the public's response to 
SSA's public education activities is primarily positive. 

• 	 SSA continues to be the preferred source for information about Social Security 
programs. Of the 22.8% of the public (about 46 million people) who requested 
Social Security information, 80.8% (about 40 million people) report having 
requested this information from SSA. 

• 	 Use of SSA's website (SSA Onlin'e) as a source of information more than 
doubled from 1998 to 1999. Five percent (5%) of the public's reported requests 
for information (nearly 2 million contacts) were made via SSA's website. 

• 	 74% of those who both contacted SSA and received a Social Security Statement 
(18 million people) were knowledgeable about Social Security programs. 
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CHAPTER EIGHT: 

VVORKFORCEINVESTMENTS 


The years from 1993 through 2000 marked significant changes in how the Social 
Security Administration (SSA) treated nod invested in its workforce. The legacy 
of downsizing in the 19805 had a profound effect upon the Agency, and in the 

1990s, the impending Retirement Wave of the Agency's workforce received &CnQus 
consideration. Anempts to amc~jorate these issues, added iO the other forces and advances in a 
rapidly changing workplace environment, obliged the Agency to focus on its workforce, SSA 
recognized the need to rencet the public it served. resulting in great tldvunces in diversity. The 
relationship between its management and employees was recognized to be vit<~I, ilnd the Agency 
became a leader in partnership with labor. Technology and other udvanees in the workplace 
were beginning 10 he implemented with the goal of helping the workforce to be valued, efficient, 
and cffcc(ivc. 

The impetus for change was stimulated by the Clinton Administration, Just before the 
second inauguration President Clinton and Vice Prc,\idcnl Gore called lhe new Cabinet to the 
Blair House to discuss the issue of reinvention. They gave the Cabinet a sci of papers that was 
subsequently published in January 1997, called [he Blair HOWie Papers contuining the principles 
and ideas for agencies to use to make further inroads towards better process designs and 
customer service enhancements. 

Up to 1994. before indcpc~dcncc, the Agency focused heavily on customer service 
initiatives. The Blair House Papers: empha~ized the importance of focusing on the Federal 
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workforce - getting the best from employees and raising the spirit of employees. The results of 
National Performance Review's (NPR) benchmarking studies indicated that the best in business 
organizations devoted substantial resources and attention to employee development and 
satisfaction. In addition. literature spoke to a strong and direct link between employee 
satisfaction and customer satisfaction. With this as the backdrop. the Agency embarked on 
initiatives to listen to the conccrns and better understand the needs of its employees 

In 1998, Vice President Gore directed the NPR to conduct the first ever government-wide 
employee ~atisfaction survey, the NPR/OPM government-wide Employee Satisfaction Survey. 
The survey was sent to 34,000 federal employees selected at random. including 750 Agency 
employees. The survey created a baseline for measuring selected reinvention initiatives, 
assessed and bench marked organizational change on key items. built on the Office of Personnel 
Management (OPM) Performance America database. and supported the collection of a set of 
balanced measures for federal agencies. The survey was conducted again in 1999 and 2000, 
reporting on and analyl.ing the results and developing an improvement strategy. I 

The Agency initiated its own surveys to better understand its workforce. The Agency 
Strategic Plan included an objective "to promote an Agency culture that successfully 
incorporates our values," a part of the Agency goal "to be an employer that values and invest in 
each employee." As a first step toward achieving this objective, the Office of Workforce 
Analysis conducted an employee survey, the Organization Culture Survey, to help determine 
whatlhe Agency's organizational culture is, what it should be, and any gaps. A workgroup then 
reviewed the results of both the Culture Survey and the results of the NPRIOPM Employee 
Satisfaction Survey, and they developed an improvement plan including both short-term and 
long-term actions to address any shortcomings. 2 

In early FY 2000, the Agency began plans to implement the employee measurement 
strategy of the Market Measurement Program (MMP).) Based on research that indicated 
employee satisfaction was most strongly influenced and determined at the local work unit level, 
a plan was developed for a comprehensive satisfaction survey that would provide information 
about satisfaction with the local work environment. This survey was intended to support and 
complement the Culture Survey because the it provided the Agency with information at the 
organization level and identified issues that nced addressing. It also identilied issues that may 
lend themselves to local solutions, but the information was not aggregated in a way that enabled 
the Agency to focus at this level. The MMP employee survey would solve this gap by focusing 
at the local level, and would also enable the Agency to address work place improvements 
identified in the OPM/NPR employee surveys. 

I Survey resulls are in Ihe Archive material. 

2 Improvement Plan is in the Archive material. 

J See description of MMP in SSA report "Gathering and Using Customer Informalion [{l Improve Service to the 

Puhlic" issued March 2000. 
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In Seplcmber 2000, thc Agency hired a private contractor to plan and admini:;tcl' a te:;t of 
an employee survey process that would: 

• 	 Provide up~front communication pdor to conducting !be survey to explain the 
purpo:;e and importancc of the survey to employees and managcp.;; 

• 	 Ask questions market iested and validated io link 10 employee productivity; 

• 	 Be simple in order to increase the likelihood of u higher response mte; and 

• 	 Include (.1 process for using the survey results using full participation of employees in 
planning improvements in their work unil hased on tbe results. 

The success of Ihis initial pilot will resuh in it:; full implementation of the survey process 
for all employees, 

More importantly, during the years from 1993102000. the entire Agency grew to fully 
recognize that increased public trust and faith in the Agency and the program~ it administers can 
only OCCur irthe Agency demonstrates thut it is a well-run organization whose employees fcel 
valucd and well~treated. 

DIVERSITY 

On September! 8, 1998, the Advisory Board on the President's Initiative on Race 
concluded its work and presented a report containing its final recommendations 
to President Clinton. The report contained the Board's observations on what 

Ihey had seen and he;;ml about rucc and its impuct upon communities throughout Ihe country. 
The President'!, Initiative on Raee later evolved into the President's Initiative for One America, 
and President Clinlon establishcd u permanent White House Office on the President's Ini[ialivc 
devoted 10 helping bridge the racial and efhnic divide:> in our :-;ociety and to working to forge 
new coalitions acro:;s lincs of colOI' and class. 

In keeping with the President's Initiative for One America, in his Oath of Office addrc,ss, 
newly appointed Social Security Commissioner Kenneth S. ApfeL affmned his commitment to 
estahlishing a diverse workforce, He stated, ",A Is the Agency enters the next cenHlry, we should 
c:ontinuc to "trive toward achieving a workforce that is like America: yaung and old, male and 
female, African American, Cuucasian, Hispanic, PadficwAsian. Native American, those wilh 
disabilities and those without" 

Although the President's Initiative for One America was not instituted until 1998, the 
Agency has a long history of activities supporting the In1tirnivc that precedes 199K Throughout 
the period from! 993 through 200t), Special Emphasis Progmms, Special Emphusis Managers, 
and Equal ElUploymcnl Opportunity (EEO) Adviwry Groups had an inslmmcmal role in 



promoting cultural diversity within the Agency. The Agency developed and monitors. an 
Affirmative Employment Plan thar identifies the representation of equal employment opportunity 
group::; in its workforce. and recruitment efforts are targeted to address under-representation. 
BEO Advisory Groups were established to advise the Commissioner regarding the employment 
concerns of women, minorities. and disabled employees as well as the scrvice delivery needs of 
the Agency's customers. The Agency also used special hiring muhorilics. to recruit employees 
with dh;abilities. and provided reasonable accommodations to enable thesc employees to have a 
level playing field. 

PROGRAMS AND POLICIES 

Spedal Emphasis Programs were established in response to Pre:.idcntial Executive 
Order.'>_ The programs" were the Asian Pacific American Program, Federal 
Women's Progmm, Hispanic Employment Program. Minority Concerns Progmm. 

and the Program for {he Employment of Persons with Di:-;ubilities, The Asian PacJ1ic American 
Program was establi.shed in 1992 to give attenlion to and focus on that fa::;t growing. complex. 
and diverse group which hud previously been part of the Minority Concerns Program. The 
Federal Women's Progrum was est.tblishcd to enhance employment and advancement 
opportunities for women. The purpose of the Hispanic Employment Progrwn was to cnsme that 
Federal employers reauit and hire Hispanics and once hired. provide them with career 
development opportunities. The Minority Concerns Program was initially established to address 
the employment concerns of African Americans, Asian Pacific Americans. and Americans 
Indians, and to improve services to tbeir communities. TIle Program for Employees with 
Disabilities gave technical advice. leadership, and guidance to managers in providing greater 
career opportunities to employees with disabilities, 

EEO Advisory Groups were also formed 10 advise the Commissioner and other Agency 
managers of ,he employment and service delivery concerns of their constituencies. The advisory 
groups were; 

• Black Affairs Advisory Council (BAAC); 

• National Advisory Council for Employees Wilh Disabilities (NACED): 

• Hispanic Affairs Advisory Council (HAAC); 

• Pacific Asian American Advisory Council (PAAAC); 

4 Full-lime Sp,dal Hmphusj,> t'rogrum Managers. located at !he headquarters ('Umplex. administer each of the 
S~cial Hmpltasis Pr.>gmms. In the regions. Civil RighL\ and EqlW! OppOTiunily :Mana.gcrs auminis(,,'f the Sped'lt 
Emphasis Program;;, 'Ibese managers conduct activities promOling the: employment and advancement oflhcir 
mcmhcrs: lhey provide advice and referral services to field and heautjuaHcrs ~fS()nnc! (10 matters thaI include 
minority rt."Cfuilmcn!. community outreach, complaints ofdlS\:Tlminaliot\, IIntl career deveJllprncllt 
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• 	 Women's Affairs Advisory Committee (WAAC); and 

• 	 American Indian Alaska Native Advisory Council (AlAN). 

These groups met periodically with the Commissioner and other members of the 
Executive Staff, pursued initiatives of interest to their groups, and held training conferences 
where employees and management came together to talk about service delivery, recruitment, 
training and career development and advancement. For example, the mission of HAAC is to 
ensure courteous, respectful, and sensitive treatment of all clientele, including non-English 
speaking persons. HAAC pursues this goal by educating others about the shared responsihilily 
to provide services with sensitivity, and hy advocating for and supporting the recruitment, 
development, and advancement of Hispanic and bilingual persons throughout the Agency. 

AFFIRMATIVE EMPLOYMENT PROGRAM 

The Agency had an Affirmative Employment 
Program (AEP) Plan for women and minorities to assess the 
state of equal opportunity in the Agency. The AEP Plan 
was a tool to strengthen EED for women and minorities hy 
identifying specific areas of under-representation, barriers to 
equal opportunity, and concrete actions to correct identified 
deficiencies. The completed plan contained: 

I) 	 Program analysis detailing the status of S51 Training Class resembles United Nations. 

affirmative employment efforts within the 
Agency; 

2) 	 Description of identified problems and barriers in personnel and management 
policies, practices, systems, or procedures; and 

3) 	 Statement of ohjcctives and action items to resolve identified problems and barriers. 

Numerical objectives were established when the workforce representation of an EED 
group is severely helow their corresponding civilian labor force (CLF) representation. The 
purpose of numerical objectives was to attain a workforce that was reflective of Americu; the 
objectives were goals, not quotas, stated in terms of a percentage of available opportunities. 

A separate plan, the Affirmative Action Program Plan for People with Disabilities, 
addressed the hiring, placement, and advancement of individuals with disahilities. Additionally, 
the Agency used a Disabled Veterans Affirmative Action Program Plan to enhance employment 
opportunities for disabled veterans. The AEP program enabled the Agency to identify 
imbalances in the workforce and take corrective actions. 
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The SSA workforce consisted of 62.394 ful1~limc and part-lime pemmncnt employees as 
of FY 1999. a decrease of 2,979 employees since FY 1993, While the workforce has decreased, 
it has become more diverse as a resull of increases in the rcprc;;entation of women, minorities, 
and employees with disabilities. The overall representation of women and minorities in the 
Agency exceeds their representation in !be (CLF),5 Women make up 70.7 percent of the 
Agency's workforce compared to 46.5 percent for the eLF. Minorities make up 40.2 percent of 
the Agency's workforce compared to 27,2 percent for the eLF. 

As u result of targeted recruitment cffons. the workforce representation of Blu.:;:k men, 
Hisp,mics. Asian Americans, American Indians, and employees with disabilities have increased 
since FY 1993: 

Percentage of Total SSA Workforce 
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RECRUITMENT STRATEGIES 

In 1980, the Agency had over 84,000 employees, with this number decreasing over 20 
percent during the downsizing that occurred between 1980 and 1989, While the staftlng level as 
ef FY 2000 Wa~ do~ to 62,000 rull~ and parHimc employees. workloads conlinucd to grow and 
were predicted to rise even more as the "baby boomers" reach retirement age. 

As of FY 2000. the Agency possessed a mature workforce; the average worker was 46.7 
years old and had ari average of 20 years of Federal service, As large numbers of experienced 
employees prepared to leave, often with 25~35 years of service, the Agency recognized that those 
who follow were not likely to remain in the organiz~\tion for such lengthy periods. These facts 
helped shape the new recruitment and retention strategies needed. 

In 1996, the Gencl'at Accounting Office (GAO) provided a report to Coogress eotitled 
SSA Faces Challenges. The report stated, "[the) SSA must huild a workforce with the flexihility 

5 The eLF comprises or person~ 16 years of age or older wbo were empln)'l'd or seeking. cmp!nym<:!1i, Perso!ls in 
the Armed forces are exduded from the CU., eLF data ("nllles from Ihe Office (,f Po:re:onncl M<lIlageOlcnCs 1999 
Annual Report to CHngro:~~ on Federal Equal Qnpor1unilY Ro:cruilmcn1. 



and skills to operate in a changing environment." In 1997, the GAO reported to Congress with 
the report, Significant Challenges Await New Commissioner. This report described challenges 
surrounding the issue of building a workforce with the flexibility and skills to operate in a 
changing environment, including a changing employee and client base. 

In 1997, the Agency published its first strategic plan since independence, and the 
importance of workforce planning was reflected in the Agency Strategic Plan (ASP). One of the 
objectives listed in the ASP was "to create a workforce 10 serve SSA 's diverse customers in the 
21 S! century." The Agency recognized the need for the workforce to reflect the diverse 
population it serves, both today and as demographic changes occur in the future. To accomplish 
this, both a short-term and a long-term recruitment strategy to recruit employees from 
historically underrepresented groups were developed. 

In Octoher 1998, the Agency compared its diversity profile with the CLF and determined 
that it was severely under-represented in three EEO groups: Asians, Hispanics, and persons with 
severe disabilities (PWD). FUll her, based on the Census Bureau's year 2000 projections, without 
a concerted recruitment effort, this gap between the CLF and the Agency's workforce would 
widen for these three groups. In response, the Agency developed a short-term recruitment 
strategy to begin eliminating this gap and to take itself through the FY 1999 recruitment cycle. 

The strategy proposed consisted of four action items: 

• 	 Advertising career opportunities via the internet and in key minority periodicals; 

• 	 Providing an e-mail application process; 

• 	 Establishing and/or strengthening our tics with State employment and vocational 
rehabilitation offices and secondary education placement centers; and 

• 	 Establishing multi-disciplinary recruitment teams with hiring authority to visit 
predetermined colleges and universities and attend recruitment fairs. 

While this short-term strategy was in effect, the Agency made greater usc of the Schedule 
A(, and Outstanding Scholar7 hiring authorities to recruit new employees from undcrrepresented 
groups. In addition, the Agency had also utilized the Office of Personnel Management's 
Certificates of Eligibles to find candidates for employment who did not qualify under the 
aforementioned hiring authorities. 

In May 1999, the Agency introduced its long-term strategy to address the under
representation of Asians, Hispanics, and employees with disabilities. This strategy expanded 
upon the framework already established in the short-term strategy and was designed to promote 

6 Schedule A allows persons with disahilities to hc evaluated and certified hy State Vocational Rchanilitation 

Center.~ and appointl:d non-competitively. 

7 This program allows college graduates from underrepresented groups who have completed their undergraduate 

programs with a 3.45 GPA or better (or finished in the top 10 percent of their grwJuating class) to be hired non

competitively. 
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the Agency as the employer of choice, The long~term strategy. which is intended to carry the 
Agency through the year 2013, includes a marketing strategy, fonnal recruitment methodologies, 
and a system to monitor progress and hold components accountahle. 

