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Part I
Executive Summary

Overview

88A’s General Business Plan (GBP) is a new component of 85A's Unified Planning
System. It complements S8A's long-range Agency Sirategic Plan (ASFP} and various
shorter-term tactical pians and other planning and implementation documents, This GBP .
represents the first formal, written compilation of the ongoing business planning previously
done in S8A on g decentrolized basis. 1t is designed to provide the reader with:

. Understanding of the fundamental drivers of our atrategy: the needs and
gxpectations of our customers and the resource and workload challenges we face;

> Awareness of the three interrelated approaches (streamlining, reengineering and
antomation/continuous improvement) that will enable SSA to maintain current
service levels oversll while investing some of the resources saved into those areas
where we must improve or expand our activities;

. Appreciation of the need to invest in sur most critieal enablers: the S5A/State
Disability Determination workforce and technology; and

> A comprehensive picture of the overall state of our business processes and service
delivery modes along with information about the key initiatives that will lead to
improvements.

In all that 884 does, three overarching goals remain constant:

Rebuilding Public Confidence in Social Security
. Providing World-Class Service
- Providing a1 Nurturing Environment for Emplovees

Many of the activities described in this plan will rebuild public eonfidence, including
actions that improve stewardship of the programs, and creste a better working
environment for employees, However, the primary focus gt this time is on service

delivery.

884 delivers high-quality service to millione of customers year in and year out. Since the
focus of the GBP is on those activities that SSA s undertaking to improve its services, this
documen! does not detail the many ways in which SSA is successfully delivering its
services, Instead, the GBP provides an assessment of where SSA is today in its basic
businesg processes and service delivery interfaces, the shorteomings in those areas, and
88A's mid-range plans to improve these aspects of ita performance.
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The SSA strategic planning process has evolved since its beginning in 1975 to an .
integrated planning and budgeting system. It enables the agency to integrate and assess .
performance across a wide range of program responsibilities through a national network

of facilities. In order to facilitate planning and managing the delivery of services to the -
American people, the work that SSA does is categorized in five core business processes: »

Enumeration
Earnings

Claims
Postentitlement
Informing the public

¥ " ¥ ¥ v

As an additional way of planning and managing work, S8A looks across the ways that
the public accesses services, There are currently six service delivery interfaces:

Face-to-Face Service

Field Office Telephone Service

800 Number Telephone Service

Mail

Face-to-Face Service Provided by Third Parties
Automated Self-Service

¥ ¥ ¥ ¥ ¥ v

Critical Elements of SSA’s Strategy

A. Strategy Drivers

The strategy drivers are powerful external factors that shape the focus, fiming, and
direction of Agency planning and operations. Each factor profoundly influences all 884

activity:
1) Customer Expectations ,
To more closely ink S8A's plansg for service improvements with explicit, high-priority

needs of the American people, SSA has undertaken a series of disciplined actions to p
chiain customer input. These efforte will continue. Those completed thus far include:
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Executive Summary

’ A series of focus groups conducted throughout the country with Social Securitj;f
beneficiaries and the general public to find cut directly from customers what they
peed and expect from S8A.

» Direct surveys, conducted in-person or by phone, with over 10,000 customers.

> Comment cards sent via mail to 22,000 customers or completed via telephone
' contact with 4,000 additional customers.

» ’Qusstionnaires and discussions about world-class service with external
organizations that have a keen interest in how SSA provides service.

Questionnaires were also distributed to al] 65,000 S84 emplovees to seek their views on
world-class service, to ask them what barriers prevent them from providing it, and o
solicit their ideas and suggestions. In parallel, over 2,500 employees, and their union
representatives, from cleriea] workers to senior managers, participated in interactive
group discussions about world-class service at S84,

From these efforts we confirmed that confidence in the Social Security program is low and
knowledge of Social Security programs is limited. At the same time, most customers
{almost 80 percent) are satisfied with the service provided by §SA although customer
satisfaction with the disability program is significantly lower than for other SSA
programs. Being treated with courtesy is clearly the most important characteristic of
service for many of our customers.

There were fue strong themes emerging from the customer research that must influence
how SSA designs its processes and service delivery interfaces in the fulure:

. Providing customers with a choice in how they deal with S84 is important,
Although some prefer face-to-face service, an ever increasing number prefer
telephone service and would like SSA to provide additional services through its
800 Number.

» Ready access to S8A's services ig important to customers, with minimal waits for
face-to-face service in feld offices and fewer bugy signals when attempiing to call
88A's national BOD Number or the local office.

» Customers are most satisfied when transactions are completely handled at the first
point of contact,

> Customers would like a single point of contact for handling complex transactions.

4
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> Government services should be seamiess and provided in & single place for »
conducting like business. : .

2) §SA’s Workload & Resource Challenges

88A does not have unlimited resources to devote to improved services. SSA recognizes
that the taxpayer, as much as the beneficiary/customer, is a key stakeholder in SSA. Qur
efforts to maintain and improve service must always be done in & manner that promotes
economy and efficiency, '

Over the next 5 years, significant worklosd increases are expected to be in the following
freas:

+»  Claims and relnted appeals for disability benefits;
»  Postentitlement work related to increasing numbers of beneficiaries; .

»  Personalized Earnings and Benefit Estimate Statements (PEBES) to increasingly .
larger segments of the population;

»  Continuing Disability Reviews (bDRs}; and

« Provisions restricting benefits to individeals disabled by drug addiction or alesholism
DA&A),

Because SBA has a strategy for significantly improving the way eervices are delivered, it
will be able to meet the challenges of increasing work and reduced resources. Without
this strategy. if SSA were to continue to process ite work as it has in the past, its
customers would be facing severe service deterioration in all areas.

In accordance with PL 103-228, S8A must reduce the size of its workforce overall In

order to maintain and improve service, the reduction must be managed so that emplovees

are redeployed from types of work (e.g., management and staff positions) as well as from
husiness processes that can be made more efficient to those that are experiencing growing
workloads.
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B. The Business Approach

The overall business approach incorporates three related approaches, each responsive {o
customer expectations and 8SA’s worklead/resource challenge.

1) Streamlining

S8A has begun to streamline and restructure the organization with three objectives: -
fewer organizational layers, increased employee $0 supervisor ratios, and fewer positions
in offices not providing direct public service. All SSA components are implementing
individual streamlining plans. Redeployment and retraining of existing personnel as well
as stiategic offers of early retivement will be used to achieve these objectives.

Streamlining will result in more employes empowerment and a more flexible organization.
SEA plans to save over 1,500 full-time equivalents {(FTEs} through szream}mmg by
fiscal year (FY) 1986, and almost 3,500 FTEs by FY 1999,

2) Reengineering

S8A was among the first public-sector organizations to successfully initiate business
process reengineering.  S5A is currently implementing a reengineered disability claims
process, referred to as the Disability Process Redesign Project, which will save over 2,900
FTEs by FY 1894,

As BSA has examined its business and support processes, it has become ¢lear that SSA's
ability 1o successfully implement the disability project and future work is dependent on
the process by which S8A develope its policies and disseminates instructions to the
workforce, In order to dramatically improve the policy process, a reengineering project is
beginning in February 1985,
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A broad project, to apply reengineering principles to the entire 88A enterprise, is getting
underway. This larger effort will entail very high.Jevel reengineering of all Agency core
business processes in a uniform manner at the same time. The intent of the
enterprise-wide effort is to identify significant process changes that can be implemented
relatively quickly and with a high efficiency and/or service payoff. More in-depth
reengineering efforts will be targeted to those processes requiring the most dramatic
improvement. This approach will ensure that all Agency initiatives are consistent with
an all-encompassing model, This project will be supported by a tandem effort to baseline,
document and analyze all 88A core business processes, SSA expecis savings of more
than 3,200 FTEs by FY 1899 through new tmngizt@rizzg efforts,

3) Automation/Continuous Improvement

SS8A continuously improves snd automates work processes to maximize efficiency and aid
service delivery. As in the past, these process changes will continue to be integrated with
automation improvements, This linkage has been key to S8A's ability to downsize to a
significant degree in the paat,

Current 8SA plans project significant efficiency savings from sutomation/continuous
improvement initiatives outlined in this plan—-more than 6,500 FTEs in FY 1898, when
compared to the FY 1983 base. The most eritival of these automation initiatives is the
Intelligent Workstation/Local Ares Network (IWS/LAN), described in the next section as a
key enabler.

C. Key Enablers

The key enablers are initiatives of such fundamenial importanee that the SSA business
approach cannot succeed without them. The investments required by the enablers will
return significant improvements in service and efficiency. The two key enablers for 8847
Business Plan are the workfores and technology.

¥
+
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1) Workforce

The 554 and State Disability Determination Services (DDS) workforee will always be the
most valusble and enabling resource of the Agency. SSA needs every Federal and State
position allotted by current staffing targets to keep up with rising workioads demands,
and to realize service improvements in key areas {e.g., the 800 Nunnber and disability
claims service). While the workforce is technically skilled and customer focused today,
. SS8A’s benchmarking of world-class organizations confirms the view that employess must
be empowered, continually trained, and mppt’}rt&ﬁ with the necessary tools and
environment in order to deliver world-class service,

The S5A snd State IIDS workforce understand the power of modern technology in the
workplace and are the greatest advocates of Agency investments in new, enabling tools
such ss intelligent workstations, local area networks, interactive kicska, CD.-ROM and
document imaging devices, video-conferencing, eleetronic mail, and expert systems and
sther advanced software, Without modern office automation and the efficiencies that
these technology-based tocls provide, the ability of 8SA emplovees to keep up with their
work will be seriously diminished.

In addition, as business processes sre reengineered it ig likely that more job functions will
be consolidated into gencralist job descriptions {e.g., 8 disability claim manager as
envisianed in the Disability Process Redesign). Movement towards employees taking on
additional duties is not new to S8A. Employees with multiple skills means a more
flexible workforce {¢.g., more employees available to handle 800 Number calls on peak
days}, and more importantly, moves to fulfill a strong desire of SSA customers to be able
to deal with one employee threughout the course of even complex business transactions.
In order for emplovees to assume more generalist positions, they must be supported by
modern workplace tools such as IWS/LAN, and expert systems software, Otherwise the
breadth of knowledge required by complex program rules, and the time demands from
“clerical” functions (e.g., filing paper records} that will only disappear though sffective
applications of technology, will be overwhelming,

Emplovee empowerment will increase in 8SA as work processes are reengineered, and as
the organization is streamlined, with fewer layers of management. There will be greater
flexibility in work mssignments and increased opportunities for employees to perform work
in varied capacitics. Decision making will become more decentralized, and as a result of
the initiative to reengineer the policy process, it is likely that empowered employees will
have a more active role in the formulation and delivery of Agency policy.
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Ongoing investments in employes training and career development will be crucisl to
continued workforce effectiveness at SSA. Streamlining plans will result in 2 number of
emplovees redeploying to direct service positions from management and ataff support joba.
All of these people will require new skills training. In fact, the streamlining plan, which
results in fewer supervisors, rests on the premise that employees will be well trained and
retrained as they need to be redeployed to different work.

Significant training needs will also fiow from process reengineering and continuous
improvement/automation efforts. For example, 8 muiti-year, phased training approach is
an integral part of the Disability Process Redesign Project, and similar large training
efforts are aleo planned in support of technology-based initiatives such as JWS/LAN,
These initiatives will only succeed if the workforce is adequstely prepared for change by &
strong and continuous training program.