In specific, Ihe long~term slrategy included: 

• 	 improving and expanding the recruitment relationships with colleges and universities 
that have high concentrations of the under.rcprescnted groups in their student 
populations: 

• 	 Creating stronger networks with State vocational rchabilLtiJlion and employment 
offices and 'he Department or Veterans Affairs in all states. Puerto Rico, and the 
Virgin Isles; 

• 	 Using displaced private industry employees as a recru/tmelit SOUl'ce; 

• 	 L"sing employment inceniivcs (c.g., recmitmcnt signing bonuses. a tuition 
reimhursement program. hiring al higher grade levels, paying rdoca_Ion expenses, 
etc.} to aUrae! top computer science candidates; 

• 	 Advertising extensively in key publications marketed to targeted populations; 

• 	 Investing in promotional items (e,g., pens. cups, notepads, mousepads, keychains, 
mini-flashlights, etc.) with SSA logo for distribution at recruilment events; 

• 	 Participating in the President's O)mmittee for Employment of Persons wilh 
Disabilities Workforce Recruilmcnt Program; and. 

• 	 Devcloping tailored recruitment packages for regional and field manngers. including 
a pamphlet entitled "Working for Soda! Security" and oiher employment 
information. 

As a formal recruitment methodology, the long-term recruitment strategy recommends 
Ihe establishment of mulli-discipHne recruitment team$ to conducl on~carnpus recruitment at 
predetermined schools, advcnisc vacancie.\i, and maintain an Agency presence at career fairs. 
The teams arc!O include a Personnel Off1ce representativc familiar with hil'ing ~tuthorities, an 
employee from lhe group targeted for recruitment with whom potential candidates can identify. 
and a representative from component for which candidates arc being recruited who can Ullk 
aboul the available positions, 

As a result of implementing our recruitment strategies, the Agency in FY 1999 and FY 
2000 hired Asians, Hispanics, and persons wilh disabilities al a rate significantly greater Ihan 
their representation in the eLF. In FY 1999, lhe Agency hired a tOla1 of 2,603 ncw employees, 
and in FY 2000, as of August 30, 2000, the Agency hired 2,366 new employees: 
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Comparison of Hiring Percentages 
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As depicted in the charts below, the workforce representation of Asians.. Hispanics. and 
persons with disabilities is. moving ste"dily closer to parity with their eLF representation. 
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In 2000, [he Agency rcceived recognition (or its progres", when Equal Opportunity 
PublicutiC'ns (EOP). an outside organizntion, published a cover article calling SSA a model 
employer for improving the representation Qf persons whh di'iahililics in their Winter 1999/2000 
issue of CAREERS & the disABLED magazine. 

AMERICAN INDIANS AND ALASKA NATIVES INITIATIVE 

Although American Indians and Alaska Natives were not undcr~represenled in the 
Agency's workforce, their numbers in the eLF had been 1'0 small they were not initially included 
along with Asians. Hispanics, and persons with disahilities for special recruitment activities. In 
March 2000, the Agency hosted an American Indian and Alaska Native Service Dclivc-ry 
Conference in Denver, Colorado to explore how to better serve and represent these communities, 
The conference served as a catalyst shifting attention and focus 10 this group. 

The conference wa... ancndcd hy rcprcM.mtativcs from ovcr 120 tribes. and the 
Conference's programs and activities. focused on ways to increase their representation in the 
Agency's workforce and improve outreach and servicc delivery 10 American Indians and Alaska 
N.nivcs. As a result, the Agency established an American Indian and Alaska Native Executive 
Steering Committee to develop and implemeol projects that would achievc the goals of 
increasing the workforce representation of American Indians and Ala!'<ka Natives and improving 
services to their communities. These goals included such steps as eSlablishing a Cooperative 
Education Program!!' for students ofTriba! Collegcs and Univcrsities and establishing a formal 
relationship with the Nmionalindian Council on Aging so thai it could access the Council's 
extensive datahasc on the public information needs and demographics of American Indians and 
Alaska Nat~ves. In addition, the Agency developed a communications plan targeting American 
Indians and Alaska Natives.. 

The Agency also promoted the cultural awareness of its own workforce to the needs nnd 
concems of this constituency group. A two-part interactive [clctraining video 'ieries was 
broadcaslcd, delivering cultural and awareness training, Part I provided a broad prospective of 
Ihe diversity in American Indian and Alaska Native cultures, In Part 11. an Agency panel of 
American Indian employees representing various tribes discussed Social Security c!aims. legal 
and urban issues, and views from life On reservations, 

DISABLED INDIVIDUALS: REASONABLE ACCOMMODATIONS 

The Agency has always prided itselC in providing reasonable accommoo;.lIton;> to the 
known physical andlor menta! limitations of quulillcd applicants or employees with disahilitics 
(EWD), 

"1111: program aUlbtlrilcs {he Agency io hire 25·50 ~tuden\s cach year for hl:fvkc delivery posilions; sludellis will 
attend college full-lim:: :tnd work p'lrHime eal.'h semester. 
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In 1993, the Agency began purchasing adaptive devices and personal computers 
configured with adaptive device s.oftwarelhardwarc, The Office of Civil Rights ~md Equal 
Opportunity continued to munngc the Agency's Full Time Employee (FTE) Pool that provided 
readers for blind and low-vi~ion employees. personal assiSlanlS for severely mohility-impaircd 
employees, and sign language interpreter!" for field offices wiih several deaf employees. (n 1993, 
the Agency employed 450 employees with severe disabiJities, 

In J994, SSA further progressed in dealing with its disabled employees. An Assisrjve 
Device Support Help Desk was e~tablished in the Agency's Model District Office to take calls 
from employees experiencing technical difficulties with 1heir adaptive hardware/software, and 
the Agency begun the Aecc"ible Computer Configured Employee Support System (ACCESS) 
project. The ACCESS project had oversight responsibility fot purcna...;ing adaptive technology 
and upgrading obsolete equipment (Le,. its work hecame part of the Agency's procurement 
projecTs). providing employees with disabilities full accessibility to the Agency's computer 
sys!cms environment 

The Agency received rC(:ognition for its progressivism, On September 8. 1994, the 
Agcncy received a "Golden Hammer" Reinvention of Government Award to recognize the 
Agency as "Heroes of Reinvention" for integrating adaptive hardware and :-;oftware into the 
Agency's infrastructure and designing training programs to meet the needs of employees with 
disahilities. In addition, on October 20, 1994, the ACCESS workgroup WllS presented with an 
HHS Secretary's Continuution Improvement Recognition award for Iheir effons ensuring that 
Agency employees with disabilities would have full access to the new IWS/LAN system. 

During 1995. lhe Agency provided reason<lble accommodations to 575 of its employees 
with disaililitics," It awarded contracts that significanlly improved accessibility for employees 
with disabilities: 

• 	 Training for cmployees with disabilities provided computer and adaptive devices tIt 
the employee's worksitc (generally on a one-to-one basis). nationally. 

• 	 Provide voice-activated computer workstations 10 employees with mobility 
impairmems (i.e" voice~aclivated systems allow employees who do not have total use 
of their hand!:, or upper bodies to use computer programs "hands free"). 

The firs! Agency wide eontracf for sign I~lnguagc interpreter services for deaf employees 
was awarded in June 1995.!{j The contmcl \va. ... established to support the needs and provide 
reasonable accommodation for deaf employees, and it provides for nine full~!imc on~site 
interpreters at Agency headquarters as well as providing for interpreter services it) field offices. 
in addition, an Employees with Dis~lbilities inter-component Workgroup was formed {O prepare 
for the large deployment of 1,742 local area networks and 56,600 computer workstations 
nationwide; the workgroup m,lde the necess<lry plans and performed integration testing!o insure 
thaI assistivc technologies would be part of Ihe Ilmional IWS/LAN roUout 

9C(lmhin1.'d nudgel ;If $3.5 mi!li.m was w;L'tIlo rrm;cs~ and provide rca!<onahlc accommodations for ov..:r 500 

r1.'qil1.'Sls. 

10 Thl.' COSI for itllL'fprcl1.'r services in 1995 was $:;55,102. 
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Th(: Agency was again recognized for its progress in 1996. The Ford Foundation and the 
John F. Kennedy School of Government selected the Agency as one of 25 finalists (from 1,560 
applicants) for the 1996 "Innovations in Government Award" sponsored hy Harvard University; 
the Agency was awarded a grant of $20,000. 

As the national IWS/LAN rollout entered 1998 and 1999, the Agency processed another 
450 and 430 IWS/LAN site orders, respectivcly, for employees with disabilities. In recognition 
of its successes, the Agency received the Stevie Wonder Vision Award-Siemans Award of 
Excellence ll and the City of Baltimore Mayor's Commission for Disabilities Kurt L. Schmoke 
Public Employer of the Year Award. 12 The Agency also provided refresher training D on 
adaptive equipment. In addition, the EWD Workgroup designed a resource site on the Intranet to 
provide information for employees with disabilities and their managers regarding available 
devices and other helpful suggestions. This workgroup was given a special hudget under the 
Agency's Diverse Workforce Key Initiative to usc for special needs such as preparing training 
materials in accessible format and for ensuring that all training centers were accessible to 
employees with disabilities. 

In 2000, the Agency processed over 500 rcasonable accommodation requests, and in 
adherence with recent Executive Orders, 14 continued its long-standing commitment to hiring 
people with disabilities through its competitive hiring proccs.<; and the Selective Placement 
Program. In support of these Executive Orders, the Agency committed itself to hiring 1,300 
additional persons with disabilities, or 13 percent of its hires for FY 200 1-2005. Once hired, the 
Agency strived to insure that employees with disabilities were provided with equal opportunity 
in the workplace environment. 

Throughout the Clinton Administration, the Agency worked hard to make its workforce 
accurately reflect the community it serves. By doing so, the Agency is better equipped to serve 
the public in an appropriate, effective, and efficient manner. While the Agency is not 
underrepresenled as a whole in minority employees, targeted recruitment of specific 
underrepresented groups such as Asian Americans, Native Americans, and persons with 
disabilities led to large gains in hoth the recruitment and retention of these groups. Detailed 
initiatives to retain these underrepresented groups complemented these recruitment efforts, and 
with leadership initiatives from Commissioner Apfel, great strides were made. 

II Siemens Nixdorf Information Systems gave the :lward 10 the Agency for being proactive in seeking 10 employ 

blind and visually impaired persons. 

12 Awarded (or the Agency's high levels of hiring people with disahilities. 

13 At 11 C()~t of $230.000. 

H EO DI()3 (,"Increasing Ihe Opportunity for Individuals With Disabilities To Be Employcd in the Federal 

Government") and EO 13164 ("Requiring Federal Agencies to Establish Procedures 10 Facilitate Ihe Provision of 

Reasonable Accommodation"); both signed and promulgated on July 26, 2000. 
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PARTNERSHIP 


I n 1993, President Clinton signed Executive Order (EO) 12871. "Labof-Man\lgemcnt 
Partnership," lTI.tndating federal agencies to involve employees and union 
representatives as full partners to idc:ntify problems and develop solution~ to 

accomplish the Agency's mission, By working in partnership whh the American Federation of 
Government EmpJoyees (AFGE). the exclusive represcntutivc for approximately 50,000 
bargaining unil employees, the Agency hoped to foster a much closer relationship between the 
union and management to create tangible benefits in sCI'Vice. cost~effcctivcncss, productivity. 
efficiency. and quality of its work environment. 

Prior 10 EO 12871, the hislory of labor-management relations in many fedcr,d ':igcncics 
was one of internecine conflict; SSA's story wa~ similar, Labor~manage!11ent relation!' were 
strained at best and dysfunctional at WOfSt. However, the Agency applied itself to implementing 
EO 12871 vigorously, and both ils mtmagement and union leaden_hlp saw un opportunity to 
hreak out of old patterns of behavior. It is this joint commitment, reaffirmed in the 2000 
SSA/AFGE Ralificaljon Agreement, If; that has made partnership un effective effort. 

To address and formalize 
partnership at the nutionallcvcl. the 
National PartnerShip Council (NPC) was 
formed in 1994 comprised of high-level 
members in both the union and the 
Aljcncy,16 The charter wa!' !'igned on June 
22. 1994, and it stated its purpo~e to be 
"",10 de!'ign, implement ;md maintain 
within SSA ii cooperative. constnlctivc 
working relationship between AFGE and 
management to identify problems and craft 
solutions:' The NPC strove to improve the 
day~to-day operations of the Agency's 
l'Icrvice delivcry~ heip roe leadership make 
heuer decisions than would be possible 
under traditional bargaining and 
con$ultation procedures; develop a framework within which management and tne union can draft 
effective pal1ncrship decisions: and ensure thai the process should be interest-based (i.e., that the 
legitimate needs .md interests of all participants must be cxornined and understood before 
generating options), 

1~ SCI; Exhibit I. 
I~ Mc.mocTship cnnsis.ls or the Commissioner. I'rindpal Deputy ComnlissiUQCT, six !)cpUly Commissioners (or fru.:ir 
Assistanl JA>puly COllllllis:.jtmcr). and I('r Inc union, the AI«JE Pre!<ideot. General Committee Spnkt!spcn;on, and sa 
Component Heads «(,r their Principal i)esigm.-e), The NPC currcntly {;IS nfNlwClllbcf 20(0) meets t1le fim :Monday 
of every mouth. 

Commissioner Shirley Chater and President John 

Sturdivant of the AFGE signing the NPC charter, 
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The NPC's objectives were: 

• Improve SSA 's service delivery; 

• Hclp SSA's leadcrship make better decisions; 

• Deal with Agency-wide issues: and 

.. Generate guidance for lower level partnership levels. 

The NPC worked towards achieving Ihcs¢ ohjeelivcs in many ways. For example, it 
encouraged the formulion of partnership councils throughout the Agency. Originally. these 
councils wel'e mandated to, among other things, estabHsh alternative dispute resolution (A DR) 
mcthods and options for infol'mul disposition of employment disputes. 

Prior to independence, the Agency's ADR program was rudimentary with no coordinated 
approach. Since then. the Associate Gcncml Counsel for General Law has assumed the role of 
the Agency's ADR Officer and has been the focal poinl of its ADR efforts. In conformity whh 
the Administrative Dispute Resolution Act (ADRA) and the Preside-nl's directive on ADR. the 
Agency complied with the specific requirements of the ADRA and eslahlishcd ADR programs in 
various areas, FUl'ther, lhe Agency extensively frained managers and employees in ADR 
techniques: these Icchniques h<lve been applied to collective bargaining and labor-management 
partnerships us well a..., in resolving cmp!oycc.,,' complainls of discrimination. These initiatives 
resulted in a marked decrease in the number of grievances and unfair labor practices filings. 

For example. the number of arbitration requests from the period 1994 through 1996 
showed a reduction from 488 requests in 1994 down to 331 in 19%.17 The principles of ADR 
have helped to reduce other types of litigation; lhc number of unfair labor practice charges filed 
in 1993 wa.< 3&2, but fell to 167 in 1999. From the period 1994 through 1999. the numbcrof 
union-management grievances decreased from a high of 465 in 1994 to only 171 filed in 1999. 

The local partnership councils de'llt with Issues that might Olhcrv.risc have required 
negotiation or litigation. and their success allowed the scope of their work to grow from 
personnel issues 10 encompassing the facilitation of work processes. Partnership councils deah 
with maHers relating to customer service, operational effIciency, employee empowerment. and 
labor-maoi.lgemcnt i!lsucs. Thcse partnership efforts resulted in enhancements in career 
opportunilies. eSli.lblishmcnt of developmental programs, and joint errort.<; to improve family 
friendly practices within the Agency. 

In changing the relationship that existed between labor and managcment. which was 
largely adversarial, the NPC provided for systematic training of agency employees in consensus 
huilding methods or dispute resolution. At (he direction of the NPc' tmining progf'dniS and lfail1
the-trainer sessions were developed in interest-based bargaining (IBB) covering partnership 

17 The Philadelphia Region :llo)).: realill'tl ,lI1nu,,1 savings: of appruximately $:10,000 based solely on !be redUl.:litHlln 
Ihe number of grievances adv:U1C..-d 10 arbilraliol1 during Ilmt period, 



principles. conflict resolution, consensus decision-making, and olher ISB techniques. This 
training consisted of the following: 

• 	 In May 1994. lOp A,gcncy executives aloag with the AFGE Council Presidents 
attended a 3·day training session thai included interest based techniques, consensus 
decision-making. uml c()nilict rCRolulion. 

• 	 Pm1nership councils (20 Agency·widc) received 3-day training sessions conducted by 
Symcuse University, emph<lsizing conlliel resolution, consensus decision-making, 
and JSB problem solving technique"", 'nlC remaining councils received similar 
training provided by a variety of sourees, induding the Federal Mediation and 
Conciliation Service (FMCS) and internal Agcm::y rcsources. 