S8A ir also committed to providing a safe and nurturing werkplace environment for
smployees. Employees are increasingly concerned with wellness issues, and in balancing
their personal needs and career demands. S8A will continue to provide services and
facilitizs to as many emplovess as possible to meet fitness, day care, elder care and other
personal, yet job impacting needs. Within the constrainta of mission demands to serve
the public, 554 will also continue to seek ways to provide employees lutitude to arrange
their work schedule to accommuodate their personal lives. Finally, SSA is surrently
reevaluating physical security controls in Agency facilities based in part on employee
concarns expressed over increased face-to-face public contact opportunities suggested by
new features of the Disability Process Redesign.

2) Technology

If SSA is to make full uge of its first key enabler, the SSA and DDS workforce, it must
provide its people with current technology, Currently, SSA staff depend upon outdated
equipment that has been long sbandoned by the private sectar. Timely implementation of

the Intelligent Workstation/Local Area Network (IWS/LAN) initiative is essential.
Without adequite funding of this project, 85A's technology will become an obstacle to
impraving service instead of a key enabler.
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The benefits from the IWS/LAN investment come in two phases. Benefits are achieved
immediately because SSA staff gain access to many new software applications. For
example, this technology will support an electronic forma application that can inglude the
entire range of forms used in 854 offices, including those with infrequent usage, making
electronic forms available to employees where and when they are needed, and ehmmat:mg
the entire administrative process and expense of ordering, shipping, receiving, and
inventory of forms, IWS/LAN will also eliminate the processes needed today to manage
the ordering, receipt, distribution and fling of transmitials to the Program Operations
Manual Svstem (POMB), and save administrative costs including $2 million in printing
and mailing, by making POMS available to each employes oo CD-ROM. These and other
efficiencies gained will enable staff to spend time on service rather than administrative

work. -

A second phase of benefits are achisved once the I'WS/LAN infrastructure has been more
fully deploved. In this regard, the IWS/LAN provides crifical capabilities that support the
streamhining and current and future reengineered processes. Among these capabilities 18
the totally electronic storage of all claims and postentitlement information, including
imaged documents, that can be transmitted to wherever the appropriate employee
happens to be located. It also enables two employees in different locations to
simultanecusly work on a case (e.g., 2 disability claims manager and a consulting
physician} and to jointly interview the claimant when videoconferencing is added. Having
the capability to move the work, without manual handoffs, to where the employees are
will be easentinl to meeting customer needs in a streamlined SSA

S54A's current systems infrastructure is a highly centralized, mainframe-based
architecture that relies on very aged, “dumh” computer terminals used by frontline
employees to get information to and from 88A's mainframe computers. S8A is moving
quickly towards the establishment of a truly cooperative architecture that will use the
IWS/LAN as the basic automation platform. (A cooperative architecture is an sutomated
systems configuration that uses both centralized and localized processing platforms.) The
cooperative architecture will allow SSA to determine the optimal mode of processing for
each workload, and to take advantage of emerging technology in the delivery of services to
the public. For example, it is this srchitecture that will permit 88A, in a cost effective
manner, o blend complex tovls such as document imaging, expert systems, and
multi-media conferencing. IWS/LAN will alse improve the availability and timeliness of
information to employees and appropriste users, and help build & more reliable capability
for backup and recovery in the event of a crisis.

The IWS/LAN technical approach has been successfully tested in SSA over a period of
several years, and during that same period, the IWS/LAN concept and operating results
have been repeatedly evaluated by external monitors and various consulting experts.
These evaluators have generally agreed with both the need for a new technology
infrastructure and the basic soundness of the IWS/LAN strategy.
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Given the pervasive relationship of the IWS/LAN initiative to virtually the entire range of
S8A husiness processes and service interfaces, it is impossible to overestimate the
potential contribution of this specific initiative to 88A's major goale. By providing options
for advanced conceptis in process redesign, IWS/LAN creates a resl opportunity for
dramatic changes in service delivery to move the Agency in fact to world.class service; by )
offering superior coromunications technology and simple tonls for communicating, it

promises gquantum improvement in S5A’s messages to and between employess and the

public to provide the foundation for rebuilding public confidence; and by creating a

technical environment for development of the single point of contact our customers seek

. and many other concepts, IWS/LAN offars a framework for employee empowerment and
development. Stated simply, without IWS/LAN the SSA business approach will fail.

Deployment of IWS/LAN

Working with DDS administrators, and external authorities such as the Office of
Technology Assessment and GAQ who have provided advice and counsel to the agency,
and with widespread comment and input from SSA employees, SSA has developed a
deployment strategy for IWS/LAN that:

» Provides the greatest posaible productivity gains; . :

> Supports implementation of the disability process redesign and future
reengineering initiatives by concentrating installations to create opportunities for
“reinvention/reengineering labs™;

» Reduces the time states will be required to run dual software aystems; and

» Capitalizes on existing investment and minimizes the administrative expense
asgociated with testing and installation.

All field offices, hearings offices, Regional Offices of Program Integrity and Reviews and
DDSs in a given state will be installed over a limited period, along with supporting TSCs
and PSC modules, to equip all interacting facilities and get up the concentrated
reengineering labs, The RArst fifteen states chosen for installation are those where
haneline IWS/LAN sutomation has already been installed or funded in the state DDS. >
This approach capitalizes on investment already made, and also serves the aim of greater
productivity since these states represent 44 percent of the national disability workload.
The balance of the roll-out is based on the heaviest state disability workloads, and the
next four states in the sequence represent an additional 15 percent of the national
disability workload, bringing to 59 percent the total percentage of the national disability
worklond represented by the first 15 States in the installation sequence,

10 ®
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The nationwide TWS/LAN implementation is a very complex logistical undertaking for the
Agency, requiring coordination of such tasks as site preparation {(electrical wiring/cabling)
in aver 2,000 remote sites; contractor supplied and installed furniture and intelligent
workstation components; and training of over 50,000 employees in S8A and State DDSs.
Detailed plans for the entire undertaking, which will begin in January 1996 are being
finalized. ‘ , ‘ \

_ Cosf;slflaneﬁts

Projecting from the productivity increases demonstrated in the pilot studies, cumulative
workyear savings over the T-vear gystems life are valued 3¢ $1.2 billion for Phase 1 of the
National TWS/LAN Buy. (S8ee Part 1Il, Technology section, for a discussion of the phases
of the TWS/LAN implementation). S5A estimates that the total Phase 1 systems life cost
of the national IWS/LAN will be 3913 million. This coat includes equipment, operating
system software, communications support services, site preparation and ergonomic
furniture. The cost is offset by $405 miilion that otherwise must be spent to replace aging
terminal equipment currently in use with equivalent updated technology and operate it
over its systema life and to acquire ergonomic furniture. The net cost of $508 million
compared to §1.2 billion in savings, make the IWS/LAN platform a cost-effective

investment.

BENEFITS FROM THE NATIONAL IWS/LAN IMPLEMENTATION {5 MILLIONS)*
IWSALAN implemeniction Cosh $913
Cost of Replocing Aging Termingls ond Furniture 405
IWS/LAN Net Costs 508
IWS/LAN Projected Savings $1,155
IWS/LAN Net Costs $508
IWSA AN Net Savings $447

= Cosssioenefis for Phose | of notiongl IWSAAN coguisifions.  See Technolagy discussion in Port il
for o mare detolied expitnation of the goouiliiony

il
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Current Agency Assessments

Each core business process has been assessed along with each service delivery interface.
In making these assessments, the GBP focuses on those areas where 88A is doing less
than customers need and expect, While there are many ways in which 88A currently
excels, these are not described here. The key initiatives that are surrently underway to
improve gservice are referenced, with. further details on these in Part V. In addition to the
dizability claims process, which is being addressed through implementation of 8
reengineered process, the most significant problem areas are: continuing disability
reviews {{}DRS), ingquiry workloads resulting from PEBES, DA&A pmvxmons and the
telephone service interfaces.

Conclusion

Staffing Requiremenis

With the continuing growth in S5A’s workloads (e.g., incressing numbers of disability
slaims), coupled with mandated staff reductions, along with new statutory responsibilities
{increased CDRs, PEBES and DA& A worklosds), 854 must change the ways in which it
does business. If SSA continues to work in the same ways that it does today, it would
need to incresse its workforce by as many as 12,000 adgitional full-tizne equivalents
{FTEs) simply to keep up with worklosd growth. But 88A recognizes that there are
alternatives to 8 "business as usual” approach to desl with these growing worklosds.
These alternatives are contained in SSA’s three key strategies: streamlining,
regngineering and automation/continuous improvement. By taking full advantage of
these three approaches, 88A can deliver services more effectively and efficiently. And it
can do so, by current estimates, with some 4,500 fewer FTEs than are currently in place.

12
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In this initial assessment, SSA projects that it will maintain or improve service in all
aspects of its business through stresmlining, reengineering and anmtomationfontinuous
improvement. The following tables summarize the prejected impact of these approaches
on S8A's core business processes and service delivery interfaces. These tables should be
understood as summaries of the narrative nasessments contained in Part IV of the GBP,
the ratings are not computed based on formal metrics. (The categories are: World Class
Aspects, Overall Positive, Mixed, and Overall Negative )

SERVICE LEVELS FOR CORE BUSINESS PROCESSES

Currant 1885 By 1097 By 1992
Enuirneration {overall Overall + Overoll + World Class Aspeck
Eamings {averall) Overall + Qveralt + World Class Aspects
Claims RS & $51 Aged) Overoit + Overoli + world Closs Aspects
Choins {D1/SSIBD Overall - Mixed Overgdl +
Postentitiement {overgll} Overall + Overall + Overal +
rastenfitiement {CDRs) Overctl - - Mixed Overgll +
Inform the Public Mixexd Overalf + world Closs Aspect

SERVICE LEVELS FOR SERVICE DELIVERY INTERFACES

Current 1925 8y 1997 By 199%
Face-to-Face field officel Mixed Mixed World Class Aspecth
Face-to.Face (third porlies) Mized Overgll + Owvarqll +
Jetephona {800 Number] pixed Aot Overall +
felephons [fieid otfice) Overall - Mixed Qverall +
Mo hMixed Overgll + Qverall +
Avtomaied Seit-Healp Minimai® Mixed Overodt +

“ 8SA currently has only minimaol services avaoiioble for fnk mode of service delivery, These services wil
be sxponded sgrificonity B the yeors choagd.

14
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Impact of GBP on Service

'ESTIMATES OF $8A's FIE NEEDS .
Addiional Total
FTEs FIEs “

SSA FTEs in FY 1995 65.000
Additionat FIEs needed in FY 1999 fo keep up with workiood 8.000
growth, with no changs in the way SSA doet busingss
Additionol FTEs needsd in FY 1999 io deliver improved services, 4,000
with no change in the way S5A does business ond ne
peochaClivily growih
Tolct FIES neadiad in FY 1999 # no chonge in the way S5A does 77.000
business
Total FTEs nesdied o 0 result of outomation/continuons 60,500
improvermnent, resngineering and streamiining

8SA's goal for each of the core business processes and service delivery interfaces is
nothing short of worid-class service. The asscasments described in detail in Part IV of
this plan, and summarized in the tables below, describe how far the Initiatives and
actions identified in this first GBP will take the Agency toward this goal. This first GBP
does not identify any of the areas as fully attaining world-class levels by 1999, since the
paths from current service levels to world-claes levels are not yet fully detailed. However,
based on current performsnce and known customer expectations, there are several areas
in which aspects of service will be world class. Subseguent editions of the GBP will
describe a sequence of steps that can confidently be expected to result in world-class
service levels by 1989 for some or all of the business processes and service delivery

interfaces.
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As the summary charts indicate, additional work will be required in every aspect of S8A’s
core business processes and service delivery interfaces in order to produce full world-class
service. The ahsence of a designation of full world-clags service in a husiness process or
service delivery interface does not mean that 8SA expects less than world-class service in
all these areas by 1999, On the contrary, it 18 88A's commitment to provide world-class
service in all these areas se soon as possible. We fully expect to achieve this level of
service in some or all of these areas by 1999, However, the current iteration of the
(General Buginess Plan does not yet contain enough planning detail to support sn
asseasment of full world-class service in any of the business processes or service delivery
interfaces. As the GBP is developed in the coming years, the detailed planning will be
made available and the assessments will be upgraded accordingly.

88A's General Business Plan presents how the Agency will:
1} Pursue its service delivery goals;
2) Improve its stewardship of the programs it administers; and

3y Provide employees with the tools and training that will empower them to improve
performance.

SSA's strategy of streamlining, reengineering and automation/continuous imnprovement
will require up-front investments in the workforce and in technology. The long-term
result will be more effective, efficient delivery of services at lower costs to the taxpayers.

15



Part I1
Overview

A. SSA’s Programs
88A is responsible for two major programs:

» Social Security Zasm;
» Supplemental Security Income (S51}.

Under the Social Security insurance program, there are three types of benefits payable:
Retirement, Survivors and Disability, In the 881 program, there are three types of
benefits: Digability, Aged (paid to those age 65 and older} and benefits for the blind.

SEA also has responsibility for sspects of the Medicare, Medicsid and Black Lung
programs. For example, certain Medicare-related hearing requests are processed by S8A's
Office of Hearings and Appesls and Medicare enroliments are processed in 88A's field
offices.

8SA issues Social Security numbers to eligible individusls and maintaine Hfelong earnings
records for ail individuala working under smployment covered by Social S.curity (more
than 90 percent of all jobs). SS5A tskes claims for benefits, adiudicates appeals on
disputed decisions, and processes the millions of actions needed each year to keep the
beneficiary records current and accurate,

B. SSA’s Customers

More than 141 million individusls work under jobs covered by Social Security. About

16 million Social Security number cards are issued each year. Over 48 million
beneficiaries receive benefits under the programs administered by 88A. About 42 percent
of SSI beneficiaries are concurrent recipients of Social Security insurance and 881
benefits.
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TYPE OF BENEFITS FY 1994 ESTIMATED BENEFICIARIES IN FORCE
Social Securily refirement insuronce benefits 24.8 million
Social Secuily survivor insurance benefits : 10.9 million
Social Securdly disabillity insurcnee benefils 5.3 milion
S8t benefits {Federal) 5.8 milion
S5l benefits (ote Suppiementotion] 0.3 million
Block Lunig ; '{}2 miliion
TOTAL 48.7 mifion
BENEFITS BY PROGRAM TYPE FY 1994 § SHLLUONS
OAS] %277
[#1 $36.7
$st {Federal) $24.8
S8 [Federafly Administered Stafe Suppiement] 3.5
Black Lung 308

C. SS5A’s Organization

55A 18 headed by a Commissioner. It will become an independent agency on
March 31, 1995. The central office is iscated in Baltimore, Marviand. The administrative
officea and the computer operations are also housed at this location,

There are regional offices in 10 cities. Approximately 1,300 Social Security offices
throughout the U.8., the Virgin Islands, Puerte Rico, Guam, and American Samoa deal
directly with the public. Esch region also has a number of Teleservice Centers, Theae
offices handle telephone inquiries and refer callers appropriately. Program Service
Centers are located in six cities. These offices along with the Office of Disability &
International Operations in Baltimore, Maryland, primarily house and service the records
of individuals who are receiving Sccial Security benefits, as well as backing up the 800
Number telephone service. _
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The Office of Hearings and Appeals administers the nationwide hearings and appeals
program for the Social Security Administration in 132 sites. The Appeals Council, located
inn Falle Church, Virginda, may review hearing decisions. The Office of Central Records
Operations maintaineg records of individuals, earnings and prepares benefit computations.
The major operation is in Baltimore, Maryland, currently supported by facilities locaied in N
3 other cities, The States operate 54 State Disability Determination Services (DDSs)

offices nationwide that make dissbility determinations on Disability Insurance and 881
digability cases. )

D. SSA’s Mission & Goals

Throughout its nearly 60-vear history, SSA has held fast to its basic mission. 88A's
current Agency Strategic Plan {issued in 1991} framed that mission this way:

MISSION: 7o adminster notional Social Security programs asg prescribed
by legislation, in an equitable, effective, efficient and caring
manner.

All of 884’5 operations, and plans for the future, are mission-driven. While the specific .
wording of the statement has changed over the years, 5S5A's values a8 an organization are
encapsulated in this mission statement, and everything 8SA does is designed to achieve

one or more aspects of this basic mission. It is this mission that shapes the

GBP and drives 8SA’s goals and objectives,

55A has identified three major goals that serve to organize our efforis:

» Rebuild Public Confidence in Social Security
» Provide World-Class Public Service
» Create a Nurturing Environment for 854 Employees

Goal: Rebuilding Public Confidence in Social Security

Public opinion surveys show that the public’s confidence in Soeial Security is near an g
all-time Jow, SSA needs to understand the socurces of the public's growing congern and

work to digpel it. S8A needs te find ways to rebuild public confidence in programs that
provide for the well-being of millions of Americans. 85A is confident that if the public .
hae a complete and accurate understanding of the valus of Social Security, both to
themeelves and to society as & whole, they will continue to support it.
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SSA’s commitment is to identify those issues that are of concern to our eustomers and
stakeholders (i.e., everyone with an intersst in the program), and to address each of those
issues in the most appropriate way possible. In some cases this will involve educational
campaigns; in other cases it may involve changes in policies or procedures; and in some
areas it may require legislation.

Goal: Providing World-Class Service

SSA has a responsibility to provide its customers with service that is of the highest
gquality possible—not just good service, but “world-class” service, In general terms, this
means SSA will provide service equal to or superior to that provided anywhere in the
comparable public or private sectors. In each of the programs SSA administers, providing
this level of service involves different challenges, but in every area the goal is the
same--workd-class service.

88A’s customers indicated (through a variety of feedback mechanisms described in the
next section) that providing world-class service goes beyond issuing benefit checks
accurately and on time. It meang reducing the time SSA's customers must wait to receive
gervice, ]t means completing business for most customers in a gingle contact. It means
ensuring equity of service ncross geographic lines, program lines, and demographic lines.
It means providing comparable service to both our English and non-English-spesking
customerg. And it means treating all of our customers with equal care and considerstion.

Goal: Creating a Nurturing Environment for SSA Employees

SSA serves many different customers: claimants, beneficiaries, taxpayvers and employers.
Serving these customers well requires that SSA’'s key resource, s emplovees, have g
working environment that encourages innovation, rewards good performance, provides
opportunities for career growth, and makes available the tools and resources it
employees need to do their jobs effectively and efficiently.

In order to create thig environment, SSA emplovees must have the tools, training and
other rescurces necessary to perform their joba well. Such foundational enabling
technology as the IWS/LAN computing platform, online programmatic instructions and
the Integrated Client Data approach to information retrieval are thus crucial factors in
providing the right type of working environment for its employees.

SSA 15 also committed to a “team approach” in its internal operations and to processes of

obtaining feedback from ite employees on their ideas to streamline work, add quality to its
services and build the world-class service delivery system that is 88A’s goal.
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E. The Uniﬁéd Planning System

As evidenced by this document, SSA has a strong, and mature strategic management and
planning eystem—known as the Unified Planning System (UPS). The two major
components of the UPS are The Agency Strategic Plan (ASP}, and the Planning and
Budgeting System (PBS). The ASP, last updated in 1991, is the most critical element of
the UJPS and is the cornerstone of all planning efforts at 8SA. Through it's long-term
vigion, commitments, service delivery goals and strategic priorities, the ASP establishes
the fundamental course of action for all Agency plans,

The PBS is updated each year and details the process through which Agency-level tactical
plans and budgets are developed, implemented and monitored. It serves as the bridge
between long-range planning at the strategic level, and shorter-term operational or
component-level planning that is necessary to fully realize the vision of the ASP.

SSA will continue to plan for the long-term, but will alsc remain flexible, and be quick to
optimize the Agency business approach as needed because of new knowledge, changing
circumstances, and new intervening variables. SSA will pursue s strategic management
agenda in 1995/1996 that will include:

» Renewed Environmental Scanning: S85A will renew the comprehensive environmental
scanning/futuring analysis that has been done for previous strategic planning efforts.
This anslysis will delve into the probable Agency impact from projected demographic
changes, technology and other aress. The analysis will also mciuzie 8 summation of
known service expectations from SSA's customers,

» Planning Systermn Review: BSA will anslyze, and assess the performance of its current
Agency planning system—including the degree that Agency Initiatives are successfully
integrated towards fulfilling an effective long-term vision. S8A will also examine
planning systems with paralle]l public and private sector organizations to identify the
beat features, and draw on the practical experiences of others.

» Process Documentotion cad Analysis: 88A will chart/document esch core business
process--a8 they are practiced on the front lines of the Agency today. This baselining
work will be transformed into computer simulation models to facilitate future
analytical and process redesign efforts. Each business process will be analyzed on
the baeis of sperating efficiency and service performance. Opportunities for
improvement under both eriteria will be identified. For example, while a process may
currently be delivering good service, it may also be inefficient. Ways to imprave
efficiency, while still keeping service levels high, may be possible. This effort will
facilitate future reengineering prajects.
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The findings from these efforts, and others, will comprise a significant base of strategm
information, and when blended with fiscal putlook, extensive customer, employee and
Congressional input and chief sxecutive judgement, will provide 8SA with the substance
required to refresh the long-term Agem:y Strategic Plan (ASP), and to optimize the
Agency business planning approach in future years. The refreshed ASP will be in full
compliance with the Government Performance and Reau]ts Act (GPRA), and be completed

well before the 08/30/97 GPRA deadline,

F. Service Standards & Perfemwnae Measures

Praviding customers with service that is equal to the best in business is one of the stated
goals of the National Performance Review. S8A is committed to not only meeting this
goal, but exceeding it by providing what we consider to be world-¢lass service,

S5A has recently established a set of customer service standards, These new standards
were published in September 1994 and have been posted in all 8SA offices throughout the
nation. The standards themselves were the result of 5 comprehensive analysis of
customer service needs, expectations and preferences as expressed through a number of
data gathering activities that have recently concluded.

These new customer service standards do not represent all that S5A is (ing, or needs to
do, to define world-class service. Rather, they represent the moet recent extension of
SS8A’s service delivery goals and objectives set forth in the 1991 ASP. Additionally, they
represent specific commitments that SSA is making to respond to the expectations of our
customers and stakeholders. '
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SSA's Customer Service Pledge .