• 	 By 2000, the Agency had trained a national cadre of 220 facilitators in IBB problcm 
solving, consensus dcdsionwmaking, panncrship principles. and various tools and 
techniques to help group processes. The facilitators would help ~\ddress and resolve 
all types of problems and issucs. 

As partnership councils continue to be established, training will be an ongoing process. 
As the Agency and the union work in u collaborative fashion, this training will gradually provide 
the groundwork for a culture change throughout the organization. 

One oftbe requirements in EO 12871 was for agencies to evaluate the impact of 
partnership on its organizational performance. The Agency. on July S. 1997, formed the 
Partnership Evaluation Team (PET) to conduct an objective evaluHtion of how the process had 
been operating since its implementation. The NPC issued the [eum's report in March 1998. and 
it emphasized how the Agency had benefited from working together since its inception. The 
issuance of this report made (he Agency the flrsl to complete an agency-wide evaluation of the 
effects of labor-managcmenl partf1crships on organizational perfonnance, and the report 
identilicd ovcr 1,500 activities that have aided effectivc.ness and pcrformance and that h~id heen 
initiated through or enhanced by partnership. 

The PET found numerous examples of component;;. thai had becn working with divisively 
polarized relationships between management and their union counterparts, After identifying 
these problem situations, and then implementing jointly developed plans for partnership, many 
were then ahle 10 work in collaboration. Moreover, Ihese pnnnerships often lirneii grew beyond 
their initial involvement in personnel issue. ... and became problem-solving teams on methods to 
make the Agency !>Crve its cus.tomers beuer. 

The NPC and the PET werc recognized for their successeii in September 1998 wilh their 
receipt of the John N. Sturdivant National Partnership Award. The award cited the SSAlAFGE 
joint effort as " ... an outstanding example of how labor-management partnerships are meeting the 
National Partnership for Reinventing Government's gonl of a government that works better and 
cOSIS less." 
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The SSA and the AFGE dealt together in partnership on many initiatives that have 
improved customer service (e.g., the 800 numher telephone service; systems expansion; the 
reinvention of work processes). Other initiatives showing strong union and Agency cooperation 
included the Agency's 2010 Vision workgroup, which is helping to develop the customer service 
plans and goals of the future. 

The NPC realized the importance of sharing policies, philosophies, and communicating 
with these councils, and thus sponsored a partnership conference in June 2000. Council 
members, high level union and management officials, and speakers such as Janice Lachance, 
Director of the Office of Personnel and Management (OPM), and David Feder. Assistant General 
Counsel of the Federal Labor Relations Authority, communicated their views and experiences. 
They also shared information about the types of resources and assistance available throughout 
the federal community to assist in establishing and maintaining workable partnerships. The NPC 
also used this forum to present the SSA/AFGE Partnership Recognition Awards to employees 
who had worked tirelessly and diligently over the previous year on partnership initiatives. 

The NPC chartered a second workgroup to update the inventory of partnership projects 
and activities to determine if they had increased, how they may have changed, and the types of 
issues being addressed since the first evaluation report was released. In March 2000. this new 
team submi((cd its report to the NPC, identifying a total of about 400 new activities being taken 
by partnership councils. As with the first study, the responses showed that the councils have 
focused on a variety of matters'dealing with customer service and operational issues, 

The President's Memorandum on Reaffirmation of Partnership issued on October 28, 
1999. required Federal agencies 10 report on progress being made in achieving the goals of the 
memorandum and the directives set forth in EO 12871. On April 14,2000. the Agency 
submi((ed its report to the Office of Management and Budget (OMS} for the President. In that 
report. the Ag{~ncy highlighted the ways in which we have met the objectives by citing the many 
examples of partnership activities. 

Since the latest report was released. the number of partnership councils increased to 67 as 
of August 2000. The councils were very productive and constructive in dealing with issues of 
concern to both the union and management. Through this continually evolving process, the 
Agency and its union. thc AFGE. worked together to find ways to enhance the working 
environment through developmental and growth opportunities. to facilitate efforts to address 
productivity and efficiency, and to limit fiscal costs to the Agency. 

Sy taking the initiative in partnership, the SSA fostered a close relationship between the 
union and its m<.lIlagement for the benefit of both its internal and external customers. Internally. 
employees have felt more invested in management decisions, and frictions between union and 
management were resolved through ADR and other less costly and adversarial methods. 
Externally, suggestions for improved work processes came directly from those performing the 
work. increasing efficiency and creating cost savings for the American public. The investment 
by the Agency in this initiative had horne fruit and resulted in concrete progress. 
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TECHNOLOGY: IWS/LAN AND THE INTRANET 

FaSI changing technology has significunlly uffecled no! just how the Agency serves 
the public but aLso in how il does ils work, While its workforce is one of its mQst 
valuable assets, [cchnology is equally important because it is essential to the 

effectiveness of that workforce and indispem.ahlc [0 the ~uccess of the Agency's business 
approach. By providing the resources necessary and investing in the technology needed, the 
Agency bas reaffirmed to its workforce that it takes seriously the new challengc's of increa...ed 
workload and government streamlining. SSA'$ investment in technology indicmed the vallie the 
Agency placed on its workforce. TIle years from 1993 through 2000 were characterized by a 
surge of advances in providing the necessary technological tools to its employees to perform 
their work. Without [his type of investment, the Agency would jeopardize its commitment to 
hiring and maintaining a highly .skilled, high-performing, and highly motivated workforce Ihut is 
critical to achieving the Agency's goals, 

The Agency's ability to meet customer expectations and servIce depends on the expanded 
use of automation, The Sm.:eess of SSA to use tcchnology to suppon improved or redesigned 
processes rests on a strategic technology infrastructure that provides autoiUation at the 
employee's desktop. makes: needed information immediately accessible in electronic form. and 
moves toward a paperless processing environment. The Agency established the Architecture 
Support Staff to coordinate the efforts of i1S Information Technology {IT) community with 
respect to the establishment and maintenance of an EnlcWrisc~wide Information Technology 
Architecture (BIT A). The Staff !\UPports lega! mandates j and federal guidelines 19, 

While the push for better technology has been tl constant through the Clinlon 
Administration, the urgency had Varied with tifflC arid circumstance, The early years of Ihe 
Agency under DHHS were characterized as a slow evolution, Hardware and solhvare 
improvements were done slowly without an ovcral'ching vision, There was no clear concepllon 
of how technology WaS going to completely change how Social Security docs its work. 
Independent Agency status allowed SSA to move more quickly in creating an automated work 
environment. 

Commissioner Kenneth Apfel and members of his leadership team embmeed the coming 
changes. and provided the vision and energy to push forward from such sethack;. as the PEBES 
online privacy predicament While an important learning experience. it made the Agency 
slightly cautious in its approal'h to teChnological change and risk taking, But in recent yeaf$ the 
Agency's leadership had becollle very strong pl'oponems oftcchnology, and have created the 
environment and the push for SSA to become a leader in the Federal Government in technology, 

18 Such as (he C!ing.:r-Cohcn Act of 1996 (Public Law 104~ 1M) whICh ;)<;:iJgn~ the Agenq" $ Chief Inlhfluu;illn 
Officcr the responsihility of dcvctnping, muinlaining. and factliluting the Implemcntullon of IT architecture (ITA), 
I~ Su;.:;h :.\" Ihe June 1997 w.cmNandum frum lhe ome\! ofManagelnl!nl and Budget {OMB Memorandum M-97-J6I 
pn>viding guidance w federal agt.'ndes on the developmcm and lmpll!menultkm of ITA. In actorul.mcl: willi OMB 
guidance. the ITA should integrme the husincss prtiCCS1\CS and ,goals oftne ugcw:y with IT <ll'quisitkms und shuuld 
focus on work pfoce,~.:.cs. information Onws, and sialklards_ 
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INTELLIGENT WORKSTATiON/LoCAL AREA NETWORK (lWSILAN} 

INSTALLATION 


The I\VS/LAN initiative was the linchpin for lmth the Agency's customer service 
program and its entire business uppl'Olich, it facilitated many of the planned 
productivity improvemenls and cnahlcd fulll'ecnginccring of the disability process, 

including processing time reducHons and otber improvements projected in the redesign. It wlll 
provide greater capacity and increased processing capahilities essential 1'01' fhe major service 
delivery and process redesign initiatives. 

In 1')93, the Agency's Information Technology Systems Review Starr (ITSRS) 
recommended funding strategics thut included maintenance of separate placeholders for 
budgeting Agency workstationhmftware upgrades in anticipation of users' needs, This actually 
occurred prior to the I\VS/LAN project implementation, The iTSRS also responded to concerns 
expressed by the Government Accounting Oflke (GAO). the Office of Management and Budgel 
(OMS), and the ~on,~ress concerning. the IW~/LAN initiative. This ~ork helped promote 
support and fundmg- from these bodies required to move forward with un JWS/LAN strategy_ 
They also recommended funding strategies for wide urea network enhancements, support 
services, and expanded telecommunications iofraslructure required for IWS/LAK future 
implementation. . 

The original decision to provide intelligent workstutions to every employee, intercoonect 
ail the workstations by LAN, and connect all the offices to the regionul computer <.'Cntc-rsl 
National Computer Center by wide area network was made in 1993, With oVer 60,000 
employees in over 1,600 offices nationwide, the Agency redesigncd and prepared each facility 
nationally with new data cables and an upgraded electrical system. 

Beginning in 1994 the Agency, with the suppon of GSA. began site preparation of all 
Agency offices al an average rate of one office each working day The GSA used innovative 
methods to meet Ihc Agency's needs in an economic manncr, and mainframe computers and 
specialized software were used to traek the slle prep process and keep the program on schedule, 

A seven-year IWS/LAN contrac!21 was awarded on June 14. 1996, and it provided for the 
installation of 1,742 LANs comprising 56.000 workstations at sites nationwide. Meaningful 
discussions with vendors during the acquisition process provided necessary information while 
protecting the integrity Oflhc acquisition proces!-'. 

In December! 996, the Agency began the installation of the National IWS/LAN contract, 
which hy 1997 was completed in 487 sitc.'i. Additional workstations and LANs were purchased 
and installed at Headquarters: and Regional Office locations. bringing the total installation to 
9l,.650 workstations and 2,129 LANs by mid~1999, 1n addition. the Agency determined that il 
would need up to 300 additional l\VS/LANs to complete the target systems environment. In 

JJl 1n1o Ibe Automation Invc.'>!lllcO! Fund, 
11 AI a valucnf$279.5 million. 



Augu,,,t 1999. OAG awarded a 3-ycar comract,22 which included 6.178, workstatiom;, The ITSRS 
bad guided this contract, adjusting quantities based on identified requirements and benefits. 

The installation of (he IWS/LAN in the Agency brought u host of new tools to improve 
and enhance work procc%es. The Office of Operations. respon~ible for direct customer support, 
was most dramatically affected in tcrm!,) of impact on its bu!')incss process. TcchnicHI Hnd 
management staff rccognil.ed that Ihese new tools were tL mcans to improve productivity and 
cnhance communication among its hundreds of facilities and thousands of employees, The lllost 
immediately signitlcant of those new tools and technologies was the Intranet. 

In recognition of ils efforts with the lWS/LAN project, lhe Agency received the 1994 
Federal Technology Leadersbip Award. sponsored by GovcmmCni Executive magazine, The 
annual national compclition recognizes outstanding achievement in making government more 
effective through the use of information syslems, 

Although IWS/LAN wa'i installed in all Agency offices, the project evolved with the 
changes, expansions. nnd relocations of the offices. The standards ~t forth earlier and the 
processes in place, along with the GSA help. will ensure that the Agency continues to proVide a 
safe and healthy work environment and reiiable computer systems to aU its employees. 

INSTALLATION OF IWSlLAN IN FOREIGN SERVICE PROGRAMS (FSP) 

The Agency, recognizing the needs to improve service and work environment in its 
foreign program, has instnllcd its rWS/LAN in the Manila DVA office and eight of the largest 
claimswlaking FSPs.2.1 These overseas offices now have direct accesS 10 the Agency's dala!1ases 
and programs, and are no longer dependent on U.S.-based offices to provide them wilh 
infonnalion they require to serve foreign based Social SecurilY custOmers. Thh, results in more 
efficient work processing and loe ubitily to assi!-t many customcr~ on firsl contact 

THE INTRANET 

The IWS/LAN initiutivc ~lllowed the development and utilization of the Agency's 
IntnulcL The Intranet is more than the Internet in that it is a sclr-endo'ied SCClln;; 
network comprising of only Social Security servers, and can only be accessed by 

Social Security l:mployees with valid and currcnt ~curity clearance. The Intranet has become 
the vehicle by which components COlnmunicute with all other parts of the Agency, direclly down 
to the individual employee. With over 1,600 offices nationwide. each office and each employee 
is no longer cui off from the rcst of the Agency duc to their distance from the headqlli,lrters 

...........
~..---- 
21 A! a COSt of $50,2 million, 

2J The cignll:SP" arc in Mexico City. Guadalajara, Ciudad Juarez, AlhcllS., Frankfurt. L,'miofl, Roml,) and Naples. 
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cornpJcx or their regional office. but is now interconnected by technology. The possihililies for 
further collaboration and future synergies arc only beginning to be realized, 

More than jusl email, the Intnmel aJlows a component to place {he vast maJ0nty of its 
information in easy reach for almost every Social Security employee nationally. The entire 
resources of the Agency were now available as casily as opening an Internet browser. Moreover, 
because of its secure nature and availability only on internal Social Security networks, the 
!ntnmet allows the delivery of services to its internal customer$ in ways thaI arc still bcjng 
discovered, 

SSA DIGITAL LIBRARY 

The Digital Lihrary was first unveiled in July 1998 at the headquarters complex. The size 
and scope of the Library was expanded in order to reach all Agency employees nationwide by 
Spring 2000, I1s sfrcngth lies in its case of usc and accessibility. It conlains It catalog listing of 
all of the hardcopy materials maintained by the Agency's Library, records numagemenl 
infonnation, historical information, access to over 3,000 compact discs containing thousands of 
journals, books, newspapers and m~\guzines, and the USA PhoneDisc. The Lihrary also has 
access to online services such as Lexis/Ncxis and West Law and NewsEdge (an up~to~the~mir!Utc 
accounting of current even,ls worldwide). From the onsel, the variety of materials availiJble via 
the Digital Library has been delennincd based upon user needs and user requests, AU materials 
resident in th(: Digital Library are intended to beHcr serve the customer base and assiSt Agency 
employees in doing their jobs as efficiently and cffeclively as possible, 

ELECTRONIC FORMS IMPLEMENTATION 

On September 1, 1993, the Agency began working on a tactical plan for the nationill 
implementation of clectronic forms. This initiative sought 10 put into an ck:ctronic formal as 
many of the fOIn)S used hy ficld offices as possible, thereby eliminating various costs (e.g., 
printing and shipping of forms from a centmlizcd location) and streamlining the processing of 
the fonns (dirct,tly into the workstation), This initialive was part of the Agency's slrutegie 
priority to evol\'c into a paperless agency. 

Over sevcral ycun;, thc Agency continued to investigate electronic forms and 
subsequently developed a contract with a vendor through the Government Printing Office for the 
conversion of paper forms into an electronic format using the FormFlow software, Initially as a 
pilot. 62 forms were converted and placed on the IWS/LAN sys.tems of a few field offices. The 
success of thil' pilot rCl'uhed in ilS wider implementation in 1999 into other field officcs.l.4 

l~ During ):y 201JO, approximately Yin of the Agency's 2.900 p~'l\!f fonus were converted into an intelligent fil1~ 
able dectronie n,mlilt. 
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lo August 2000. a SSA Forms Repository was released onto the Agency'..., Intranet, 
~llowing most field offices access to all of the electronic forms. The forms arc provided in 
Adobe PDF format (Print-Only) and in JetFonn FormFlow formal (Intelligent FiJI·iiblc Forms), 
In addition. the Agency continued to work toward providing the general public access to various 
Social Security forms via the InlerneL 

Tht! Agency depends on thousands of cmployee~ across the country to carry oul its 
mission to provide world-class service, The Intranet has become u vehicle for effeclively 
communicating informaljon while providing employees with new cools to do their jobs more 
efficiently and more productively, The next task is to successfully implement this throughout the 
Agency and ensure that training is available for the efficient use of Ihls 1001, This will, in lum, 
provide the impetus for developing more creative applications to improve work processes and 
employee quality of the workplace environment. 

OTHER ADVANCES IN TECHNOLOGY 

W ith the need to improve IT infmstrucmre constantly. the Agency has made 
improving the it!'> !->tanding on technology a key goaL Investments in 
technology infrastructure arc necessary to support distributed computing, web-

based processing. more robust management information, and the emergence of voice recognition 
and machine language translation technologies, Large efficiencies may be gained by linking 
web-based technologies with existiltg legacy systems and established service delivery models. 
The e~SSA Technology Strategy report released in November 2000 described Sodal Security's 
lransillon plans and highlights the productivity gains. that the Agency expects to realize from the 
pJanned infrastructure upgrades. 

Another key component was the need for regular hardware refreshment. The Agency's 
technological infrastructure must be refreshed ut regular intervals to keep up with the rapid p"cc 
of technologic;1] change. The Commissioner and DepulY Commissioner havc pushed (o reduce 
the Agency's procurement cycle for ncw IT equipment from seven to Ihree ycnrs, Thc dccbion 
to move to a thrcc~ycar refreshment cycle meanllhat every Agency employee will have a new 
work.;;tation oy the end of 2002. 

Between FY 2000~2002, the Agcncy will spend $45 million a year 10 replace its 91,650 
existing workstations and make limited upgrades to the supporting infrastructure of servers. 
primers. Japtops, ....canners, controllcrs, etc. As an initial step. in AugusI 2000 the Agency 
pUJ'Ch~scd and began installing 40.000 persona) Compulers in the first phase of this ihrce.year 
cycle:' 

AnOlher irnprovement was to the telecommunicalions network infrastructuJ'C. An 
adequate lc1ccommunrCalions infrastructure was required to support Social Security's electronic 
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service delivery initi;uives. without which the Agency would not be able to take full advantage of 
current and future technologies, In August 2000, the Agency entered into a contract to obtain 
new "frame- relay support" equipment and installation. This morc efficient technology doubled 
the capacil)" of the Agency's telecommunications lines; improved response times for network
based applications; improved manageability and reliability oflhe Agency's computer network; 
and cnham:cd suppOr1 for new nctwork video and telephone services. As a result. all employees 
on JWSfLAN will have Internet access on their desktop hy December 31, 2000, 

The Agency also invested in an integrated human resources system, By using 
customized, commercial Off~lhc~shelf software, this new system automated processing of 
pcrwnncL administrative, and service functions. It also provided automated :mpport for human 
resources management activities, including online ad hoc information relrievaL 

In addition to the technology upgrades to improve customer service. the Agency also 
made severallechnological upgrades to iIHprove its administrative processes. The Agency 
automated several process-es including ordering supplies., processing purchase orders, and 
supporling electronic commerce, These advuncements in lechnology reduced Agency operating 
costs. by over one million dollars annually, The Agency also implemented video 
leleconferencing, a project to acquire the necessary technology to provide two~way video nnd 
audio that is used for training and puhlic service unnounccmcnls. 

Numerous technological enhancements were made to the 800 number service. The 
Agency installed automated services, both in English and in Spanbh so that callers arc uble to 
conduct business transactions 24 hours: a day, seven d~lyS a week. The software 10 improve caller 
access was also updated, and these improvements have great1y improved customer satisfaction 
with the &00 number network, 

The Agency embraced the National Performance Review's recommendation to expand 
electronic commerce for Federal acquisition hy conducting an cJeclronic commerce pilot in 
1997. Usc nfthe Internet and electronic commerce was expanded in each suhsequent year. The 
Agency posts all of its acquisition notices and solicitations on its Internet home page. aHowing 
interested vendors to read and download them, In FY 1999, the Agency discontinued ihe old 
practice of mailing paper copies of these documents 10 vendors. Contracting opportunities are 
announced exclusively by electronic means. All of the requirements arc posted with the 
Electronic Posting Service,26 which will. in the ncar future. be the one place a vendor needs lo go 
to see all Government requirements, These electronic commerce methods afe faster and more 
economical (i.e .. saving the cost of pl'inting paper copies of solicitation, labeling and mailing 
lhem, and maintaining a bidders mailing list), and benefit vendors who register with the 
Electronic Posting Service, including automatic email notification of FederaJ bUsiness 
opportunities of interest to them, 

Technology infrastructure will continue (0 evolve at a brisk pace. It will become faslcr, 
heuer, and cheaper. While advancing technology offers tremendous opportunities to increase 
.access to and improve the accuracy, timeliness, and convenience of its service to the puhlic. it 
also pre..o.;ems challenges. The Agency has begun to restructure business processes 10 make 

J~ The Interne! addrc_;s of the Agency's lIcqub;ilion site is WWW,~!'<I.g()\'/(><lg.i_ 



effective usc of new technologies in order 10 mcel (ulure needs and to give its employees the 
tools they need 10 meet the workplace demands. To support employees and enable them 10 meet 
customer needs, the Agency will continue to evaluate and keep pace with emerging technologies. 

SUCCESSION PLANNING & TRAINING 

The legacy of downsizing in the 1980s and the considerable changes in the 
workplace environment hus had a tremendous impact upon the workforce of the 
Social Security Administration. Agency growth in the 1960s :.Ind 1970s was 

followed by years of tight staffing in the I 980s and 1990s;27 the reduction in workforce numbers 
coupled with increased workload and the significant technological changes in how the Agency 
performs its business has forced its t~mployccs to wear multiple hats al the same time as well us 
learning to wear new ones. By the mid J990s, the Agency's workforce wus "mature" with 57 
percent of employees over the age of 45, with predictions that 40 percent of the Agency's 
existing 199X workforce would be reI ired by 20(}9, This imminent "retircment wavc" of 
significant portions of thc Agency's workforce, in particular in the upper managemcnt levels, 
will result in a serious continuity and succes;;ion problem for the Agency if left un-addres~e,l 
These forces huffcling Agency employees have increased the need for constant training to 
prepare Ihem for [he new challenges of the future, 

Moreover, the REGO initimives initi~lted by the CHnton Adminislf'J.tion, under the 
ieadership of Vice Pre~ident AI Gom, reemphasized the imponancc of focusing on the needs of 
Federal Govemment empioyees, Rcinvcmion and streamlining by definition and necessity 
requires government employees to do more wIth less personnel resources, hopefully with hctter 
infrastructure/technology resollrces and beneT work processes. Under these initiatives, agencIes 
were encouraged 10 invest a substantiul portion of savings realized from reinvention activities lO 

finanl.:c employee lraining and development. 

The Agency is committed to providing the training and development necessary to ensure 
that its workforce possesses the knowledge, skills, and abilities required to meet and handle 
increasing responsibilities and workloads, The Office of Training (OT) helped pl'epum tbe 
Agency's streamlined workforce for their new missions, has begun a number of new inilialives 
and progmms (0 better serve ils cuslomers - Agency employees, The drive to provide more 
training. to make it conrinuous, and 10 provide it "jm>t-in-time" has become par,jmounl. 

With such a large percentage of the workforce eligible to retire. the ,';ignificnnl loss of 
knowledge and experience to the Agency was apparent. In addition. a very high percelUage of 
those digible W(:rl! in the management runks. Thus succession planning and leadership 
development became a key element in the Agency's Strategic Plan. In the spring of 1997, the 
Agency developed a plan to revitalize management training and career development. 

:n In 1980. the Agency had (lv"r 84,000 ,,·mplo)"ccs. bOll. !hh number has decreased over 17,000 (()'Vl'r 20 pcn:cnl) 
during the f(llluwing two dCCl.IJcs lu its FY 2000 level of a little hdow 6).{)OO employees. 
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ImpJcmcntation of the lC;1dcrship development strategy heg;1n in 1998 leading to the 
revi!aliztHl0n of many career developmental programs, 

A key part of the Agency's training program is recognition of the imponunce of life-long 
learning and the importance of self-development in attaining both personal and Agency gonls. 
The various initiutives arc linked to leadership competencies Ihnt help to broaden employee's 
perspoctives and experiences. 

SUCCESSION PLANNING: 

I n 1997, the Agcncy began to analyze thc upcoming retirement wave by looking at 
potentinl retirements in the next five years. It soon discovered thaI a large percentage 
of employees would be eligible to retire by the yea!' 2002. cspeciul1y at !he highcr 

grade levels, But it was not enough to only examine how mnny employecs would he eligible to 
retire; the Agency needed to determine how many employees actually expected 10 retire, By 
examining the number of eligib!e emp~oyec-s who aClUaJly left the Agency on regular retirement 
over the past ten years, it found thuc the average employee retiring on regular retirement was 61 
years of age. Based on this historical panel'll, a model for projecting how many employces , 
would retire in future years was developed. 

In 1998, the Agency prepared a more comprehensive study of the retirement wave 
attrition. fOCUSing on predicting the who, where, and When of rctlrcmcm losses. Agency-wide 
projec!ions lhrough the year 2020 showed the peak of the retirement wave occurring in the years 
2007-2009, when it was expected that approximately 3,000 employees will retire each yeaI' 
compared to an average of 851 retirements per year from 1990 through 1999. 
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The data analysis for the period 1999 through 2010 projected an increase in the 

retirements of many key positions. For example. about 66 percent of supervisors, 45 percent of 
claims representatives, and 48 percent of computer specialists were projected to retire within this 
lime period,2h 

The Agency later validated the model by comparing the actual number of retirements 
with the number projected, and the model was found to be a good predictor. The Agency also 
projected the succession now of new hires into key positions and the movement of employees 
between those positions. This assumes maintaining current staffing levels and the ability to 
backfill positions as employees left. 

A key concern was training these new employees, especially if they came on board after 
experienced workers retire. If there was no period of overlap, it will be difficult to ensure that 
new employees were adequately mentored and trained in the program complexities and the 
methods of providing high·quality customer service. 

In March 2000, the Agency completed a study addressing the issue of succession 
planning. 29 This report identified four areas where the Agency should focus to address the 
problems associated with acceleratcd rctirement of the Agency's workforce: 

28 Predicting Retirement Attrition for a Maturing Workforce: OelOhcr 1998, Office of Workforce Analysis. Oc\oher. 
J99H. 
29 Workforce Planning al the SSA, Onice of Workforce Analysis, March, 2000. 
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• "Flattening the Wave" 

• Career Development Programs (CDPs) 

• Diversity 

• Tmining 

The Agency needed to "flatten the retirement wave" so that rhe impact of leaving 
employees and the lo~s of institutional knowledge can be spread out over a longer spaee of lime. 
In addition, the Agency needed to provide appropriate and effective career development 
progmOls to further inve!n in the remaining workforce, tnke advantage of the synergies offered 
by this new opportunity [0 increase and iniprovc the Agency's diversity, and give its workforce 
the needed tools to handle this new situation through more efficient and cffcclive !raining, 

"FLATTENING THE WAVE" 

The peak of the Agcncy'~ retirements is set to occur from 2007~2009. cOinciding wilh the 
rctirement of the baby-boom genermion, resulting in an increase of workload right when the 
Ageney\ workforce begins losing its most experienced employees, In order 10 avoid ~l crisis 
situation. the Agency needs to spread out the retirements over more years (to minimir.c the 
impact of retiremenls on any particular year) and iaerease ils recruitment and retention practices. 

From 1996 through 2000, the Agency offered early retirement to its employees, and 
ahoul 5 percent of those eligible for early retirement took il.30 This rmd the dual effect of 
increasing the normal rctircmenL,> for each year since 1996 and thus decreasing the potential 
retiremenl crunch in 2007-2009. With each passing year, the percentage or early retirements OUI 

or toHd retirements has been steadily increasing (e.g .• in 1999. early retirements accounted for 
50"5 percent of all relircmcal~). These carly retirements allowed the Agency to hire 4.000 new 
employees from 1997-l999 as replacements for these early retirees. By 2007-2009. these new 
recruits wiH he experieaeed employees,JI tbereby avoiding the feared experience los..,; and its Ims 
on productivity. )n addition to allowing the Agency to replace employees who would have 
retired during Ihe peak retirement yea~. the curly retirements brings in new workers. with 
~ippropriate and up-to-date technological skills_ 

This solution was not an easy -choice for the Agency to take; the exodus of present starr 
meant that existing workloads were that l1'!uch more difficult for the remaining stafr. However. 
the alternative was felt to be worse; if no efforts were made 10 flaiten the retirement wave. 
approximutely 30 percent of Agency employees would be in trainee $lalus during the 2007-2009 

.lI: 52.; in 1996. S25 in 1997i98. and UKI in [9<)9, Workforce Planning iii !h;.) .sSA. Office \)fWorkforcc t\ll<lly~is.. 
M<lfCh. 10UO, pg 4, 
.ij E)lpcricnccd cmrloycc~ are defined as having worked in tneir capacity for a! Icust :. year.., 
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peak retirement years.J2 Another important benefit of the presence of experienced workers was 
not just to process increasing workloads, but also in the training and mentoring of new recruits. 

The Agency used formal training fo convey the technical programmatic knowledge 
necessary for a new hire to perform Iheir job, but Ihis formal training was coupled with on~the· 
joh mcntoring which is crucial for new hires to see and apply their newly gained knowledge in 
practice. Mentoring was also.a manner in which institutional knowlcdge was "passed on". 
MQreover, white resource intenSive (forcing the Agency\ most experienced and productive 
employees to spend precious time mentoring new hires), it was an investment in the future that 
produced more knowledgeable and productive employees for the Agcncy. 

The stli;:ce;;s of this effort was based on the ability of the Agency to rcpl~ce current 
retirement losses with new hires, and thu~ the imponance of hiring and retention, In FY 2000, 
the admini.l;lrative budget request was not fllily funded. resul1ing in the inahility of the Agency to 
hire a.~ many new people as it needs to fully replace all the losses due to attrition and retirement 
The Commissioner's response 10 Congress was to reduce the Agency's service goals, and the 
Agency attempted to do as much as possible with the reduced resources, For FY 2000, the 
Agency hired approximately 2,000 new employees. 

CAREER DEVELOPMENT PROGRAMS (COPS) 

One important clement in preparing for the imminent wave of rctirements has been the 
acceleration of career developmental programl-> (CDPs), Under tile downsizing of the 1980s. 
previollsly existing CDPs were suspended due {O the hiring and job freeze. However. as the 
issue of ~uccession planning began to take on added urgency, the pres'Sing need ror CDPs 
became obvious. Tiley became recognized a,<.; an important component to help prepare for the 
furure of the Agency. 

By March 2000, the average ,age of a typical Social Se<:urity employee was 46.7 years of 
age,:;:! Urgency to develop employee skiU~ for the future began to build, especially fo!' 
management positions where expected losses were predicted to be very high (Ihc average- age 
being even higher than for the Agency as a whole). The Agency responded hy rce;.;rablishing 
development programs at the national, component. Hnd regional leve!s. From 1997 through 
';2000, over l,200 peoplc34 were selected for participation in these development programs (ihc 
first four being national in scope): 

• Senior Executive Service (SES) Candidate Development Program 

• Advltnced Leadership Progmm (ALP) 

• Leadership Development Program (LOP) 

,12 Workforce Planning althe SSA. Oflicc ofWorkr,'rec Anal'y~ih. March, 2000, pg 5, 
)l Workforce Planning :lIthe SSA. Ofllct' nfWmkrorce AnaIY!'>lh, March, 2000. pg I. 
J~ WOl'kfor<.'e P!:mnink;. al tht;: SSA. Office of Workforce AnaIY~I", MaTch. 200il pg 5. 
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• Presidential Management Interns (PM!s) 

• Component-level and Regional Development Programs 

• Regional Job Enrichment Programs 

• Leadcr!>hip Seminars 

The national CDPs complemented developmental and rotational progmms sponsored hy 
various Ag~~ncy components. The success of Agency COPs aHracled ,mention both within and 
out:-;ide the public sector: the Agency was bcnchmarked by numerous organizations (c.g., U.S. 
Department of Agriculture. Central InleJligence Agency, Pension Benefit Guaranty Corporation, 
and U.S, Navy). The Commissioner was invited to speak at the National Academy of Puhlic 
Administration (NAPA} Conference in September 199910 discuss how the Agency's stralegic 
plan serves as the- foundation for its leadership development activities. These events 
demonstrated recognition of both the quality and cffecrlvencs'\ of the Agency's succession 
planning actjvities and of the Agency's investment in the workforce, 

Senior En:cutil'c Service (SES) Candidatc Program: 

Jniti~tlcd in June 1998, this national program for selected gnlde ]5 employees is 0 two
year program developing the competencies needed for SES positions, It also seeks to broaden 
their experiences and leadership abilities through [raining and assjgnments,~5 Selected potential 
candidates: had to undcrgo a rigorous compctitive assessment process, and in FY 1998 the firsl 
cohort of 36 employees was selected by the Commissioner. 