We will administer sur programs effectively and affiviently to protect and maintain the Bocial Security .
trust funds and f6 snsurs public confidence in the value of Social Security, We are committed to fair and
equitable service to our customers. We promise & respect your privacy and safeguard the information in
your Social Security record. ' "

We are equally committed to providing you with workd-class public service. When you cooduct business
with us, you can expect:

»  Wa will provide service through knowledgeshle emplovees who will treat you with courtesy, dignity
and respect every time you do business with us.

»  We will provide you with ocur best estimate of the time needed to complete your request and fully
explain any delays.

»  We will clearly sxplain our decisions s you can understand why and how we made them and what to
4o if you dinagree.

» We will make sure our offices are safe. pleasant, and cur services are accesaible.

» When you make an appointment, ws will serve you within 18 minutes of the scheduled time.

» If vou request a new or replacement Social Becurity card from one of sur offices, we will mail it to you
within & working days of receiving all the information we need, If vou have an urgent need for the
Social Becurity aumber, we will tell vou the aumber within 1 working day.

Wa know that you expect world-chuss service in all of your dealings with us. Today, we are unable o meet
your sxpetiations in some aress, hut we are working to change that, We are revising all our eritical work
processes 10 make them simpler, quicker, snd more customer-friendly, When we redesign our processes,
yOu Can expect

» Wharn veu ¢all our 200 Number, you will got through to & within & minuies of your frat try.

Today we often are not able to meet this pledige. During our bustest dave vou will get & busy signal much of
the time, .

» When you frat apply for disability beuefits, you will get 4 decising within 60 days,
Today we ofien are not able to mewt this pledge, but we are gelting better. In 1994, we mode disobility

decistons tio weeks foster than we did in 1992 We do pledge to give you our best estimaote of how long it
witl take to get vour disability decigion at the time you apply.,
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Overview

Currently, all existing measures of service delivery and overall Agency performance are
being reexamined from the customes-satisfaction perspective. This review will lead to the
development of a revised performance management system for the Agency. Ultimately,
884 plans to establish a gystematic, integrated approach to developing consistent
measures, responding to external requests and subsequently tracking performance against
goals and objectives, SS8A’s Annual Financial Statement will continue to be the principal
reporting mechanism for the revised Agency-level performance management system.

From this point forward, the process of performance standard development and
messurement will be one of continuous improvement and refinement focused clearly on

‘pur ultimate customer—the American public.
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Part III
Critical Elements of

SSA’s Strategy

#

A:  Strategy Drivers

The strat.egy dnvers are powerful external famrs that shape the focus, timing, and
direction of Agency planning and operations. Each factor profoundly influences all SS&

setivity:

1. Customer Expectations

SSA has done extensive customer survey activities to gauge satisfaction with existing

services, Hnk cuatomer expectations to specific service areas, assess opportunities for
improvement and establish customer service standards. As SEA reenginesrs processes

and automates to improve service and increase efficiency, there are general themes, which
customers repeatedly identify as important, that are driving factors in the development of .
S8A strategy. Although S5A will likely not be able to meet all customer expeciations

during the FY 1995.89 planning cycle, targeled efforts, including careful resource

investments, should improve key services as noted below.

» Public confidence in the Social Security program is low and customer knowledge of
Social Security programs is limited. For example, an annugl survey by the American
Council of Life Insuranes found that in 1993 only 39 percent of those surveved said
they were either “very confident” or “somewhat confident” in the future of Social
Security. To improve, 884 plans to accelerate efforts to send an annual personslized
benefit and eavnings statements (PEBES) to all workers over the age of 25 by 10/01/89.
In addition, SSA plans to conduct substantially more continuing disability reviews
(CDRs), and to fully implement new provisions which impact on disability customers
who are entitled on the bass of drug addiction and/or alecholism (DA&A).

» Annual surveys by the Office of the Inspector Genersl {(OIQ) report that most
customers (almost 80 percent) are satisfied with the service provided by S8A, zithough
customer satisfaction with the disability progrsm is significantly lower than for other
88A programs {68 percent for disability clients versus 87 percent for non-disability
clients). To improve, S8A is implementing a completely resngineered disability
determination process, that will dramatically improve elaim processing time, and will
have many other cusiomer oriented features.
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v Being treated with courtesy is an important characteristic of service for many of S84A's
customers {ranking second only tc job kuowledge in g list of sight factors in an 8§8A
purvey). In addition, UIG's Client Satisfaction Survey noted a strong correlation
between chients ratings of staff courtesy and their overall satisfaction with S8A’s
sexvices. The SSA workforce has a long tradition of courteous service, and this area is
part of a new cugtomer service pledge (see Part II) timz is openly displayed, and
followed, in ail S8A facilities.

» Providing customers with a choice in how they deal with S88A is important. Although
some groups prefer face-to-face service for filing claims (approximately 43-50 pervent in
8SA’s Customer Satisfaction Survey), an ever incressing number prefer 1o use the
telephone for non-claims business and would like 88A to provide additions! services
through its 800 Number. For example, 28-31 percent of customers surveyed who had
recently filed s claim with §SA, said they would prefer to file another claim by calling
S8A’s BD0 Number. This is a eervice that S8A currently does not provide. OIG's Client
Satisfaction Survey also found that 75 percant of respondents state they will use their
telephone before visiting or writing S84 in the future. 8S5SA remains committed to
providing service delivery options for pur customers, and plans to improve telephone
service.

» Rendy access to S5A’s services is important to customers. People desire minimal waits
for face-to-face service in feld offices, and fewer busy signals when sttempting to call
the 800 Number. For example, the OIG Client Satisfaction Survey found that callers
who reached the 800 Number in 1 attempt had an 82 percent overall level of
satisfaction with S8A's services compared to callers who needed more than 3 stiempts
to reach the 800 Number (a 56 percent satisfaction level). 0OlG noted a similar
correlation between waiting times in Seld office snd customer satisfaction. To improve,
SSA plene to redeploy workpower from management and staff support pogitions into
front-line service jobs, and to shift smployees no longer needed as a result of improved
processes into telephone service.

+ Customers are most satisfied when transactions are completely handled at the first
point of contact, regardiess of whether the customer visits one of 88A’s Held offices or
calls the 800 Number. Hecent surveys conducted by SSA indicate that handling eslis to
completion 18 the aspect of service that most positively impacts customer satisfaction
with 88A’s 800 Number service. Another survey noted that lower overall service
ratings seemed to be related in some measure o the existence of a recontact to
complete the transaction. In addition, customers do not like to explain the same story
over and over again and would like a single point of contact for handling complex
transactions. To improve, S8A plans to continue reengineering processes, and to
empower, and provide better technology {e.g., IWS/LAN and vides conferencing} io

front-line employees.
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» Government services should be seamless and provide a zingle place for conducting like
business. Focus group participants said that SSA should be able to provide “one-stop
shopping” for other benefits and s wider range of off-site services. The National
Performance Review in its report also noted a similar need. To improve, 884 will
work with other Federal, State and local agencies to find the best way to cocrdinate
services and provide one-stop shopping for customers.

8SA's Customer Service Pledge clesrly targets two major mission areas for asrvice
-improvements and sets explicit mission goals that are linked to customer expectations.
These areas are SSA’s toll-free 800 Number service and the initial disability claims
process, In targeting these areas SSA noted gpecific mission problems and corresponding
opportunities for improvement. Service improvements in these areas will be closely
linked to the general customey themes previously noted and will provide the biggest
payoff for S8A in terms of increased customer satisfaction.

SS5A has also identified its 800 Number service as a major mission ares for benchmarking
performance against comparable public and private organizations. SSA hes been working
closely as part of s consortium with other Federal agencies and the Nationsl Performance
Review to identify outcome-based measures and opportunities for improvement in meeting
customer expectations for improved telephone service.

2. Resource and Workload Challenges

in accordance with PL 103.226, SSA muset reduce the size of its workforce oversll. In
order to maintain end Lmprove service, the reduction must be managed so that employees
are redeployed from types of work (e.g., management and staff positions) as well as from
business processes that can be made more efficient to those that are experiencing growing
workionds,

Traditionally, the volume and type of work generated by customers {e.g., applications for
benefita, beneficiary status changes, ete.) have been the key factors used to determine
88A’s resource needs. Workload growth will be the most significant in the following

areag.

v Disability work, which consumed over 50 percent of SSA's resources in FY 1893, will
continue to grow. Ihsability ciaime and sppeals are projected to increase by
approximately 14 percent from FY 1993 o FY 1999,

» Postentitlement workloads will increase by about 19 percent over the FY 1993.18949
period, commensurate with the growth in 85A’s beneficiary population.
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v As required by legislation, S8A will provide personalized earnings and benefit estimate
statements (PEBES) to increasingly larger segments of the population. The increased
igsuance of PEBES is expected to generate follow-up work in the form of public
inquiries and requests for earnings corrections.

» To imyprove program integrity and meet provisions of recent legislation requiring SSI
CDRs, S8A plans to increase the number of CDRs performed from under 100,000 in
FY 1993 to 500,000 annually by the end of FY 1999,

» Provisions of recent legislation plécing restrictions on disability benefit payments to
individuals disabled by DA&A, will create substantial new work for SSA.

Because S8A has a strategy for significantly improving the way services are delivered, it
will be able to meet the challenges of increasing work and reduced reassurces. Without
this atrategy, if 85A were to continue to process its work as it has in the past, its
customers would be facing severe service deterioration in all areas,

B. The Business Approach

SSA has developed an effective and comprehensive business approach with three primary
parts, Productivity of the worldorce will be enhanced by streamlining: reducing
management and stafl support positions and restructuring the organization. Processes
will be reengineered to improve customer service and o function more efficiently, And
ongoing =forts to make effective uses of automation, and to continuously improve Agency
operations will continue. When taken as g whole, the buainess approach will allow SBA
to keep up with workioad growth, overcome resource constraints, and impreve service
levels in targeted areas,

1. Streamlining

SSA hae begun to streamline and restructure the organization with three objectives:
fewer organizational layers, increased employee to supervisor ratios, and fewer positions
in offices not providing direct public service.

All SSA components are implementing individual streamlining plans which will
consolidate sub-organizations and reduce internal controls, and identify the extended use
of emplovee teams as & method for functioning in the future. Overall, SSA plans to
decrease supervisory ratios, and eliminate 30 percent of staff support peositions by

FY 1999,
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Targeted buy-out and discontinued service retirement provisions, and redeployment
incentives are tools that 584 is already utilizing to aide the streamlining effort. "S8A has
completed almost all of approximately 1,200 buyouts nationwide targeted primarily to
(358-12 und above managers and supervisors, and employees in staff support positions.
Other emplovees will be transitioning sway from management and staff jobs into
pogitions that provide more direct services to the public.

-Streamlining will result in more emaplovee empawermmz and a more flexible organization.
88A plane to save over 1,500 FTEs through streamlining by FY 1996, and almost
3.500 FTEs by FY 1999.

2. Reengineering

S8A was among the first public.sector organizations 1o successfully initiate business
process reengineering. SSA is currently implementing s reengineered disability
determination process (fully described later in the GBP) that, when fully enacted, will
prove that complex government operations can deliver dramatically better customer
service at a lower cost. SSA plans to save over 2,800 FTEs through disability
reengineering by FY 1899, It is important to note that the full extent of service
improvements and efficiency gains from this key initiative are dependent on timely
implementation of IWS/LAN technology.

A new reengineering effort to improve the policy development and delivery process will
begin in February 1985. Although not & core business process in the traditional sense,
the afficient and effective development and dissemination of policy is a key enabler for the
implementation of the Disability Process Redesign, and will also be for future
reengineering projects. Recent internal studies have indicated that the current 884
policy process is too slow and cumbersome to accommodate the kinds of major process and
structural changes that are associated with redesign efforts. A reengineered
policy-making process should also prove valuable in support of streamlining efforts at
headguarters policy-making components.

A project to apply reengineering principles to the entire 85A enterprise i8 getting
underway. This larger effort will entail high-level reengineering of all Agency core
business processes in s uniform manner at the same time. The intent of the enterprise-
wide effort is to identify significant process changes that can be implemented relatively
gquickly and with a high efficiency and/or service payofl. More in-depth resangineering
efforts will be targeted to those processes requiring the most dramatic improvement. This
spprosch will ensure that all Agency initiatives are consistent with an all-encompassing
modsl. SSA expects savings of more than 3,200 FTEs by FY 1929 through new
reengineering efforts,
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3. Automation/Continuous Improvement

S8A continuously improves and sautomates work processes to maxinmize efficiency and aid -
service delivery. Effective uses of automation, when coupled with tandem process
improvements, have been key to 854’s ability to downsize to a significant degree in the
past and have freed up resources to invest in workload growth and service improvements.

As in the past, current SSA plans project significant efficiency savings from
automation/continuous improvement initiatives outlined in the GBP~more than

6,500 FTEs in FY 1999, when compared to the FY 1993 base. These savings, along with
savings from streamlining and reengineering, will be redeploved in direct workload
operations, including investing in sctivities to improve seyvice,

However, in order for 884 to acconplish FTE savings, it is essential that current and
future requests for sutomation resources—especially for JWS/LAN--be fully funded. S8A
cannot achieve FTE savings dependent on automation improvements without the
hardware and software needed to automate processes made more effective through
continuous improvement and reengineering.

C. Key Enablers

The key enablers are initistives of such fundamental imaportance that the S8A business
approach cannot succeed without them, The investments required by the enablers will
return significant improvements in gervice and efficiency.

1) Workforce

The S5A and State Disability Determination Services (DIIS) workforce will slways be the
most valuable and enabling rescurce of the Agency. S8A needs every Federal and State
position allotted by current staffing targets to keep up with rising workloads demands,
and to realize service improvements in key areas (e.g., the 800 Number and disability
claime service). While the workforce is technically skilled snd customer focused today,
88A's benchmarking of world-class organizations confirms the view that employees must
be empowered, continually trained, and supported with the necessary tools and
gnvironment in order to deliver world-class service.
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The SSA and State DDS workforce understand the power of modern technology in the
workplace and are the greatest advocates of Agency investments in new, enabling tools
such as intelligent workstations, local area networks, interactive kiosks, CD-ROM and
document imaging devices, video-conferencing, electronic mail, and expert systems and
other advanced software. Without modern office automation and the efficiencies that
these technology-based tools provide, the ability of SSA employees to keep up with their
work will be seriously diminished.

In addition, as busineas processes are reengineered it is likely that more job functions will
be consolidated into generalist job descriptions (e.g., a disability claim manager as
envisioned in the Disability Process Redesign). Movement towards employees taking on
additional duties is not new to SSA. Employees with multiple skills means a more
flexible workforce (e.g., more employees available to handle 800 Number calls on peak
days), and more importantly, moves to fulfill a strong desire of SSA customers to be able
to deal with one employee throughout the course of even complex business transactions.
In order for employees to assume more generalist positions, they must be supported by
modern workplace tools such as IWS/LAN, and expert systems software. Otherwise the
breadth of knowledge required by complex program rules, and the time demands from
“clerical” functions (e.g., filing paper records) that will only disappear though effective
applications of technology, will be overwhelming.

Employee empowerment will increase in SSA as work processes are reengineered, and as
the organization is streamlined, with fewer layers of management. There will be greater
flexibility in work assignments and increased opportunities for employees to perform work
in varied capacities. Decision making will become more decentralized, and as a result of
the initiative to reengineer the policy process, it is likely that empowered employees will
have a more active role in the formulation and delivery of Agency policy.

Ongoing investments in employee training and career development will be crucial to
continued workforce effectiveness at SSA. Streamlining plans will result in a number of
employees redeploying to direct service positions from management and staff support jobs.
All of these people will require new skills training. In fact, the streamlining plan, which
results in fewer supervisors, rests on the premise that employees will be well trained and
retrained as they need to be redeployed to different work.

Significant training needs will also flow from process reengineering and continuous
improvement/automation efforts. For example, a multi-year, phased training approach is
an integral part of the Disability Process Redesign Project, and similar large training
efforts are also planned in support of technology-based initiatives such as IWS/LAN.
These initiatives will only succeed if the workforce is adequately prepared for change by a
strong and continuous training program.
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S8A is also committed to providing a safe and nurturing workplace environment for -
employees. Employees are inereasingly concerned with weliness issues, and in balancing
their personal needs and career demands. 585A will continue to provide services and
facilities to as many employees as possible to meet Giness, day care, elder care and other
personal, vet job impacting needs. Within the constraints of mission demands to serve
the public, 85A will alsc continue to seek ways to provide emplovees latitude to arrange
their work schedule to accommodate their personal lives. Finally, S8A is currently
reevaluating physical security controls in Agency facilities based in part on employee

" eoncerns expressed over increased face-to-face public contact opportunities suggested by
new features of the Disability Process Redesign.

2) Technology

If 884 is to maks full use of its Srst key enahler, the 8SA and IIDS workforce, it must
provide its people with current technology. Currently, SSA staff depend upon outdated
equipment that has been long abandoned by the private sector. Timely implementstion of
the Intelligent Workstation/Local Area Network (TWS/LAN) initiative is essential.
Without adequate funding of this project, 58A's technology will become an obstacle to
improving gervice instead of a key enabler.

IWS/LAN
The Importance of IWS/ LAN

It is impossible to overemphugize the importance of timely implementation of the
IWS/LAN initiative. The key S8A strategic investment, IWS/LAN is the baeic foundation
for critieai initiatives and redesign activities throughout Agency business processes and
service delivery interfaces, and as & consequence IWS/LAN is the linchpin for both 8GAs
customer fervice program and the entire business approach. Without TWG/LAN, many of
the workyear savings SSA is counting on to closs the workvear shortfall and to target
Bervice improvemerts will simply not ceeur. Without IWS/LAN, there is no reengineered
disability process that can be characterized as meaningful. And without IWS/LAN there
ia no platform to support the enterprise reengineering and redesign effort necessary to
advance to 8 service delivery environment consistent with the expectations of our
gustomers,
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Among the critical capabilities that IWS/LAN provides is the totally electronic storage of
all claims and postentitlement information, including imaged information, that can be
tranamitied to wherever the appropriate employee happens to be located, It also enables
two employees in different locations to simultaneously work on 4 case (e.g., & disability
claims manager and s consulting physician) and to jointly interview the claimant when
videoconferencing is sdded. Having the capability to move the work, without manual
handoffs, to where the employvees are will be essential to meeting customer needs in a
streamlined SSA.

SSA has already successfully tested the IWS/LAN concept for several vears. Beginning
with 15 pilot offices, the Agency has expanded “interim” installations of the technology to
roughly 100 separate field facilities, where the contraste in productivity and efficiency
butween offices with and without IWS/LAN have been studied and documented, During
this sarmne pilot period, the IWS/LAN concept and operating results have been repeatedly
evaluated by external monitors and various consulting experis. - These suthorities have
uniformly agreed with both the need for 8 new technology infrastructure and the basic
soundness of the IWS/LAN strategy.

SSA's current systems infrastructure is a highly centralized, mainframe-based
architecture that relies on very aged, “dumb” computer terminals used by frontline
employees to get information to and from SSA’s mainframe computers. S8A is moving
guickly toward the establishment of a truly cooperative architecture that will use a
digtributed processing platform comprised of intsllipent workstations (TW8) on emploves
desktops, connecied by local ares networks (LAN) to esch other and SSA mainframe
computers.

A cooperative architecture 15 an automated systems confipuration that uses both
centralized and localized processing platforms. It will allow S8A to determine the optimal
mode of processing for each of our workloads, and to take advantage of emerging
technology in the delivery of services to the public. For example, such an architecture will
permit 8SA, in a cost-effective manner, to use complex tools such as document imaging,
gxpert systems, and multi-media conferencing. IWS/LAN will alse improve the
availability and timeliness of information to our employees and appropriate users, and
heip SSA build a more diverse capability for backup and recovery in the event of a crisis.

Even without the more sophisticated capsbilities, IWS/LAN c¢an provide benefits today to
field offices struggling to improve productivity with insufficient numbers and quality of
personal computers. Moat S8A field offices have one or two personal computers and these
are primarily older-technology machines, with aslower speeds and substantially less
storage and memory than is required to support modernized software. The effect of this
antiquated techneology in limiting service and productivity improvements is profound.
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Today, each time sn office wishes to produce a professional quality notice, reference
procedures on CIV/ROM, prepare a travel voucher, use the CDR program or work a Zebley
case involving a personal computer based computation, an emplovee must move to the
personal computer and lose time and productivity waiting 1o complete the task.

Although a few quality notices and forms can be produced today on those single personal
computers, that capability pales by contrast to what is possible in the more advanced
ITWS/LAN environment, For example:

» SEA will be testing new electronic forms software in the next few monthe which will -
eventually allow us to ¢all up a far greater number and varviety of electronic forms
images rather than having to stock, inventory, order, ship, receive, unpack and store
these items.

+ IWS/LAN will slsc eliminate the procesases needed today to manage the ordering,
receipt, distribution and fling of transmittals to the Program Operations Manual
Systerm (POMS), and save in sdministrative costs and in printing snd mailing by
making POMS available to each employee on CD-ROM

As these examples illustrate, the TWS/LAN environment is more flexible and efficient,
thereby increasing productivity for each field office employee. 1t also frees up
management resources devoted today to administrative processes to focs on doing a
better job serving customers. Similar dramatic advances in capability and productivity
are possible for other applications.

As another example, although E-Mail is available in field offices today, its use must be
sharply curtailed because the one or two office personal computers are so heavily and
urgently required for the few available applications. S8A has aiready restricted the
number and length of £-Mail messages that can be sent to $SA fisld offices, to reduce
traffic and make as much personal computer time as possible available for customer
support. As & congeguence, the use of E-Mail has been limited in training, public
information and administrative processes. Its value in sharing information and easing
sommunication between emplovees to improve customer gervice and create an atmosphere
of employvee empowerment has to date been entirely lost.