Adl'Wlced Leadership Program (ALPj: 

Initiated in October 1998, this national program for selected employee;; in grades IJ and 
14 is a tWOMYC<\f program ,onsi~ting of training and assignments designed to help participants 
develop the competencies required by mid·levcl leaders. The candidates received lemporury 
promotions during their p,lflicipalion in the program, In FY 199ft 35 employees were selected. 

Leudersliip,lJcl'e/opmerlf Program (LDP): 

Initialed in March 2000, this national program for employees in grudes 9~ i 2 is also a two~ 
year program fcalUring training and assignments to develop the competencies required by first 
line leaders and supervisors. In FY 2000. [he first cohon of 61 employees was selected to 
participate in lhis program. The candidates received lCmporary promotion:. during their 
participation in the program. 

JS A fOlalllmal a.",ignmcn! oU!1..idc thc Agcncy is required for SES candidalc~ to funhcr hmadcn thl'lr experiences. 
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Presidemiaf Managememlmem (PM) Program: 

In 1977. President Carter issued an Executive Order 12008J6 establishing the Presidential 
Managcm~n! Intern (PM I) Program. it is designed to uttr.lC! to the federal service outstanding 
graduate students (Master's and Doctoral-level) from a wide variety of academic disciplines who 
have un interest in, and commitment to, a career in the analysis and management of public 
policies and progrdms. Tbe two-year internship program enables gruduate degree students to be 
appointed to federal positions as PMls and to have the oppol1unity to convcrilO a permancn! 
federal civil service position. All cabinet departments and more than 50 federal ugenci~<; have 
hired Presidential M~magcment tnterns, 

Since 1997, the Agency has increased its participation with the PM[ progmm (run by the 
Office of Personnel Management [OPM J), ilnd over 129 PMls have heen selecled as or 2000. 
making the Agency one of rhe leaders in this m.llional program. 

Componem.fe\'el and Regional Derelopmem Program.); 

Agency components and regions were given the mandate to establish their own CDPs, 
From 1997 through 2000, hundreds of employees have been selected to p:nlicipatc in these 
programs. A good example of a regional program was the Chicago Upwards Bound {CUB) 
Program in Region V fot grades nine through twelve employees. This one-year competitive 
CDP was designed to enhance the careers of journeyman personnel in the region who have 
demonstrated leadership potential. An example of a component led COP was the Operations 
Leadership Developmental ProgiJ:fIl (OLDP) that was run by the Office of Operations. This 
COP was similar to the national Leadership Development Progmm, 

Regional Job ElIric/ulIefit Programs: 

Several regions have eSlablished program!' to broaden the experience of (heir employees. 
For example, in the Scaule Region from 1997 thm 2(xlO, 379 employees have been selected for 
its Job Enrichment Program, where employee)., from grades 1-14 participate by gaining 
experience in another job for a periOd of 120 days. The Chicago Region also runs two similnr 
programs: the Chicago EmplQ~ec Exchange and Rotation Program (CHEER)}1 and the Chicago 
Managers Exchange Program" 1', Both of these programs seek to give employees and managers, 
respectively, Ihe opportunity to request u temporary work assignment in another office or 
component for five to 30 working days. 

~ Signed Augu:»125. 1977. 

311nitiulcd in 1998. 

3$ Initiated on October 8.1997. 




TRAINING 

H istorically, training wus conducted wiihin the framework of the traditional 
classroom. However, wilh approximately 63,000 employees scattered in over 
1 ,600 ~iles nationwide plus training responsibiHtics: for Ihe sHAle disability 

examiners (who adjudicate disability claims for fhe Agency), issues such as timclincS$, 
consistency, and funding for tmvel became increasingly problematic by the early 1990s. The 
Mime technology that enabled the steady evolution from paper-based processes to one relying 
incre<J:singly on computer technology, coupled with Ille ongoing need to incorpomte Icgislative~ 
mandated ,'hanges, required the constant tmining and retraining of thc workforce. The Agency 
was thus faced with a training dilemma common to large organizations: how 10 effectively and 
efficiently provide frequent tnlining 10 a large, geographiCally dbpersed employee population. 

Solving this dilemma presented the Agency with a challcnge common to corporate and 
government tra:iners - how to provide effective training al the least cosl at the right time. While 
classroom training remained a vital part of training strategy. the Agency recognized Ihe 
limitations (If a strict reliance on classroom training, Traveling to a centralized location for 
training was not always possihle. und cost and limcliness become factors when many employees 
must be trained quickly, Technological advances provided new tools to the Irainer, offering a 
diversity of methodologies from which 10 choose. Determining which technologies to 
implemcnt. the Agency considered cost, subject muHer, time cOllslruints, ami the facl that people 
have different learning styles and do not respond equally to the same :lpproacn, 

The s!!arch for solutions to the training delivery dilemma had been ongoing for years. 
During that time. \ruining materials were redesigned and various approaches using computcr~ 
ba.sed lruining implemented. The focus on technology-based solutions began in 1993, and to 
Ldenlify what the Agency needed to accomplish. almost two years of contacts and visits were 
completed with private industry and other government agencies (including (he Ford Motor 
Company, the federal Aviation Administration. the Xerox Corporation, the United SHltes Post 
Office, und AT&T). Eventually, it was identified thal these faefor", would be importa.nt for the 
Agency to foem; on: 

• Alh)w for more economicu! and efficient training: 

• Improve timeliness and consistency; and, 

• Maintain or even improve training quality and cffecrivcne.o;s. 

Simultaneously, the Agency was embarking on the IWS/LAN installation initiative fO 

provide networked computers in lieu of the mainfmme-linked "dumb" terminals that were then 
standard. The combination of extensive henchmarking, advent of the (WS/LAN rollout, and the 
continued demands for training helped spur a rethinking and reenginecring of training delivery 
methodologies, The resull was a hybrid approach using a variety of emerging lcchnologies. each 
of which was lIsed to address different training needs. 
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TERMINAL-BASED TRAINING: PHOENIX LESSONS 

An early and primitive form of computcr~b-a~cd training which hud been a mainstay in 
truining for years, it was used especially for ponions of entry-level and system enhancement 
training, Since personal computers lA'ere nol even a consideralion when the original progmm 
was acquired, these compU!cr~bascd lmining had 10 be J'csidcnl 011 a mainframe computer and 
tlcccsscd via "dumb" terminals by employees. While availahle to all employees ..ll most 
locations, the 200 or so lessons eventually developed for use on the system were simplistic and 
highly texl oriented with very limited interactivily, 

This technoiogically archaic system has been superseded with the advent of personal 
computers and the iWS/LAN rollout, but wa'i still in use in a few locations as lale as carly 2000. 
Wilh newer technology. OT ncgan to convert all of the old Phoenix Lessons to newer formats. 
and by mid 2000 this conversion was complcted. 

PERSONAL COMPUTER-BASED TRAINING: MULTIMEDIAfCO-ROM 

The proliferation of personal computers (pes) in the 1990s and advances made in 
multimedia and CD-ROM technology made csscntiallheir consideration as a pOlenliallraining 
tooL While n technological advance over the old (erminals, the stand-alone non-networked PC 
waS ultimately only a superMcharged terminal; CD-ROMs offered thc individual employee more 
information than ever before und a spruced up interface, but still had Ihe fund~tmentalliillitation 
of little true interaclivity. It did a lot more (c.g.. mutliMmedia capability). but possessed the same 
limitations of being applicahle primarily to training projects with u reasonably stable subject 
maHer, large audiences, and common training needs, However. even with these limitations:, it 
did bave its successes, 

For example. the roughly 10,000 employees whose duties include responding to some 58 
miHion or mor.:;! C;'lUS every year to the national 800 number required a large amount or training. 
on the same SUbject maHer. with the vast majority of them working in large, centralized PSCs or 
TSCs.. Multimedia capahle pes: were provided to several sites, and a customer gcrvice program 
was pIloted with some 4,000 smdents. Post training cvaluations of these employe<:s yielded an 
over 95 percent acceptance rate of the content and delivery mode, Based on the results of this 
pilot, the Agency iicquired over 4.000 additional multimedia capable PCs. 

The Agency subsequently developed a number of other customized multimedia programs 
including lessons on the Privacy Act and disclosure requirements, stress managemcnt, disabHily 
cntiilement factors. Social Security program orientmion and solvency. tlnd additional trnining in 
customer SerVIc(:, This internal development of software wa..., in addition to the many existing 
ofl'~the~shclf soflwarc packages already used. thus allowing for a greater scope of materials 
available to the Agency for training purposes. The. ... e packages included porI ions ofa 
management cllrriculum, gcncral and basic skitls lessons.. and other lessons applicable to 
disability/medical examining personnel such as courseware on anatomy and physiology, 
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As improvcments to the IT systems architecture progrc!\scd. multimedia/CD-ROM 
technology has omv been relegated as. ali ttlternatc delivery method when slow response times, 
poor Internet pcrfommncc. or other problems made the usc of online training methods less 
desirable. It has been superseded with Ihe advent of the networked environment. The amount of 
information now available has exploded cxponcntially, and in1cractivity, the main limitation uf 
both terminal and PC based training. WaS now made possihlc, 

NETWORK-BASED TRAINING: INTRANET/INTERNET 

Thl! advent of PCs, LA:\fs. and the Intranet made network-based training a !'catily. New 
net-based wols were selecred to meet current and future require-men!s for Ihe Agency's training 
environment and technological infrastructure. Staff was trained in new umho!'ing tools and 
converted old mainframe~based lessons to the new Web-bused delivery platform. Additional 
nCI-based ",)ff-thc-shelf' lessons were also purchased and pilotcd before being made widely 
accessihle to employees. 

As an interim step while the national Inlranel infrastructure was being developed, OT 
!cased commercial off-the-shelf courses for toeal access nctwOl'ks (LANs} . .'I9 The courseware 
wa~ loaded on local servers and m<ldc available to employees' workstations. The preparation for 
making this lraining available 10 f'ield office locaiions involved coordination between various 
components in the Agency to integl'Utc the courseware imo the (WS/LAN configuration and to 
assess the impact on the Agency's infrastructure. The courseware wa .. approved for usc on the 
national IWS/LAN platform beginning with the March 1998 inSlallations. 

In 1994, [he Office of Systems began the Independent Workstation Learning OWL) 
initiative to provide cOlhputer-ba.<.;ed truining to its employees at Iheir workstations through the 
use of their LA~. The initiative promoted continuous learning at the desktop and embodies the 
concept of jus!-in-time training. Beginning in early 1997, renamed the e-Lcarning initiative. it 
was extended throughout the Agency through the establishment of the national IntruneI. All 
employees in offices with the IWS/LAN installation cmupleicd have access 10 e~Learning, 

(n recognition of the success of the c-Lcaming initiative, it received the 1997 National 
Perfornlance Review's Hammer Award and the 1998 Government Computer Nc\vs Award. 
These awards were receivcd for the development of tbe online training system and giving 
employees control and re~ponsibilily for their own tr'J.ining and development hy promoting 
coolinuous education opportunities. 

With the continual development of the Intranet infrastructure, as part of the Intranet 
1f'J.ining delivery initiative. the Agency purchased and installed a web-based training !\erVel' lhal 
provided interactive training courseware and materjals over the Intranet. Courseware included 
office uUlotn~ttion training i:L" well i:L.. in-house developed programmatic-specit1c courses for 
claims representatives, Iclescrvlcc represcnlativc~. and other front line employees, 

.W These carly oIT-Ih{'-shclf courses were prim:lrHy Oil Microso!'1 Office 95 and 97 and In!l.'fl1c\ E)l.pJ.}.cr. 
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The Agency developed a simple hut comprehensive approach to employee training for 
non-supervisory personneL Designed to help employees gain the tools they need to enrich their 
development and improve the opemlion of the organization, it included competency-based 
training models and self-assessment took"w They were supported by the Individual Learning 
Account concept, wherein employees were given eight hourN of duty time from which to dmw in 
order to lake the training they feel they need for competency reinforcement ba.sed on the resullS 
of their self-assessment. This new approach has not yet been adopted by the Agency. and a 
recent pilol will help delcrrnine the effcctiveness of thil« new methodology.4J 

Another s.ignificant initiative laking advantage of Ihe Intranet and the Internet was the 
SSA Online University. This allowed employees to access a large number of web-b~lscd tf"Jining 
courses at their own time, covering a wide range of topics from information technology to 
management skills to personal dcvelopmenL Employees can ucees'\ the university from any 
place with (nteroe! access (home. work, and library). or from their o"\,n workstations through the 
IntraneL This initiative enhanced ongoing troining and development opportunities for employees 
by improving the accessibility of quality training resources for their use, 

And Jastly. as a backdrop to these training initiatives, the Agency continued to make 
progress in making all class offerings Hcccssihic to employees with disabilities. OT developed 
templates to convert all courses into a fommt accessible by software such as JAWS, In addition. 
the OT web site was redeSigned 10 be accessible to employees with disabilities. 

INTERACTIVE VIDEO TELETRAINING (IVT) 

Designed as a distance-learning network using an interactive one-way digital smcUile 
technology with a viewer response system, the lVT system was a one~wuy viuCQ, two-way audio 
system using compressed digital satellite technology. The system used keypads witb huilt in 
microphones to allow instructors and students (0 communicate on a reai-time basis with few of 
the limitutions normally imposed by geographical separation. It was used for in-servk'c, 
managerial, and cntry·levcl training on a dally bai'l-is, By overcoming the burrier of geographical 
separation, the IVT program provided consistency in training (reducing duplicative efforts), 
significant monetary savings (no travel necessary), and helped reduce the gll1sS ceiling effect for 
individuals who can nof travel due to pcrsonal/fmnily sittHuions (aUowing career advancement 
wilhout requiring long trips. away from home). 

IVT was the first major acquisilion, and hecame <II'guably the Agency's centerpiece, in its 
diverse approach to delivering training. As a result of the benchmarking undertaken in 1993 and 
1994, a proposal was made in early 1995 for a smull pilot of30 downlink sHes to lest JVT"s 
effectiveness • .lOd determine how Ihe technology could best he used. The pilot was successful. 
and a demonstration for the Executive Staff in June 1995 resulted their support to proceed with 
limited implcmenultion in a three-phased approach: 

4:.> The modds addre:-;sed the training <tSpt-'CtS of j,)b f'Ctformancc aoo carccr development. Tht; sdf·assessment tool;.. 

were designed to help cmpJo)'t.'Cs ilSseSs their skill aod knowledge levels allonYIlH:lUs!y. 

41 PilOl WlI!:> scru.:uulcd from FY 2000 through FY 20m in the Denver Region. 
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• Phase 1; Install a broadcast studio in Bullimore and 220 downlink (receiver) sites: 

• Phase II: Instull IVT in all remaining Agency sites: and, 

• Phusc 1II: Make IVT accessible at the desktop. 

Initially designed as a limited pilot, JVT Quickly mushroomed into a fully functional 
system. Phase J ran from late 1995 through 1996; a broadcast studio was constnlcled in 
Baltimore along with 220 downlink sitcs (scattered throughout the country, including Puerto 
Rico. Alaska. and Hawaii), Studio 1 presented its first broadcast in March 1996 to 
approximately 150 downlink sites, AI that time. the broadcast signal was sent via a terrestrial 
linc 10 the Fcdcml Aviation Administration's uplink in Oklahoma City for transmission through 
an AT&T satellite. 

From 1996 until mid*2000, Phase n progressed and the IVT network grew into a 
nationwide system with five studios and almost 830 operational downlink sites. AiJ~\ldy Ihe 
largest IVT system in the Feder<.l} Government when it was only 220 siles, Ihe Agency cxp,:mdcd 
still further. In accordance with the original plan. the long-term goal was 10 provide IVT direcily 
10 each individual PC workstation. With the inexorable progrcs5 oftc:chnology, implementation 
was put on hold pending planned improvements to the system infrastructure that will supply 
sufficient bandwidlh to permit the sending of full motion. hIll !\Creen video to individual Pes. 

Utilization of IVT hus been widespread and significant While most systems rc:,trict 
audience size 10 30 to 6Q participants, the Agency routinely served <.Iudienccs of 300 to 500 
viewers with no known delriment to the learning process. On many occasions there were in 
excess of 1.000 viewen; for a single training progmm. In addition, while lelclraining programs in 
olher organizations consisted of standard courses broadcast repeatedly (e.g., entry~levcl tmining 
falls largely in this category). much of the Agency's programming resulted from an emphusIs on 
training thai is timely and meaningful. with new training courses continually heing developed 
and broadcast to coincide with changing workloads and proccdure.-.;. Progntnlli were repeated 
only as needed 10 accommodate different lime zones. Greal emphasis wns also placed upon the 
usc of interaction a.~ a key to providing it quality tr~ining experience. Most courses were 
internally developed, but the Agency had partnered with outside vendors and groups such as 
Harvard University's Schools of Government and Business. 