With TWE/LAN, S8A can also use the ideas and skills of employees throughout the
country to supplement the Agency’s programming capscity. Field offices are today using
locally-developed software {within the Hmited personal computer environment described
above) to suppart local resource management, and 58A has in place a disciplined process
to move locally developed noftware applications to the LAN. In the rich capacity
environment of IWS/LAN, offices around the country will be able to take advantage of the
following, and new applications which will inevitably develop when the tools which make
them possible are widely available:
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+ The ability to develop and use nationally, software programs with special local”
applications, such as the Computation of Military Income, which is used primarily
by field offices parallel to military bases for SSI Computations. Having these
programs means both faster and more accurste service to citizens,

“» The development of sofiware to support control and processing of cases covered by
court rulings where special rules and notice language are needed but g nationsgl

appiication iz not necesgary.
»  Garnishment and Tax Refund Offset programs used only in the S84 PSCs.

» A regionally developed CDR work-issue program that has an estimated annual
program dollar savings of $3.6 million as a reault of improved accuracy,

Given the pervasive relationship of the IWS/LAN imitiative to the entire range of SSA
business processes and service interfaces, it is impossible to overestimate the potential
contribution of this initiative to SSA’s major goals. By providing options for advanced
process redesign, IWS/LAN creates opportunity for dramatic improvements in service
delivery to move the Agency to world-class service, By coupling a suparior technology
with simple tools for communicating, the IWS/LAN promises major improvements in
SSA’s messages to and between employees and the public, to provide the foundation for
rehuilding public confidence. By creating a technical environment for develrpment of the
single point of contact our customers seek, and many other concepts, IWS/LAN offers s
framework for employee empowerment and development.

Project Sequence
+» Pilots

A pilot was conducted in 15 IWE/LAN pilot sites to gain experience in live operational
settings and to develop detsiled cost/benefit estimates. The sites included eight field
offices, one TSC unit, one PSC module, the Model District Office test facility, the System
Zero test facility at the National Computer Center (INCC), one hearing office, the Federal
DS office, and an Office of Program and Integrity Reviews site.  On the hagis of simple
productivity measurements taken before and six months afier implementation of
IWS/LAN, a study by S8A's Office of Workforce Analysis found a § percent employee
productivity incresse in the pilot offices. The atudy also predicted additional productivity
increases as employees moved beyond the early learning curve and gained the computer
literacy needed to take full advantage of the benefits of the technology. The study alsc
noted that benefits from the enhanced communications capabilities of the technology are
dependent on the capsabilities being available throughout 8SA and the State DDS sites.
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» Interir: Buy (Pilot Expansion)

. During FY 1994-1895 S8A has completed installation of 9,000 workstations and 165 L.ANs
to bring the number of IWS/LAN-equipped offices to 100, 884 estimates savings of
238 workyears through these interim installations.

» . Phase 1 Imsplementation

‘In this naticnal IWS/LAN acquisition, equipment requirements of the field offices,
hearing offices, TSCs, Processing Centers and State DDS sites {States not included in
DDES baseline automation) will be met with the installation of up to 56,500 workstations,
1,742 LANs and 2,567 notebocks. These devices replace aging terminals and provide a.
standardized infrastructure enabling service and productivity improvements.

Costs/ Benefits Through Phase 1

Projecting from the preductivity increases demonstrated in the pilot studies, cumulative
workyear savings over the 7-year aystems life are valued at $1.2 billiaxs for Phase 1 of the

. National IWS/LAN Buy. SS5A estimates that the total Phase 1 systems hife cost of the
national TWS/LAN will be $813 million. This cost includes equipment, operating system
software, sommunications support services, site preparation and ergonomic furniture.
The cost is offset by $405 million that otherwise must be spent {0 replace aging terminal
gquipment currently in use with sguivalent updated technology and operate it over its
pystems hife and to acquire ergonomic furniture. The net cost of $508 million compared o
£1.2 billion 1n savings, make the IWS/LAN platform a cost-effective investment.,

BENEFITS FROM THE NATIONAL IWS/LAN IMFLEMENTATION {§ MILUIONS)®
MWSAAN implementotion Costs $913
Cost of Replacing Aging Terminais and Fumiture $405
WS/LAN Net Cosh £508
IWS/LAN Projected Savings $1.158
. IWS/LAN Met Costs $508
TWS/LAN Net Sovings ‘ 5447

= Costs/benefiis for Phose | of nolional WS/AAN aequisitions,
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The total coste of $923 million displayed in the chart preceding, consist of $768 million in
scquisition, telecommunications and maintenance costs through FY 1998 and $145 million
in ongoing telecommunications and maintenance expenses for the remaining system life
beyond FY 1898. The 3768 million in costs through FY 1998 will be funded from the
$1.105 billion Automation Investment Fund (AIF), leaving a balance in that fund of

$337 million which will be used toward document management and data base equipment
required for Phase 2 implementation of the Reengineered Disability System (RDS)
software, and additional IWS/LAN workstations,

» Phase 2 Implementation

A separate series of acquisitions under the National IWS/LAN Buy will “piggyback” on the
previously installed infrastructure. It will provide 8SA with document management and
data base equipment needed for the Reengineered Disability System (S8A’s first sofiware
application specifically designed for the cooperative processing architecturs) and provide
the functionality and capacity to allow for further reengineering of our current business
processes. Under these acquisitions, S8A will obtain data hase and facsimile gervers,
imaging devices, bar code scanning hardware and software, optical storage devices to
complete national implementation of the Resngineered Disability System and a final
complement of & minimum of 8,000 IWS/LAN workstations.

These Phase 2 acquisitions will be conducted in parallel with the Phase 1 acquisitions,
with release of the Requests for Proposal scheduled for July, 1995, and contract awards
targeted for June, 1996, just two months following the start of the full performance phase
of the Phase 1 contract installations.

ﬂep@m

Working with DDS admindstrators, and external authorities such as the Office of
Technology Assessment and GAO who have provided advice and counsel to the agency,
and with widespread comment and Input from SSA emplovees, SSA has established the
following principles to govern the national IWS/LAN deployment process:

» The deployment strategy must be structured to provide the greatest poasible
productivity gains,

+ To support implementation of the dissbility process redesign and future reengineering
initiatives, the deplovment strotegy must concentrate installations to crezte
opportunities for “reinvention/reengineering lahs”;
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The deplovment strategy muat reduce as much a8 possible the length of time stz;;zés will
be required to run dusl software asystems; and

The deployment strategy must capitalize on existing investment and minimize the
adminigtrative expense associated with testing and installation.

Based on these general principles, 8SA has developed a deployment strategy and schedule

*

‘which ¢alls for:

Instalintion in all field offices, hearings offices, Begional Program and Integrity
Beviews Offices and DDSs in a given state, ataged over a period of months to allow
neighboring field offices to support one another during disruptive times of installation
and training. Supperting TSCs end PSC modulses will also be included at appropriate
points in the scheduls, This element of the strategy equips all interacting facilities and
the supporting PSC over & hmited period of time, consequently reducing the time dual
software systems are required in the State DDS and o set up the concentrated

reengineering labs.

Initial installation in the fifteen states where baseline IWS/LAN automation has
already been installed or funded in the state DDS. This approach capitalizes on
investments already made, and also serves the aim of greater productivity since these
states represent 44 percent of the national disability workload. Rhode Island iz also
included in this group because it has been a leading State in testing disability process
improvements and innovations,

Selection of Virginia {smong the 15 baseline automation states) as the Reengineersd
Disability System (RDS) software pilet site. Proximity to the Baltimore headquarters
facilbitates the pccess of programmers and softwsare engineers and technicians {o the
pilot sites, and minimizes administrative expenses and time logt in travel.

The balance of the roll-out is based on state disability workloads, with priority in
sequernce assigned to states with heawviest disability claim volumes and the greatest
potential productivity gain. The firet four States in the current schedule represent an
sdditional 15 percent of the national disability workload. This will bring tc 59 percent
the total percentage of the national disability workload represented by the first

19 States in the installation sequence.

Based on a September, 1995 award of the IWS/LAN national buy, installations are slated
ts begin with small volumes in January, 199€, “ramping up” to full contract performance
levels of 75 offices per month beginning in April, 1996. Final installations under this

" contract will be completed in May, 1898,
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Az the TWS/LAN hardware deployment proceeds, piloting and nstional deployment of the
Reengineered Disability Systers (RDS) software will occur in parallel. Pilot activity
begins in a limited number of Virginis field offices in April, 1898, expands to the rest of
Virginia in November, 1996, and subsequently moves through nationsal deployment,
following the sequence of IWS/LAN installations. The coordinated scheduling positions .
each field office for BDE implementation roughly three months after TWS/LAN
installation, following training and & learning curve period in esch office. The achedule

also prepares offices for implementation of the 00 Number Expert System approximately .

three months after IWS/LAN installation.

Nationwide TWS/LAN implementation is a very complex logistical undertaking for the
agency, requiring coordination of such tasks as site preparation (electrical wiring/cabling)
in over 2 000 remote sites; contractor supplied and installed furniture and intelligent .
workstation components; and training of over 50,000 employees in S5A and state DDS

components.

Electronic Service Delivery

Because of increassing public aceeptance of technology and expanding demand by
customers to receive information and transact business electronically, SSA has established
the Electronic Service Delivery (ESD) project as the next generation and logical extension
of the technology advances the Agency will realize through I'WS/LAN, Where IWS/LAN
provides technology to streamline and reengineer processes and operations, ESD
incorporates applications to be used directly by the customer, as well as applications to be
used administratively by SSA to improve customer service.

Because of the increasing prevalence of electronic information processing equipment and
communications networks capable of transmitting data, voice and images, opportunities
for creating new service delivery choices for customers are now possible, Self-service
options accessible via telephone, personal computer or publicly-located kiosks, using
well-designed electronic menus and casy-to-foilow instructions, can potentially make
services available to clients virtually anywhere 24 hours s day.




Critical Elements of 884’ Strategy

it

While many electronic service concepts promise tantalizing service and efficiency *™-
advances, SSA has chosen a deliberately cautious approach to ESD. Despite growing
public enthusiasm for electronic transactions, neither the technologies nor the public’s
tastes have matured sufficiently to aupport long-term decisions. Consequently, the SSA
approach 1o ESD incorporates both an aggressive program of technology research and a
significantly more cautious ptrategy toward implementation which includes an exhaustive
program of piloting and evalustion. While developing public preferences and the potential
for advances in service delivery demand action now to build a base of knowledge and
experience around these technologies, 3SA believes a sensible level of investment in
research and gradually expanded testing will best position the Agency for prudent
decisions as distinct advantages snd opportunities materialize.

For example, video conferencing increases access and reduces travel costs for
geographically distant participants when used to conduct administrative meetings,
employee training, or client interviews, such ss those planned in the reengineered
disability process. S8A has picneered in the administrative use of video conferencing, and
in November, 1993, video comferencing systems were installed in the Wilmington,
Delaware DD and the New Castle, Delaware field office to demonstrate the feasibility of
using the technology for initial disability and pre-denial interviews condunted between
field office and DS locations. The ¢oncept is being continued as a pilot and expansion is
planned for offices in Wisconsin and lowa,

Similar early feasibility and customer acceptance testing is planned or underway for a
wide range of technologies and devices including imaging, remote LAN access, kiosks, and
interactive cable TV. Additional information and scheduling data can be found in the
more detatled Electronic Service Delivery project description contained in Part V.
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Part IV
Current Agency

Assessments

A:  Core Business Process Assessments

The GBP focuses on five core business processas and six service delivery methods used by
88A to interface with the public.