During its first two years, over 1.750 hours of training representing an estimated 73,000 
training instances for Agency and state disability determination service employees were 
broadcast. Because of the initial successes with the tmining, it quickly led 10 Ihc conSlruction of 
a second broadcast slUdio in 1997; it was soon apparent that IVT was. a valuable training tool. 
But it was also apparent that its effectiveness: was not maximized because it reached too few of 
the primary custnOler:-. for whom it was intended - field office employees. 

By 1997, three separate analysis (the last done hy an independent third party) of IVT's 
cost and husiness effectiveness. was confirmed; they found no significant difference in learning 
between IVT and classroom tmining and documented that there would be significant cost 
henefils in cxpanJing NT. Approval and funding was secured in 1997 to expand the system by 



an addilional 610 downlink sites and to add three additional broadcast studios. This expansion 
included the tonstruction of an uplink facility in Baltimore so thai the connection through the 
Federal A \'ialion Administration was no longer needed. Additionally, ii included the change to a 
different Sittcllite, yet to be launched. 

The new downlink sites were selccted with the goal of making IVT accessible to the 
largest number of employees possible, Installations began in late 1997 and were virtually 
completed as of August 2000.42 Pan of the delay can he attributed to problems with the original 
satellite; it fell victim to a soJar flare tD early 1997 requiring the rc.pointing of the satellite dishes 
at every downlink site and limiting mlnsponder av,IHabilily, In uddition. technology upgrades 
and the transition to a new satellite resulted in delays in launching the ncw satellite, When it was 
finally launched in Augus! J998, the rocket malfunctioned Olod was destroyed. prompting yet 
another round of dish re~pojnting and deluys. 

As part of the upgrade process, each of the original 220 siles received ncw cquipmenl, 
and all sites (new and old) were equipped with a second receiver. Having five studios mean! that 
simultuneous broadca>;ls became II possibility, and a second receiver would aUow downlink sites 
10 receive two differem programs at the same time. 

The new broadcast studios.locuted in Kansas City (Studio 3), Atlanta (Studio 4), and 
Dallas (Studio 5), were designed with Studio I as the model, but in(:orporatcd technological 
advancement!' since the first studio in equipment. Each of the new studios agreed to take the 
lead in pilOllng one of the major entry~levcl courses for SSA ficld employee..;, Atlanta became 
responsible for Title XVi C1aims Representative (mining, and Dallas and Kansas City for Title II 
Claims Representative tmining. 

Thl!'se (!mry~lcvcl classes were tmditionally done in classroom ~cssions averaging 12~ 15 
students each. and they required participants to tr..lvcl to a ccnlrul location for the duration of the 
7-12 week classes. The pilot IVT ciusses of 30 students each began in the fall of 1998 nnd were 
completed by January J999, Although all three .'.tudios limited daily instruction via IVT to four 
houn; or Icss, each initially used J different approach in integrating lVT instruction with regulur 
classroom instruction. Subsequent offcrings have homogenized the process so (hat while class 
length still varies, allthrec classes are now completely done viu IVT. Entry-level classes over 
IVT flOW have up to 200 or more students, representing a significant savings in both travel costs 
and instructor .salaries, 

On;,,:e the regional !,;tudios became operation,,1 "no more downlink sites were installed. the 
value of IVT for tmining grew with its own momentum. By FY 19~9, IVT was used to present 
ovcr 2,000 hourn of training to a total documented audience of over 119,000.4 

;'. The tolal amount 
of training presented in FY 2000 was projected to be over 3,200 hours with a documented 
audience of about 161.000, (n addition to the growth in lIsage, studies showed that training 
presented via IVf was effective. But, as was the case when the: 1997 expansion hegan. a critical 

42 As of AugUSt 2000, 11 sites remain to he in)(\alled due to \h~ir individual situations. 

4] Documented nuJicru.-c numhcrs were Ih!.! numher of emplnyces whn log in on the "lewer rcspon\C system. A 

"~uhscqucnl );(udy ;;ug'gc'>led Ibal many empluyees did nor actuatly log in, sug,g!.!sling thal the aclunl total audience 

could N up 10 dnuhl(~ the docuntented audience num!wrl>. 




problem was that IVT still did not reach everyone. In specific, only about 50 percent of Agency 
field ortiC(~S were equipped with IVT infrastructure. Those without were still relying on in-office 
ad hoc instruction or video tapes of the IVT programs supplied by other offices. 

During 1999 and early 2000, cost benefit analyses supported proposals to complete the 
original goal of bringing IVT to every Agency site. Approval was given for this full expansion, 
but budget limitations meant that only part of it could be funded as of October 2000. 
Accordingly, plans were underway to add another 135 downlink sites to the system as well as a 
sixth regional studio to be located in Auburn, Washington. The expectation was that most of 
these new downlink sites will be installed hy the end of 2000, eventually leaving approximately 
535 Agency sites without direct IVT access. 

In spite of years of studies documenting the effectiveness of video training in the private 
and academic sectors, the Agency commissioned its own studies from an independent consultant. 
These studies, on-going experience, and third-party evaluations showed these benefits resulting 
from IVT: 

• 	 Reduction in total training time by as much as 28 percent for individual courses; 

• 	 Reduction in the costs for travel and salaries; 

• 	 Trainees learned in their offices, making them more productive earlier; 

• 	 Significant reduction in costs in priority and labor-intensive training; 

• 	 More expeditious and consistent dissemination of new laws, regulations, and 
procedures; and 

• 	 No difference in the level of learning achieved. 

This last finding was most significant; direct comparisons between IVT and classroom 
sessions oflhe same training showed there was no statistically significant difference in trainee 
performance and learning. In addition, employee reaction to IVT has been favorahle. 

In only a few years, the Agency has moved from concept to operation the largest and 
most dynamic IVT system in the Federal Government. However, the real achievement lied in 
the programming, its acceptance by the SSA community, and the substantial cost savings. IVT 
has enabled timely responses to a number of high level and potentially labor-intensive training 
efforts with significant reductions in monetary and human resource costs. The learning paradigm 
of training "whenever we can get it" has changed 10 "delivery as we need it." Thrce examples 
illustrate this significant change: 

• 	 The Agency needed to train 500 new Hearing Officers within a short period, and the 
usuallwo-week classroom course with 25 students at a lime would have been too 
costly and cumbersome to put together on short notice. By using IVT, a11500 were 
trained at one time with little 10 no costs in travel or lodging. Subsequent evaluations 

;\40 



showed no reduction in the training's effectiveness: IVT bad changed the old 
concepts of having to travclto a centml site and needing long blocks of time for large 
training efforts. 

• 	 As part of its efforts [0 rcengincer the disability process, the Agency presented a 16~ 
hour training session to over 15.000 Federal and state employees, Using IVT, the 
Agency presented the training in 35 sessions. saving limc ~md money whlle ubtulning 
it higher degree of consistency in the message, in addition, for the first time ever 
state, regional offices, PSCs, and hearings employees were trained together. offering 
opportunities to lew·n fl'om each other and gain an appreciation of each other's I'Olcs. 

• 	 In spring 2000, President Clinton signed new legislulion that had an extremely short 
period for implementation concerning the annual earnings te.st for bcneficiaric.". 
Using IVT, training was condUclcd !1utiol1uUy fol' field employees within one week 
after the legislation was signed. 

While technology and IVT will never totally replace traditional classroom training. there 
will always he a need ror a variety of tmining delivery methods. The usc of technology has 
clearly becoming a dominant faclor in tmining delivery wilhin the Agency as its advantages 
become apparent to more and more of ils man'lgers and employees. 

PHYSICAL INFRASTRUCTURE & SECURITY 

T he Social Security Administration (SSA) operates over 1,300 field offices in all 50 
sl'llcs plus Puerto Rico, the Virgin lslands; .:md other American territories. In 
addition, Ihere are another tcn regional offices, six processing centers, 36 

leleservice centers, and a large headquarters complex in Baltimore, and it is clear that the 
Agency occupies and man<1gcs a large amount of rcal estate, But physical infrastructure is more 
than just the number of building . ..; managed; it also includes the actual physical work 
environment, including furniture, hardware. and security. From the earliest strtltegic plan 
through tbe current plan, the Agency has focused on employee satisfaction, nnd has defined one 
of its go.tls to "Create a Nurturing Environment for SSA Employccs," In line with this focus on 
employee well being, the Agency engaged in a number of initiatives from 1993 io 2(x){): io 
improve infr<lstructure and physical security, 

The Office of Fucililies Management (OFM} manages tbe Agency's facilities programs. 
The aFM directs the Agency's real property program, including short~ and long-range facHitic:; 
planning; design, construction. and leasing of the headquarters facilities, facilities maintenance. 
rep~ijr and construction projects, ;;md policy devciopmcnI related to these operations" It works, 
elosely wilh Ihe General Services Administration (GSA) to help adminisler offices in the lield. 
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UPGRADE OF THE HEADQUARTERS COMPLEX 


I n 1993, the Agency and GSA jointly developed H long~rangc strategy to upgrade lhe 
Agency's headquarters complex buildings in the Woodlawn area of Baltimore. 
Maryland, The 280-acre, len government-owned buildings~ were beginning to show 

their age; most of the buildings were built in Ihe carly 19605 to 1970. Major renovations were 
needed, and when construction began on a new facility to consolidate the Health Care Financing 
AdmInistration (HCFA) to another site, the moving of HCFA employees out of the casl cumpus 
buHdings4S gave the Agency the window of opportunity to initiate these major renovations, 

In 1995, the Woodhiwn Master Pian was published. and it established short- and long
term goals to deal wiih issues such as a theme fol' the complex. building facades, pcde.<;{riun and 
vehicular circulation, site entry and identification, internal ()rgani7.3Iion and circulation. <lnd 
soiar/day IJghring issuc.. .... This document became the Agency and GSA's vision for the future of 
the Woodlawn Complex. and il served us the basis from which designs for campus-wide 
renovations were developed. Headquarters' building redesign and renovation were scheduled a~ 
follows; 

)994 Completed in 1997 $30 million 

1995 1996 1996·1999 $21 million 

Anncx48 1995 1997 $38 million 

Operations new 
Child Care 1996 1999 2002·2005 $126 million 
Centcr49 

H Ctlns.i\ling of apprm.:irnatcly 2,243'(100 square fecI of ;L"illhlc spm;c. 

-15 Al'proxim:ndy 6.lnO cmplnyecs work at this facility pt.:tfnnuing u variety of tllSt.;;. fm the Agency (e.g .. systems 

admini;;[ralion, lnng-runge and sirategic planning, daim~ processing and administrative activities). 

>16 The &-curily We~! building has SOO,(X)fI StillllTL' f<Jet of \lsublc liPUC\!, and a major Cocus oC lhis projt."i:l was to 

irnl'rtwe the worldng cotlllil!.:ms i'( it~ 3.500 employces, 

t, The Easi High RiM:! ba" eight sluric:> and 130,200 square fect of u~ahlc space, nnd the Ea~! Low RiM: has 11l1't.'C 

slorlcs and I ! 1.605 "quare feet nf usahlc space. 

-lil 1'he Annex lins fOl11' S\<1I ic~ tina 31 !, 171 square feCI of usao\c :>j'mce. 

4'-1 The Oper11tiofl5 1311ildhlg hilS four and (Jne half slnrles and !W(},053 ~4uari; feel of wmMe spacc. lis renovation will 

include a complete n:n()VU\10n ()f Ihe main cafeteria, and ihe Child Can: Center wilt be rclocalcrllll a new. iit;.mdw 

:ll.me fadlity (a separate study determined thaI lhe mos.i ,:oSH!ifcctivc way to h~p the Center in opt-'rnll(ln during 

and after the renovations Wits 10 relocate il). 
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Renovations induded heating. ventilation, and air conditioning (HVAC) retrofits; 
replacement of [he brick fUll<lde, roof. windows, electrical distribution equipment; removal of all 
known hazardous materials (e,g., asbeslOs, lead paint}; installation of fire sprinkler systems, 
energy efficien! ligh!s. skylights. motors. and pumps; and, other repairs necessary to bring the 
buildings into compliance with the Americans with Disabilities Act (ADA). 

These state of the art renovations will provide a modern. safe, and healthy work 
environmcnt. Speciali7.ed spaces were designed into the buildings (e.g .. conrerence centers; 
tmining centers and training rooms; appliance cemers; and audio-visual studios). and employees 
were provided with new, improved workstalion s.ys.lcm.s furniture, Equully important, these 
renovations installed and s.upported the iechnological infmstructure necessary for the IWSILAN 
rolloul. 

Renovations ror the remaining buildings of the headquarters complex arc anticipated to 
follow after the completion of the renovation of the Operations building. The~ remaining 
buildings indude the West High Rise, West Low Rise, and Ahmeyer Buildings.. The completion 
of these renovations will resuil in a slatc of the art workplace environment [hat Agency 
employees can he proud of. and confident of their health and safety. In addition to the actual 
physical environment the Agency also implemented other safcty initiatives such as in the area of 
fire protection, 

FIRE PROTECTION INITIA TIVES 

Two events in the 1990s significantly changed the 'way the Agency's fire protection 
activities were conducted: t~e delegation?t a~thori!y foJ' control of ~uj!ding\~rom 
GSA to the Agency and ;'ilgmficant reductton 10 the GSA fire proteC[lOfl !"taff.

The Agency became responSible for opcrJting large buildings nationwide, and had to quickly 
develop the stufr and skills necessary to dQ SO effectively, While Ihe Agency did have 
experience managing real estate in thc headquarters complex, toe regions were not a.') well 
prepared. 

In 1993, AgeJicy staff completed the dc..... ign and installation of a new fire alarm system 
throughout the I?ntire hcadqum1crs complex; the new system significantly enhanced the Agency's 
ability to provide fire alarm coverage throughout the headquarters complex buildings. In 
addition. the Agency undertook various other initiatives to ensure that fire protection in it ... 
buildings n~ltionwide complied with the Americans with Disahilitics Act {ADA} of 1999 
standards and fire alarm systems. 

50 Ano!hcr conSequen,,'c ofsttcamlining govemmem. GSA began to delegate Ill..' daily mana~cmcm (If buildings (() 
Ill..: agencies. (he), held thc buildings for. 
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ENVIRONMENTAL HEALTH PROGRAMS 


I
n an attempt to provide a physical environment that promoted the health and well 

being of its employees, the Agency began to assess how the work environment 

affected the health of its employees. The Agency established the Environmental 

Protection Program in 1996; it was designed to ensufC that all employees were housed in a safe, 
healthy work environment. The program expanded on existing environmental health and safety 
(EHS) programs by obtaining information about building systems and employee concerns, and to 
identify and resolve existing and potential problems. These initiatives impacted core business 
processes and customer interfaces in beneficial ways that were not originally foreseen. 

Many of the initiatives were designed to enhance the physical environment and educate 
employees so that they could better understand and respond .to arising EHS issues. While 
targeted towards employees, building improvements often benefited the American public who 
came and visited any of the Agency's 1,300 plus facilities by eliminating or reducing the risks of 
hazardous si1uations. The heightened awareness and state of readiness fostered by employees 
regarding EHS issues allowed the effective and timely resolution of any rising EHS problems. 
Employee satisfaction, and hence productivity, increased with the reduction to the risks of 
employee injuries and property loss. 

The initiatives focused on areas like: (I) Industrial hygiene (identification, remediation, 
prevention, and management for air quality, water quality, and asbestos management); (2) 
Comprehensive assessments of EHS programs in field offices (designed to provide initial 
baseline data on EHS performance, identification of EHS non~compliance, and implementation 
of interimllong~term corrective action); (3) Headquarters preventive maintenance program 
(preventive maintenance assessments initially focus on headquarters buildings. with long-range 
plans to expand to delegated facilities nationwide); and. (4) Education and awareness initiatives 
(e.g .. hazard communication training; cardiopulmonary resuscitation training; user friendly 
furniture training; communication awareness). Many of the initiatives led to significant gains in 
safety and satisfaction in many field offices. 