Core Business Processes

Enumerstion _

Earnings .
Claims

Postentitlement

Informing the Public

¥ v Y ¥ %

Service Delivery Modes .

Face-to-Face Service

Field Office Telephone Service

800 Number Telephone Service

Mail

Face-to-Face Bervice Provided by Third Parties
Automated Self-Service

* ¥ * §F vy

As with any large organization, 58A has other processes that serve as critical enablers for
administering S8A's programs. Examples include the policy process (see Key Initiative
#14 in Part V), the administration of human resource services for employees, computer
software design and development, budgeting, procurement and financial accounting.

Although not described in the GBP, 884 is pursuing some significant initiatives to

improve the operation of other selected enabling processes; e.g., replacement of its .
financial accounting and human resources information mansgement systems and

development of a new electronic commerce capability wherein goods and services can be
purchased and delivered electronically.



Lurrent Agency Assessments

Business Process: ENUMERATION

Description

Enumeration is the process by which SSA assigns Social Security numbers (SSNs) to
identify workere and beneficiaries, iasues replacement cards to people with existing
numbers and verifies 58Ns for employers and other government agencies.

The SSN is used to record earnings covered by Social Security and/or Medicare and to
process and pay claims for Social Security and Supplemental Security Income benefits.
Fven if 4 person does not have wages or self-employment income that is coverad by Social
Security, an SSN may be needed to report other income to the Internal Revenue Service.
Currently, any person age one or older who is claimed as s dependent on a Federal tax
return must have an 88N. A provision of the General Agreement on Tariff and Trade
{GATT) legislation extends this requirement to all persons claiined as dependents,
regardleas of age, effective with tax year 1895, Countless other organizations, both public
and private, also use the S8N for identification and administrative purposes.

An S8N is obtained by submitting an application and documentary evidence of age,
identity and U.S. citizenship or Jegal alien status. While customers may request an 88N
application by telephone, they must submit the application and appropriate
documentation to local S8A offices by mail or in person. Local offices are the primary
points for processing applications because of the need to examine documents to verify

identity.

S8A verifies the validity of S8Ns (that a given name and number match our records) for
employers for payroll purposes or as part of the employment eligibility verification
process, and for government agencies for purposes of ensuring accuracy of the 88N
information used in other Federal and State benefit programs. SS8Ns may be verified by
calling the 800 Number or local offices, or by mailing to SSA large-volume requests on
magnetic tape for batch processing. Many requests from government agencies are
handled through automated dats exchange syatems.
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Workloads

ESA processed 16.1 million requests for new or replacement Social Security cards in

FY 1994, About 38 percent of all 88N requests are for new numbers and 61 percent for
replacement cards for people with existing numbers. Requests for new SSNs are projected
to decrease slightly through FY 1999 and replacement card requests are expected to
remain level. Depending on the outcome of an immigration reform proposal to improve
the employment eligibility verification system, S8A may be required to assume additional
work in the enumeration area related to verifying SSN& for employment eligibilisy

purposes,

Of the new S8Ns iesued in FY 1994, sbout 25 percent were assigned to foreign-born

individuals. Of those issued to persons born in the U.S,, about 48 percent were assigned

to newborns when the parents apply for SSNs at the time they are registering the birth at

the hospital. Hospitals forward the data needed to assign SSNs to State vital statistics

offices, which key and transmit the data to $SSA. The percentage of new S8Ns issued at

birth has steadily incressed since the Enumeration st Birth (EAB) process was initisted

in FY 1988, Upon full participation of all 50 States, expected to be achieved by

mid-FY 1995, SSA projects that about 60 percent of all new §8Ns will be issued through

the EAB process. .

Service Delivery Performance

The Agency's customer service plan seis two servics standards for the enumeration
process. One 18 1o 1ssue new or replacement cards within 5 working days of recewving all
necessary documentation. The other is to tell customers their S8N within 1 working day
of receiving all needed information, when they have an urgent need for a number.

Another Agency service objective is {0 issue SENs cards accurately. 88Ns can be issued
insccurately in two ways: an applicant is issued an SSN that belongs to someone else, or
an applicant already has an 88N but iz assigned another original 8SN and the S8Ns are
not cross-referred.

IMEASURE _ CURRENT PERFORMANCE .
% SSNs issued within 5 days of receving o information 94.6%  [FY 1994)
% Appliconts who con be nofified of SSN within 24 s, 84.4% {FY 1974)

% SENs issued oocurately 29.7% {July '§2-June 93}
S0
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Qurrent Agency Assessmenits

Operational Efficiency

About 3 percent of SSA’s administrative resources are expended on enumeration
activities. Cost and productivity indicators for the enumeration process are shown below

for FY 1894, .

MEASURE = VALUE
SSNs Issuedd {includding replacements) 18,142,409
Workyeors Expendied 2.55%
SSNs Processed per Workyeor 8,307
Unit Cost $10.30

Assessment

Input recently obtained from its customers confirma that, overall, S8A's current
performance measures correctly define what customers consider to be good gervice
regarding issuance of 8SNe, Modernization of the enumeration system, which is
essentially complete, has dramatically improved processing times and enabled the Agency
to mest its customer service standards most of the time.

Frequently, SSA is unable to completely handle requests for SSN cards at the firgt point
of contact as its customers prefer. Those many customers who request a new or
replacement SSN card by telephone must make a second contact with 88A, either through
the mail or an office visit, to submit documents required to prove age, citizesship and
identity,

Also, there are particular groups of customers for which service could be improved,
including: those served by the EAR process, foreign-born individuals and employers who
have an immediate need to verify S8Ns for hiring or payroll purposes.

For parents who request SSNs through the EAB process, it can take up to 120 days for
some States to transmii the data needed by S5A 0 process these requests. This lengthy
delay generates duplicate SSN requests and follow-up ingquiries, an inconvenience to the
public and added operational cost to S8SA. These problems will be further exacerbated
when parents are reguired to have an 88N for children under age one in order to claim
them as dependents on their FY 1985 Federal tax returns. It has been successfully
demonstrated in certain States that the time fo transmit SSN data to S8A can be reduced
to 80 days by implementing an electronic birth certificate process. ,
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Foreign-born individuals residing in the U.8. must visit a local SSA office in person to

apply for an BSN because, as proof of identity and citizenship, they must sebmit .
Immigration snd Naturalization Service {INS) documents that wust be kept with them at

all times, In addition to the increased number of people coming into a local office, and the
resultant long waiting timees that this causes in some metropolitan offices, the

authenticity of INS documents is difficult for SSA employees to verify.

Employers who have an immediate need to verify SSNa for hiring or payroll purposes may
do so by calling the 800 Number or local offices, However, it is not practical for
employers, or for S84, to handle large numbers of SEN verification requests in this way.
High.volume requests may be sent to 88A on magnetic tape for processing through the
enumeration verification system (BVS). Because this process takes about 4 weeks, it does
not effectively serve employers who have an immediate need to verify employment
eligibility.

General Business Approach

techneological means of identification that will become available in the future, offer
possibilities for enabling most 8SN requests to be handled in one contact. S8A is
currently engaged in = pilot to provide 8SA employees direct sccess via terminals or
IWS/LAN 1o State vital statistics data bases. This capability will expedite validation of
information needed to issue g new or replacement SSN card. We also are explering the
use of kiosks and other technology to allow customers to request S8Ns electronically in
order to free employess to interact with customers on other S8A business. In the
meantime, several efforts are being pursued that focus on improving service for the
particular customer groups discussed in the assegsment section.

In the long-term, expansion of current electronic verification capabilities, ag well as other .

To reduce the time it takes to assign SSNs at birth, efforts are underway to increasse the
number of States that use electronic birth certificate processes. SSA must accelerate
thess sfforts in order to avoid potential service problems and additional ressurce demands
that could result from the new requirement that all persons, regardless of age, who are
claimed a8 dependents on Federal tax returns have an SSN beginning with tax year 1995,
Currently 34 States have agreed to meet & 30-day processing time objective in return for
funding to implement electronic birth certificate processes. By FY 1996, 8SA intends to
have cooperative agreements in place with the remaining States.



Current Agency Assessments

S8A has initiated discussions with the Immigration & Naturalization Service (INS) about
ways that we can provide one-stop service to foreign-born customers who need S8N cards.
Options being considered include out-stationing 85A employees at INS facilities to take
SHN applicatione or having INS emplovees take the applications, review supporting
documents and forward the information to 8SA for processing. We also continue to work
with INS to improve telecommunications linkages, so that our employees can ’
electronically verify alien status.

Improvements are planned that will make it easier for employers to verify S88Ns for
employment eligibility purposes. 88A is expanding the capacity of the Enumeration
Verification System (EVS) t¢ handle greater numbers of inguiries from employvers and .
State and local agencies who need to verify 58Ns of applicants for public assistance
benefits. A prototype online verification system is being developed to iest the feasibility
of providing employers online verification of an employee or job applicant’s SSN. These
improvements also will broaden the Agency’s verification capability so that it is better
egipped to handle more work, and thus avoid a further resource etrain, in the event that
S84 is required to assume a greater role in smployment eligibility verification,

The foliowing Key Initiatives discussed in Part V are relevant to smproving the
enumeratlion process:

7. Integrated Client Dats

12.  Electronic Service Delivery
14.  Reengineering the Policy Process
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Business Process: EARNIN GS

Description

Social Security benefits are based on an individual's earnings as reported to SSA. Reports
of earnings rmust be fled annually with SSA by every employer whe is Bable for Social
SBecurity and Medicare taxes, It is through the earniogs process that SSA establishes and
maintaing a record of an individual's earnings for use in determining insured status for
entitlement to retirement, survivors, disability and health insurance benefiis and in

wc\a}culating benefit payment amounts,

Emplovers may submit wage reports to SSA on paper or magoetic media. The process for
recording wages is 8 centralized annual operation performed by employees in S8A' Office
of Central Records Operations. To ensure completeness of earnings data, wage items are
matched yearly against employer tax data reported to IRS. Record corrections may be
initiated by an employer or by SSA.

Individuals may request atatements of their earnings records and corrections fo those
recards by contacting SSA in person, by phone or through mail, Historically, correction
requests were sent to the Office of Central Records Operations for handling. As a result
of recent systems enhancements, much of this work now can be completed wherever it is
initially received. Local offices and Processing Centers are typically involved in the more
complicated correction cases and those identified in connection with claims for benefits,

Workloads

In FY 1884, 88A processed sbout 222 million earnings items. This workload is projected
to increase to over 252 million items by FY 2000. Legislation requiring 884 fo issue
garnings atatements annually to taxpayers age 60 and over beginning in FY 1895 and age
25 and over beginning in FY 2000, will generate additional work for the Agency, mostly in
the form of public inquiries and requests for earnings corrections. Based on a recent test
mailing of FEBES, SSA expects that in FY 2000, when statements must be issued o
taxpayers age 25 and over, the munber of requests for earnings corrections will be more
than double the FY 1984 level,
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Service Delivery Performance

The Agency currently measures its accuracy and timeliness in posting wages and i
developing the capabllity to measure how timely earnings corrections are made,

MEASURE ' PERFORMANCE

% reported eamings posted accurotely : Y8.8% [FY 1994)

% wage reporis posted within & months 82.6% [FY 1994}
-1 following close of tax yeor

88A steadily increased the number of annual wage postings made within 6 months (from
67 percent in FY 1989 to 83 percent in FY 1883), largely through automation
improvements to the earnings process. In FY 1884, start-up problems with new software
enhancements caused a significant decrease in the timeliness of the earnings postings.