RECYCLING AND ENERGY EFFICIENCY 

T hroughout the 1990s, the Agency has remained at the forefront of the Federal 
Gl~vernment'~ ~ecyc.lingsrrogram, consistently exceed~ng. the goals ~et forth hy the 
Chnton Adnllfllstrallon: In 1997, the Deputy Commissioner for Finance, 

Assessment, and Management (DCFAM) was named the Agency Environmental Executive 
CAEE), responsible for sponsoring and chairing events that provide educational opportunities for 
Federal employees and awareness of environmental issues for the puhlic. In conjunction with 

51 Anached (APPENDIX VII.A - DCFAM) arc summaries of the Agency's recycling efforts for FY 1997~1999, 
listing materials and amounts the Agency recycled at HQ huildings (including revenue generated through recycling). 
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the White House Task Force on Recycling, the Agency developed a strategic plan (0 implemcnt 
the Clinlon Administration's recycling goal::;. 

From November 1997 through 1999, the AEE chaired thc Federal "America Recydcs 
Day," hdd anm..mlly on November 15, A joint effort of by White House Task Force members, 
the Agency organized, monitored, and administered the activity, soliciting participation from 
bOlh Federal agencies and the privale seclor, 

In April 2000, the Agency sponsored a recycling awarencss and energy conservalion 
exhibit on the Mall in Washington. D.C. Agency employees and its recycling maseot. "Recycle 
Billy," provided information on the Agency's recycling programs, and distributed mini~rccycling 
bins, recycling pins, and a wide variety of recycling and energy conservation literature, The 
exhibit wa-; one of the most popular aHractions of the over 50 booths sponsored by other Federal 
agencies and private sector groups, 

Presidenl Clinton has released various Presidential Executive Orders (EOs) involving 
recycling and cnvironmenw.I issuc:s, und various initiatives within the Agency were implemented 
because of these EOs. In 1998, EO 13101 52 resulted in the implementation or awareness training 
in tclcscrvke centers (TSCs) and program service centers (PSCs), bringing nbout the 
appolmmenr of recycling eoordimltors at each of these locations. In 2000. EO 131485

;1. resulted 
in the Agency reviewing its existing environmental management systems and audiling progrums 
purponin,g to promote pollution prevention, 

As a ronseguenee of thc training and awareness fostered by these and other initiatives, 
Agency facilities were well equipped 10 recycle. Fnr example, the headquarters complex has {he 
capability to recycle aluminum cans, plastic bottles, glass bottles. white paper. mixed paper, 
magazines, newspaper, phone books. cardhoard, styrofoam. wood pallets and scraps, iluorcscent 
lamps, electronic ballasts, printer toner cartridges, and batteries. The Agent'Y also promoted 
recycling with its outside contrdCtors; stringent recycling requirements were built into contracts 
for services at Agency facilities. 

In addition to recycling, the Agency hus been proactive in meeting the goals established 
hy the Clinton Administration iu regards to energy efficiency. The Energy Policy Act of 1992 
and EO 13123;'\4 set the goals, and the Agency strategies for meeting these goals were carried out 
through a comhination of energy aUdits, energy conservation projects., and prospeclus level 
projects throughout Its facilities management. 

The Agem;:y designated a Senior Energy Munager who met regularly with Departmcnt of 
Energy repres.entatives and panicipaled on the Interagency Energy Managemcm Task Forcc. In 
recognilion I'DI' its progress. the SSA Senior Energy M;magcr received the "1999 Federal Energy 
and Water Munagcment Award" from the Federal Interagency Energy Policy Committee for 
exceptional accomplishments in the cflicient use of energy in the Federal sector. lnstitulionally. 

~1 Grcg!1.tDRJDe Govcrmncn11hmugh Wlt"W Pn.;vcolipfl, R",\:y£lIf1& and Federal Acquisition, signed Scptcmncr 14. 
1998. 

~1 Gre!,1!J.tn!lJI;c GO\CmmCfll through Lc;«.lcr-hip In I!nvimnmental M.anagcmcot. signed April 21,2000. 

~ Grecning the Government through Ellkient Energy Management. si£ocd JUlle 3. 1999. 




building/facilities managcrs were established at every Agcney delegated facility, and they were 
responsible for understanding energy regulations and guidelines and for implementing energy 
conservation mca'iurcs. monitoring energy consumption, and evaluating costs and savings. 

ENVIRONMENTAL ACCOMPL.ISHMENTS 

Agency accomplishments in environmental issues included: 

• 	 Installed motion senSors in the headquarters complex, Melro West, Northeast PSc. 
~\1id-Atlanljc PSC, Great Lakes PSC. Weslcrn PSC, and Wilkc;;-Barrc Data 
Operations Center to save lighting COStS; 

• 	 Installed energy eflicient motors in mechanical space of delegated buildings; 

• 	 Installed energy efficient lighting, including compact fluorescent lamps in place of 
incandescent lamps.. at all delegated space; 

• 	 Completed the "Campus Cross-Tie" project, providing emergency power to the 
headquarters complex with the generators from tbe National Computer Center; 

• 	 Relired and replaced old, inefficient central plants and equipment with new energy 
efficient. environmentally friendly equipment with installed energy Ilwnagcmcnt 
syslems;!'s 

• 	 lnstullcd lighting controls;:,!6 

• 	 InstaUed varinble speed drives for pumps, cooling tower fans:. and air handlcrs;~7 

• 	 Rcpla<:ed automatk sliding doors with revolving doors at the Mjd~Allanlic PSC and 
heitdquarters complex (revolving doors provide a positive seal at all exterior 
entrances and energy savings by preventing the los.s of conditioned air); 

• 	 Installed water conservation equipmcnl in the form of low flow aerators (all delegaled 
buildings), and low flow toilels (headquarters and Mid~Allanlic PSC): and 

• 	 Perfonncd energy audits at all delegu\ed buildings to assi:H in identifying tmd 
prioritizing energy conservation projects. 

~~ Plunts >:()UlrJ~(c!l: Wcslern PSC, Great Lakes PSC, Mid·Adatlllc PSC, hcatlqw.\.rt~r;;, Nali\lll:J1 CnrnpU!,,;f Cell!cr, 

und the Supply Building. 

51> Plants cOUlplt:ted: WC~lcrn PSC, G~at t.akes l>SC, Mid-Aflun!ic I'SC, ncauqu<ttlcf)., Na!idnal Computer C~nl~r. 

:Jnd th~ Supply Builtliftg 

~, Plants cOUlpkted: WeS1CJ;I. PSt', Great Lakes l>SC, Mid-Atlantic PSC, nel,dquanch., Nati,lllul COllljlUlcf Center, 

and the SUI'ply Building 




In FY 1999, six comprehensive energy and water audits were completed at delegalcd 
facilities. Most of these audits were accomplished using utility energy service contracts. and 
from these audits, the Agency initiated numerous projecls in 2000 in the headquarters complex 
and at the Greal Lakes and Mid-Atlantic PSCs. These projecls included new lighling. healing, 
ventilation, air conditioning, lighting controls, and variable specd drives: completion of these 
projects was projected to be FY 2001. 

In addition, sustainable building designing was in progress in sever<111arge Agency 
buildings, In conjunction with GSA. the Agency completed renovations m its delegated 
huildings with values in excess of $30 million. The vast majority of these renovation,> are GSA
funded prospectus level projects. and while not exclusively energy projects. they significantly 
affect the energy baseline by installing: I) Energy efficient cenlr<11 heating and air conditioning 
pluni:-; 2) Energy efficient windows and doors~ 3) New computer-bai'ed central energy 
management systems; and 4) Natural day lighting and lighting controls. 

The Agency also renovated existing buildings with energy efficient technologics such as 
thennal storage. efficient lighting. co-generation. and passive solar technology. GSA submitted 
and received approval for a prospeCtuS project to build a new, standalone childcare facility at the 
Woodlawn, Maryland, complex; it will be designated the Agency's showcase facility. 
Renewable technologics will be incorporated into the design of this facility, including ground 
SQul'ce heat pumps. natural day lighting, and passive solar design, 

ENERGY TRAINING ACCOMPLISHMENTS 

The Agency tonk very .-;criollsly its investment in its facilities staff on is;;.ues of energy 
efficiency. and thus sent its building managers and staff to attend various tr<.lining dassel' <.Ind 
confcrellces on sueh topics as Hfc cycle cost analysiS. ullernutive fuels, lighting controls:, and 
demand side management practicc.'i, Agency employees abo attended GSA regional conferences 
to become fumiliar with current strategies in GSA' s program for reducing energy consumplion. 

The Agency ha.; participated in Deparlmcnt of Energy (DOE) interactive training 
programs 10 ensure the presence of a traincd energy manager in every Agency delegated facility. 
The Agency scheduled additional tmining designed to help energy managers track energy u~age 
and t,;ost. 

Agency employees nationwide were educated on the need for and benefits of energy 
conservation through an awareness program via e-mail. newsletters. and the Agency print 
magaZine. QASIS, 
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EMPLOYEE WORKSTATION IMPROVEMENTS 

A s early a~ 1983. the growing emphasis on automation began raising safety issues 
for employees, Accelerated dependence on computers to process workloads 
resulted in i.l labor arbitrator's ruling mandating the Agency to install user 

friendly workstations in all field and tclescrvicc offices where video display monitors were used, 

Throughout 1993 and t994. extensive studies and negotiations with AFGE resulted in 13 
new workstation designs based on employee funciioflS. These designs incorporated a number of 
user friendly features. such as electrically adjustable tables to alleviate health problems 
associated with extensive use of data processing equipment. In May 1994, the Agency began 
inslalling ihc new systems furniture workstations in field offices using furniture procured from 
the Pederal Pnson 1nduslrie:; (FPI), the Agency's mandated furniture source, 

Because the original arbitration mandate declared that the furniturc be installed in all 
field offices within five years, the project required expeditious handling. Discussions with FPJ 
revealed that they would be unable to supply the furniture in the quantities within Ihe timcframcs 
required, As a result, FPI granted <.l waiver for the Agency 10 comract with private sector 
vendors to supply some of the furniture to the Agency's field offices, 

On September 20, 1995, Herman Miller, a furniture store, waS awarded a 4-year contract 
for installation of user friendly furniture in field offices throughout the nmion, This contf'..iCl. the 
largest of its kind l.:lwarded by any Federal agency as of 1995. was managed within the Agency 
from initiation (developmcnI of requirements) to evaluation of bids to final award, A (calll was 
established to develop tbe work plans and to implement the contract. The team, assembled from 
diverse eomponCnI}. within the Agency, worked swiftly to develop and implement proces<;es, 
procedures. guidelines, case controls, and budget mechanisms for uSing the new contract to 
install ergonomic furniture, 

Eventually, it was decided that FPI would concentrate On providing and installing 
furniture at the large sites (e.g" PSCs and headquarters) and prOViding this service in a few field 
offices, Herman MilicI' was used to provide furniture for most field offices. hcarings offices, 
TSCs. and other smaller offices, Though Herman Miller's contracl was ending in 1999, many 
field offices bad not yet resolved pressing space and lease issues and were unable to receive and 
install the new furniture, Since FPl was still fully engaged with the ~arger sites, the inilial waiver 
wa.... extended for 2 years, and this new contract included streamilned procedures to shorten 
timcfrumcs for furniture design while reducing the Agcncy's procurement-related workload, 

Using the two furniture sources, FPI and Herman Miller, the Agency inswlied 46,946 
workstations ill 1.436 ncfd office sites (96 percenl of the workforce) with user friendly 
furniturc:"g In addilion. 8,751 workstations have been installed in the PSCs; 95 percent of PSC 
employees enjoy user friendly furniture workstations as of FY 2000. 
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InslaHation of the user friendly furniture in headquarters components continues, linkcd to 
the masler housing plan and renov~ltions ofihe various buildings and propcl1ies housing 
headquarters components. Over 6.500 workstations have been installed, and this purtion or the 
project is expected [0 extend over an additional five ),cal'$, 

MODERN WORKSTATION TRAINING 

The objective of modern workt'tation training was to educate Agency employees in the 
propcr use and adjustment of workstations to provide greater comfort and reduce the number of 
physical injuric$. The training initiative is the result of recommendations from a job t'afely 
analysis conducted in 1995, recommendations later confinncd through feedback from cmployec 
focus groups, 

In 1998, there was a pilot study during which the Public Health Service conducted 
several fomls of ergonomic workstation training at !he Agency's field offices, An independent 
contractor evaluated results, and based on resultt' or the pilot study the contractor recommended 
that the Agency's approach be a cosH~ff<..'Clive combination of Irain-the-trainer and sc:if
instructional pamphlets. In April 1999. the DCFAM and the Office of Operalions Management, 
along with the Technological Environmcnt Advisory Committee;'!!! agreed to this approach. 

MODULAR FURNITURE: RETROFIT PROJECT 

Prior 10 development of the fully adjustuble Sylitcms workstatIons. the Agency installed 
modular furniture workstations in field of(ices as well as first generation (not electrically 
adjuslabte) systems furniture. Although SHllc-of-thc-art at the time of installation, il lacked the 
level of udjustmenl the current workstation:, contuin, 

funding for continuation of modular furniture retrofits beyond the pilot sites was limited. 
COlreful uDnlysis was made of risk exposure. minimizing expcndilures for the project while 
maximizing benefits 10 the Agency, As a resuit. retrofits were generally done during an office 
relocation since this eliminates duplicative site prepawtion costs and minimizes disruption of an 
office by furnhurc recolitiguration, This approach kept costs low and within budget 

$1 Wilkh im:tudi.:.<; 001 It management and 1m:: American Feilcr;lli{l!lofOovcrnmcni Emplo}cc (AFGE) Illl'mllcrs. 
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PHYSICAL SECURITY 


A s a direct result oflhe Oklahoma City Bombing nod a perceived incrci.lse in 
violence in the Agency'$ field operations, physical security became a salient issue 
for many employees The relative safety of tht: work environment wa~ no longer 

taken for granted, and perhap.; the greatest stride in employee security was the raising of 
awareness fostered by both tragedy and Agency educational prognmls, Since 1996, the Agency 
has had a well-developed, nationwide physical ""ecurily program. 

(n 1995. the Agency employed a sccurhy-cono;;ulting finn to conduct physical security 
surveys of its regional offices, PSCs. field offices, TSCs, and Office of Hearings and Appeals 
(OHA) hearingsofficc\, From the firm's findings and recommendations, a matrix of the top len 
security improvements nlost frequently recommended in the rcpons were developed and u:-;:ed ;:l'i 

a guide to direcl. develop, ~md fund improvements to field office security. 

In addition. the National Health and Safety Partnership Committee for Security 
(:r\HSPCS) sponsored the firSt SSA/ AFGE Physicul Security Conference in 1995 featuring 
speakers. p;:mc!s. and hreakout sessions under the guidance of union ,\Od management 
facilitators. Thc con'fercnce allowed managers, union officials, members of olner federal 
agencies, and local law enforcement participants to voice their concerns about security issues. 
They identified training/informational needs and shared ideas on solutions on such }ssues as 
employee and customer/client safety and security, bOlh inside and outside the office. The goal of 
the conrerence was 10 producc a realistic set of recommendaltOn!' for improving security. 
Attendees idemified major physical security concerns and issues facing employees and proposed 
solutions that became the focus of subsequent NHSPCS activity. 

A second security·consulting finn hired in 1996 conductcd fmiher physical security 
surveys at sites not covered by the firsl s.urvey (e.g., Agency resideot stations, contact stations, 
and OHA satellite offices). Based on this firm'~ findings and recommendalions, the Agency 
identified further area!' of Improvement for employee safety and provided additional funding to 
improve security al these facilities. 

[n 1999, the Agency es.tablished a security tactical phm -lind provided funding of S 15.2 
million to its field offices, PSCs. TSCs. OHA offices. regiorwl offices. and the data operations 
ccnter for additional guards, physical security upgrades, and enhancements professional security 
servkc:- mHio"widc. Physical security upgrade.<.; included such things, as pla;.;tic windows ~Ind 
emergency alarm buttons in interviewing booths. 

(n addition. the Agency contracted with another security-consulting firm In 1999 to 
conduct physic'll security surveys of 154 rield offices that had relocated since August 1997, 
Using this firm's recommendtttions, funding was provided to enhance the security at these 
relocated offices. All of these surveys gave the Agency u large amount of dutu <md information 
to ba'ill future improvements, The Agency develope(l a dutabi.lsc to capture information on the 
status of the over 14.000 recommendations made by the security-consulting (inns for increasing 
security nationwide. 
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As a rurther scrvk:c to its employees. the Agency used the Security Information Bullelins 
via the Intranet and the OASIS magazine to communicate safety findings and suggestions. The 
Agency also issued annual reminders to itjoi managers 10 update and dijoicusjoi Security Action Plans 
and Occupant Emergency Plans with their office stuffs and the union.60 The plans help in these 
ways: 

• 	 Direct employees' actions in emergency siluations; 

• 	 Prompt coordinated steps to be laken to obtain assistance when needed~ and. 

• 	 Ensure that employee.'> were aware of proper protective and emergency procedures 
lncluding anticipating, controlling. and reporting demonstrations, sit-ins. and civil 
disorders thnt may occur in or near the officelf<lcility. 

Plans were tailored sp(.'CificaHy to each facHity's unique siwation and security needs, and 
were annually updated and reviewed with the s!aff. 

The Agency worked with the Fedent.l Bureau of Investigation and the Defense Security 
Service to shorten the time needed to complete suilability checks on conlract employees. These 
actions permit electronic checks to be conducted within hours mlher than months, and the 
Agency implemented electronic screening of contract cmployees and child care providers 
through the tlSC of the: National Crime Information Center, (ntegrated Automatic Fingerprint 
Identification System. the Defense SecurilY Service, the Agency database, and the Immigration 
and Naturalization Service. 

All of Ihese mea.."tures CO foster employee conlidence and security were undertaken by the 
Agency to protect its mos! important asset. its employees. While Oklahoma Cily cast a shadow 
over all Federal agencies and removed the innocence of Federal employees in regards to their 
own pcrmna! safety, some po:;itive actions did result from this terrible tragedy. Increased 
phys.icul :;ccudty initiatives and awareness education programs have been inslrumental 1n 
creating a protected work environment and the safer employee. 

INTERNAL COMMUNICATIONS 

D ullng the 1993-2000 period. the Agency re...:;truetured and refocused its 
manltgement~employcc communications pmgram, A new empha:;i:; was placed 
on providing more timely communications with employees and on opening Illore 

direct communications channels between the Commissioner of Sodal Security and the Agcncy's 
workfof""c. 

no Security Action Pillns lind O,x:opant f!ml:rgcncy j'lans provide sccIJrity polky ;tnd procedllr\.'s for pcoplc, rcc()rJs.. 
~'10ipmtlfll. and the offkl.'lf;tcili!)!. 
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Moreover. advances in technology presented new information vehicles for the Agency's 
communicators to use. Thc mass utilization of e-mail and thc evcntual networking of the vast 
majority of thc Agcncy into the IWS/LAN national network created instantaneous connections. 
Communications that once took wceks at great cost werc disseminatcd in minutes for next to 
nothing. More importantly, issues that were formcrly deemed unimportant to employees (in part 
because of the costs associated with mass communication) were now addressed frecly with the 
national audience of all SSA employecs. Thcy fclt a conncction with the entire organization, and 
had a sense of investment with the Agency. 

Aside from this glohal view of communication, individual componcnts within the Agency 
also took advantage of the new communication avenues open to them. Each component set up 
its own internal communication/e-mail networks to spread news and information to their own 
employees, and often times developed issue/component specific e-newslellers for wider 
audiences. 

Examples of information vehicles used by the Agency included: 

OASIS: the Agency's magazine - Published quarterly, OASIS was the primary direct 
informational vehicle used by the Agency to convey to its widespread employees important 
actions, issue.s, and initiatives. Before the advent of c-mail and the IWS/LAN rollout. OASIS 
was almost the only national vehicle of information to communicate from headquarters to the 
rest of the Agency. 

Commissioner's Broadcasts -]n 1995, in response to the tragic bombing of the Federal building 
in Oklahoma City that claimed the lives of more than 100 people (including 16 Agency 
employees) the Commissioner of Social Security issued a nationwide e-mail broadcast to share 
breaking news with our workforce. Updates on the recovery efforts in the aftermath of the 
bombing were issued in the succeeding week. 

Deputy Co",missioner '.\' Broadcasts - The Deputy Commissioner has also institutionalized the 
email vehicle for broadly communicating with employees on a myriad of topics and concerns. 

Employee response to the communication and to e-mails, then a relatively new 1001, was 
positive due to appreciation of the speed with whieh employees across the nation could be 
informed. As a result. the Commissioner decided to make regular use, on an as needed basis, of 
e-mail to inform employees about pressing issues and events. These e-mails hecame 
institutionalized as the Commissioner's Broadcasts. 

News Bytes - Approximately 10 months after the first Commissioner's Broadcast, the agency 
inaugurated the use of News Bytes, a free subscription e-mail newsletter for any Agency 
employee with an e-mail address. These provided hrief synopses of general interest news that 
were not generally pressing. 

Headquarters HappellillXs (formerly the Celltral Office Billie/iII) - Aimed specifically at the 
Agency's Baltimore Woodlawn headquarters complex, this e-mail instrument was used to 
disseminate all types of information relevant to the headquarters. 
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Disability Notes - This regular email communicates important information of interest to the 
disability community about recent developments. It was distributed freely to those interested in 
the disability program both within the Agency and in external agencies and organizations. It was 
intended to be informational and not an official expression of policy. It as available by hard 
copy, email, and on the Internet.b

] 

Security /1lj(mnatio11 Bulletins - SSA published and distributed advice to Agency employees on 
matters affecting their safety by means of these Security Information Bulletins. They covered 
various security and safety issucs, and offered suggested actions and initiativcs that officcs could 
take to prepare for and respond to disruptive customers; itcmized remindcrs for parking lot 
security, office access controls, and security in rcstrooms; and, providing instructions for 
handling bomb threats or suspicious items. 

In addition to these employee communication initiatives. individual components also 
began to further communication with other components. For instance in April 1998, the Office 
of the General Counsel (OGe) and the Office of Hearings (OHA). in an effort to improve 
effective communication between the two components, formed the Program Adjudication & 
Litigation Workgroup (PALs). The mission of this group was to coordinate the adjudication and 
litigation functions involving Social Security programs, to improve communication and 
understanding by developing a shared concept of defensibility, and to enhance the Agency's 
litigation position by improving the quality of decisions. ensuring the integrity of the 
adjudication process, and avoiding damaging court precedents. 

The PALs continued to work on other initiatives in an effort to improve the Agency's 
success in litigating transcript litigation. 

The Agency is committed to providing information to its own cmployees. By involving 
them in the dialogue of Social Security issues, employees will feel a greater sense of investment 
and involvement in their work, increasing both job satisfaction and a sense of he longing. The 
Agency is using all available communications outlets, both old and new media, to reach its 
cmployees. 

bI www.ssa.gov/odhomc/ 

www.ssa.gov/odhomc


EXHIBIT 1 

2000 SSAlAFGE Ratification Agreement 

Partnerships 

Section 1. Introduction 

The parties recognize that a new relationship between labor and management as partners is 
essential for transforming the Social Security Administration into an agency that works more 
efficiently and effectively and better serves customer needs. This partnership involves the 
sharing of information at the carliest pre-decisional stage, thereby engendering mutual trust and 
respect to beller serve the agency's mission. 

Section 2. Principles 

Administration and Union representatives will bargain in good faith, including bargaining on 
issues which may fall under 7106 (b)( 1), using interest-based hargaining (lB8) with the objective 
of reaching agreement. Every effort shall be made to reach agreements that address the interests 
of both parties. The procedures for implementing IBB. including providing necessary training 
and facilitation. and use of alternate dispute resolution procedures, will be developed by the 
National Partnership Council. 

Section 3. Purtnership Councils 

A. 	 The parties have established a Partnership Council at the Agency level. The existence of 
an Agency level council will not preclude the establishment of lower level councils 
where mutually agreed to by the parties. 

B. 	 Partnership Councils shall include an equal number of Administration and Union 
appointed members. The membership of the National Partnership Council has previously 
been determined by the parties. 

C. 	 Councils shall abide by the general principles set forth above. 
D. 	 The Councils shall meet on a ~cgular basis, normally at least monthly. 
E. 	 The Councils shall develop a written agenda with topics being submitted by either party. 
F. 	 Coullcilmectings will always be attended by the principals or their designees only. 
G. 	 All official time utilized by Union representatives under Partnership shall not be charged 

to any bank or cap. 
H. 	 Travel and per diem for partnership activities shall be paid by the Administration in 

accord with Federal Travel Regulations. 

Section 4. Other 

To the extent that no conflict exists. this article does not supersede the SSNAFGE Memorandum 
of Understanding of June 22, 1994. 
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CONCLUSION 


Th{~ retrospective information in Ihis Admini!itrative History demonstrates SSA's success 
in administering its programs and managing the resources entrusted to iL This narrative provides 
a snapshot of the Agency's performance during the past eight years, However, the st~\tus of SSA 
would nm he complete without providing :l sense of ihe challenges the future may bring. These 
challenges include longwlcrm solvency of the Social Set:urily program and commitment 10 world
class service as well as issues that have a more immedIate impact on Agency operations, 
including S5l and DI ITIunagclHcnt improvement and fraud prevention and detection. While 
these issues afe challenging, the Agency has the policies and plans in place to ensure they will be 
adequatelyaddrc!o.;..cJ, 

To help address thcs,c chullengc:-., SSA felea;.,ed its 2010 Vision document. It provides a 
view of SSA's service in the 2i s1 century and a strategy io ~\lign the Agency's hudgel. human 
resources tind technology to accomplish the ;;:ignificant workload growth expected over the next 
decade. As SSA enters the new millennium, it is mindful of the purpose of the Social Security 
program as an "American Cornerstone" which has served the nation in providing economic 
securi!y to the American public for 65 ycarl'o. SSA is committed to meeting its stewardship 
responsibilities while providing the best quulity scrvice to its customer .... 
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AC 
ACCESS 
ACPI 
ADA 
ADR 
ADRA 
AEE 
AEP 
AFGE 
AlAN 
AU 
ALP 
APP 
ASP 
ASPE 

BAAC 

CBO 
COl 
COPs 
CDR 
CFO 
CLF 
COLA 
CR 
CWHS 

GLOSSARY 

-A-

Appeals Council 
Accessible Computer Configured Employee Support System 
Appeals Council Process Improvement 
Americans with Disabilities Act 
Alternative Dispute Resolution 
Administrative Dispute Resolution Act 
Agency Environmental Executive 
Affirmative Employment Program 
American Federation of Government Employees 
American Indian Alaska Native Advisory Council 
Administrative Law Judge 
Advanced Leadership Program 
Annual Performance Plan 
Agency Strategic Plan 
Assistant Secretary for Planning and Evulu,alion 

-8

Black Affairs Advisory Council 

-c-
Congressional Budget Office 
Cooperative Disability Investigations 
Career Development Programs 
Continuing Disability Review 
Chief Financial Officers Act of 1990 
Civilian Labor Force 
Cost of Living Adjustment 
Claims Representative 
Continuous Work History Sample 
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-0

DA&A 
DCM 
DDS 
DHEW 
DHHS 
DI 
DM 
DO 
DOC 
DPRT 
DRC 
DRI 

ECHO 
EEO 
EFT 
EHS 
EITA 
EWD 

FMCS 
FO 
FR 
FRSC 
FSA 
FSP 
FTE 

GAO 
GBP 
GMRA 
GPRA 
GSA 

Drug Addiction & Alcoholism 
Disability Claim Manager 
Disability Determination Services 
Department of Health, Education and Welfare 
Department of Health and 1·luman Services 
Disability Insurance 
District Manager 
District Office 
Data Operations Center 
Disability Process Redesign Team 
Delayed Retirement Credits 
Disability Research Institute 

-E-

Every Contact Has Opportunity 
Equal Employment Opportunity 
Electronic Funds Transfer 
Environmentnl Health and Safety 
Enterprise-wide Information Technology Architecture 
Employees with Disabilities 

-F-

Federal Mediation and Conciliation Service 
Field Ofricc 
Field Representative 
Federal Records Service Corporation 
Federal Security Agency 
Foreign Service Programs 
Full-time Equivalent 

-G-

General Accounting Office 
General Business Plan 
Government Management Reform Act of 1994 
Government Performance and Results Act 
General Services Administration 
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HAAC 
HCFA 
HEW 
HHS 
HIA 
HIPAA 
HPI 
HR 
HRS 

!BB 
ICT 
IFA 
IG 
INS 
IPMOU 
IRS 
IT 
IVT 
IWS/LAN 

LAPR 
LDP 
LEP 

MBR 
MEF 
MINT 
MMP 

-H-

Hispanic Affairs Advisory Council 
Health Care Financing Administration 
Health, Education and Welfare 
Health and Human Services 
High Impact Agencies 
Health Insurance Portability and Accountability Act of 1996 
Hearings Process Improvement 
Human Resources 
Health and Retirement Study 

-1

Interest-Based Bargaining 
Immediate Claim Taking 
Individualized Functional Assessment 
Inspector General 
Immigration and Naturalization Service 
Incentive Payment Memorandum of Understanding 
Internal Revenue Service 
Information Technology 
Interactive Video Tcielraining 
Intelligent Workstation/Local Area Network 

-L-

Lawfully Admitted for Permanent Residence 
Leadership Development Program 
Limited English Proficient 

-M-

Master Beneficiary Record 
Master Earnings File 
Modeling Income in the Near Term 
Market Measurement Plan 
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NACED 
NAPA 
NASI 
NBDS 
NBS 
NBS 
NLSMW 
NPC 
NPR 
NRA 
NSHA 

OASDI 
OASI 
Oael 
OCIO 
OCOMM 
OCSE 
OCSI 
ODIAP 
ODISP 
OEO 
OFAM 
OFM 
OGC 
OHA 
OHR 
010 
OLCA 
OMB 
00 
OP 
OPEA 
OPM 
OQA 
ORES 
ORP 
ORS 
OS 
OSM 

-N-


National Advisory Council for Employees with Disabililies 
National Academy of Public Administration 
l\ational AC~tdcmy of Social Insurance 
New Beneficiary Data System 
New Beneficiary Follow-up 
Non-English Speaking 
National Longitudinal Survey of Mature Women 
National Partnership Council 
National Performance Review 
NQrmal Retirement Age 
National Study on Health and Activily 

-0

Old Age. Survivors and Disability Insurance 
Old Age and Survivors Insurance 
Office of the ActU\.Iry 
Office of Ihe Counsel to (he Inspector General 
Office of Communications 
Office of Child Support Enforcement 
Office of Customer Service [ntegration 
Office of Disability and Income Assistance Policy 
Office of Disability and Income Security Programs 
Office of Eamings Operations 
Office of Finance, Assessment <md Management 
Office of Facilities Management 
Office of General Counsel 
Office of Hearings and Appeals 
Office of HUfllan Resources 
Office of 'he Inspector General 
Office of Legislation and Congressional Affairs 
Office of Management and Budget 
Office of Operation, 
Office of Policy 
Office of Polky ;;I.nO External Affaif$ 
Office of Personnel Management 
Oflice of Quality Assurance and Performance Assessment 
Office of Research. Evaluation. and Statistics 
Office of Retirement Policy 
Office of Research and Statistics 
Office of SyMem:; 
Office of Strategic Management 
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OT 
OWA 

PAAAC 
PAS 
PASS 
PET 
POA 
PBS 
PEBES 
PMI 
PRlJCOL 
PRWORA 
1996 
PSC 
PUMS 
PWD 

QA 

RET 
RRC 
RRE 

SES 
SMI 
SR 
SSA 
SSB 
SSDI 
SSI 
SSN 

Office of Training 
Office of Workforce Anulysb 

-p

Pa.:.ific Asian American Advisory Council 
Publk Affairs Specialist 
Plan for Achieving Self-Support 
Punnership Evaluation Team 
Program [Of Objective Achievement 
Planning and Budgeting System 
Personal Earnings and Benefit Estimate Statement 
Presidcfilial Management Intern 
Permanent Resident under Color of Law 
Personal Responsibility and Work Opportunity Reconciliation Act of 

Program Service Center 
Puhlic Understanding :v1casurcmcnt System 
Person!> with Di;o.;ahilllies 

-Q-

Quality Assurance 

-R-

Retirement Earnings Tesl 
Retirement Research Consortium 
Request for Review 

-s-
Senior Executive Service 
Supplclncmary Medical Insurance 
Service Reprcsenlalivc 
Social Security Adminislralion 
Social Security Board 
Social Security Disability Insur:mcc 
Supplemental Security Income 
Social Security Number 

16u 



SSR 

SVB 


TLC 
TSC 
TSR 
TWWIIA 

UPS 

WAAC 

Supplemental Security Record 
Special Veterans Benefits 

-T-

Talking and Listening to Customers 
Telcscrvice Center 
Tclcscrvice Representative 
Ticket to Work and Work Incentive Improvements Act of 1999 

-u-
Unified Planning System 

-w
Women's Affairs Advisory Committee 
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