We expect to return to the previous level of performance next year. The accuracy rate has
remsined consistent at about 99 percent over the past 5 yesrs.

. Operational Efficiency

The earnings process currently consumes 3 percent of S5A's administrative resources.
Most of these resources are devoted to the annual wage posting operation, a relatively
low-cost, batch-processed workload., As earnings corrections and other fallout workloads
are generated from the snnual issuance of PEBES, the earnings process will demand »
greater proportion of 88A's resources. However, this increased resource demand should
be tempered somewhat by further productivity improvements that will be realized from
eystems enhancements currently being implemented. .

FY 1894 rost and productivity data for the annual wage report and individual earnings
gorrections workloads are shown below.

ANNUAL WAGE fTEMS INDIVIDUAL

CORRECTIONS

tomings Hems Processed 221,949,522 107,435

. Waorkyears (WY Expended 1,554 430
tems Processed par WY 142,652 250

Unit Cost $0.5 $272.2%

e T T
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Assessment

SSA has implemented major features of the Modernized Earnings System (MES) that are .
improving the service and operational efficiency of the earnings posting and corrections
functions. By the time the Agency faces substantial growth in sarnings ingquiries and
corrections reguests, anticipated from the required annual issuance of earnings .
statements, a vastly improved earning corrections process will be fully in place.

Prior to earnings modernization, the earnings corrections process involved up to

15 techniciane, as many as 29 processing steps and the completion of an average of

14 separate paper forms. This lengthy resolution process, in many cases, took 1.2 vears
to complets, generating duplicate requests and follow-up inquiries from our customers,
With the most recent software enhancement implemented during FY 1884, virtually all
earnings corrections can be made online, gll paper forms were eliminsted and the most
complex corrections require no more than 8 technicians and 5 steps. It is now possible for
many corrections to be made within 2 days.

During FY 1895, online correction capability will be extended to local offices, Teleservice
Centers and Processing Centers, increasing the Agency’s capacity for handling earnings
inguiries and corrections requests., With this latest enhancement, hand-offs to the Office

of Central Records Operations will be reduced and many corrections requests will be .
completed at the point of initial contact.

S8A also recently implemented a more automated earnings posting process supported by
new imaging equipment that eliminates much of the overhesd associated with handling
paper earnings reports (W-2s8) and enables the consolidation of annual wage reporting
operations into one Data Operations Center (DOC). (The mission of the DOCs previously
consisted primarily of processing paper earnings reports.) As s result, S8A is redeploving
emplovees in the other two DOCs to help improve the 800 Number service parformance,

A high earnings posting accuracy rate of 89 percent still translates 1o over 2 million

unposted earnings items and potential earnings corrections requests. Consequently, S8A

has instituted continuing efforts to further improve the quality of employer reperting,

When esrnings reports cannot be posted to an individual earnings record, they are placed

in the Earnings Suspense File. Ongoing apalysis of the Earnings Suspense File is

conducted to identify problem employers in need of training. S8A hes expanded public
relations and education activities with employer, employee and professional groups to .
improve the quality of their W.2 reports and direct them to the proper Agency contacts for
asgistance in resolving problems. In a recent survey, many employers who contacted SSA
with wage reporting queations or problems reported a high level of satisfaction with the
services they received. However, some employers expressed dissatisfaction with service
from B8A headguarters, indicating it was difSicult to locate g person who was
knowledgesble about their particular problem.

, ®
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General Business Approach

SSA has completed major improvements to the earnings process that have freed resources
for other uses and better positioned the Agency to handle the increased work that will
result from the annual issuance of PEBES. The new earnings posting process has
enabled S8A to consolidate posting operations into one site and redeploy emplovees to
improve telephone service, As the earnings corrections process has become more
sutomated, SBA has retrained and redeploved employees in central records operations to
other jobs in teleservice, disability operations and local offices. This practice will continue
as automation allows more earnings correction work to be compieted in local offices.

Further incremental improvements are planned to make the earnings process easier to
use and more efficient, For example, 58A is piloting the use of opiical digk storage to
eliminate dependency on microfilms and make more earnings documentation available
online. This automated approach will be combined with unigue software, reliant on the
IWS/LAN platform, designed to locate records that traditionally elude computer searches.
Such eapability will allow more earnings inquiries and corrections requests to be handled
in one cortact and free employees now manually searching microfilmed emplover records

to do other priority work.

Several activities are directed at improving the quality of employer wage reports. SSA is
evaluating the cost-effectiveness of using the EVS for annual pavroll ver.Acation purposes.
Preliminary analysis of pilot dats indicates that the accuracy of wage postings improves
dramatically when employers use the EVS to verify employee B8Ns prior to submitting
wage reports. Additional alternatives will be made availsble to the business community
to allow employers to file their wage reports electronically using S8A software standards
and edits. To improve service to emplovers who call 88A about wage reporting problems,
S8A plans additional training for headguarters employeer and is considering the
establishmaent of 8 specialized unit in headquarters o answer employer wage reporting
quesations.

An initiative recommended by the National Performance Review to simplify wage
reporiing government-wide is one that may have major implicatione for SSA's earnings
process in the future, SSA is participating in an effort led by IRS to establish a single
system for employers to file Federal and State wage and tax information, in order to
reduce eniployers’ wage reporting burden and increase complinnce and accuracy,

The following Key Initiatives discussed in Part V are relevant to improving the earnings
DrOCEss:

12.  Electronic Service Delivery
14.  Beengineering the Policy Process

4%
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Business Process: CLAIMS |

Description

To become entitied to benefits under any of the programs that SSA administers, an
individual must file an application and submit proof of eligibility. Those who are
‘dissatisfied with SSA's decisions may reguest further review. The claims process
comprises the actions that 884 takes to determine an individual's eligibility for benefits,
beginning with the individual's initial contact with SSA through payment effectuation or
the three levels of administrative appeal that a claimant may request.

The process for determining eligihility for benefits involves certain basic functions that
are consistent across each of the programs that 88A administers: outreach and
information, intake, evidence collection, determination of eligibility, notification of award
or denial and initig] payment, However, eligibility requirements, service and cost
performance vary considerably by program and type of benefit. For this reason, the
analysig that follows provides diatinct information about the claims processes for the four
major types of benefits that SSA administers: the OASI DI, 881 Aged, and S8I
Rlind/Disabled programs,

Workloads

In recent years, the Agency has experienced unprecedented increases in both DI and 881
disability workioads. About 3.9 million disability claims were filed in FY 1994, a

53 percent increase over FY 1990 levels, Appeals workloads, which are largely generated
from disability claims, have similarly grown. In FY 1994, about 550,000 hearings
requests were filed, & 77 percent increase over FY 1990 levels. Over the same period,
OAST claims have decreased slightly, while 551 Aged claims have declined by over

14 percent.

Disability claims and sppeals workloads are projected to continue £ grow over the

FY 1883 to FY 1989 period by about 14 percent. OAS] and 881 aged claims are not
projected to increase during this period.
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Service Delivery Performance

The Agency messures performance in processing claims and appeals in termas of both
accuracy and timeliness. The "initial payment sccuracy rate” is the measure of accuracy
of the first payment made to newly awarded OAS] and 85I claimants (without regard to
" the determination of digability). The “index of dollar accuracy rate” measures the dollar
accuracy of initial adjudicative dscisions over the retrospective, current and prospective
lifetite of the payment, For DI and 85] initial blind/disability claims, the “decisional
accuracy rate” is the net aversge of the percent of accurate decisions made by the DDSs
regarding medical eligibility, as determined by 88A’s Office of Program and Integrity
Heviews.

INTIAL PAYMENT INDEX OF DOLLAR  DECISIONAL
ACCURACY RATE ACCURACY ACCURACY
(FY ‘¢3) (FY '93) (FY *94)
OASH 90.8% 99,8% n/c
Ssl 24.0% 26.2% nfa

Dt andg 581 combined n/a nfa 24.8%
L n?c: = not cpphcotﬂe
Timely service in determining benefit eligibility is currently measured relative to the
service level objectives that are set in the ASP. These service obiectives may be revised
as SSA is able to better determine from customers what they consider to be timely
service. In its customer service plan, 88A has made a pledge 20 buprove service in the

disability area by redesigning the disability claim process so that, ultimately, customers
can expect to receive a decision within 60 days of filing for disability benefits.

As indicated by the FY 1894 performance data shown below, the greatest gaps between
current performance and service level ohjectives are in the disability snd appesls areas.
Processing times, on average, are much further from Agency service objectives for
disability claims and appeals than for OASI and §S1 Aged claims,
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F«’mmwf SERVICE LEVEL OBJECTIVE o PERCENT AVERAGE
o ' MEETNG  'PROCESSING
o - o g _OBJECTIVE  TIME [DAYS)
Complete inifial OASI applications before fist reguier | 8L1% 15 ‘

payment due of within 15 doys from effective dole of
fiing, if loler  [FY 19%4)

Poy or deny inflial 881 Aged cigims within 14 days of 83.2% 17
fiing dote {(FY 1994
Pay or deny inifiol Di claims within 4 months ofter onset AS AR a7

or within 60 ciays of effective filing dale, whichever i
later  (FY 1994}

Pay or deny infial 881 disoiity claims within 60 days of 23.4% i
filing dote IFY 1994}

Moke and send notice of reconsigerafion decision
within 60 days after filing dote

s 57.4% N/A
Df {Sept 94) 54.2% 64
Make ongd send nofice of heorings decision within 120 B.6% 306
days ofter filing  (FY 1994}

Make ond send notice of Appedis Council review A0 4% 126
decitdons within G doys ofter filing dote [dola for FY ‘94

thry July)

Operational Efficiency

Approxtmately 67 percent of 8SA's totel administrative resources are used to process
initial claims and appeals—including about 15 percent for UASI and 8851 Aged benefits
and about 52 percent for DI and SSI Blind and Disabled benefita. About 95 percent of all
appesl requests result from claims for disability benefits. The following two tables
provide FY 1994 costs and productivity data for initial claime by type of benefit and for
each administrative level of sappeal. Figures include both Federal and State resources’
{workyears and dollars) expended in processing disability work.

52



Current Agency Assesgmenids

FY 1994 OASS 55 AGED DI SSIBUND &
. RISABLED
Initial Claims Processed 3,206,793 204,402 1,888,807 2082547
‘Workyears (WY} Expended 8.836 75 12,043 11,084
Inifial Cloims Processed Per WY 363 303 157 185
Unit Cost per iticd Clpim $i8%.18 $228.12 $498.43 $420.35
00 0000 A
FY 1994 RECONSIDERATION HEARINGS® APFEALS
{COASDI/SS) COUNCH
. REVIEWS®
Appedis Processad 1,152,322 A0 29 70,063
Wotkyeors (WY Expended 4,497 8.434 583
Appeals Processed Per WY 256 50 120
Unit Cost $287.15 $1,158.09 $481.48

!I”IC'UGES Meaiﬁﬂfa [o{a}L: 1N

Assessment

The costs for processing disability determinations are enormmous—ceonsuming more than
half of SSA's total $5.2 billion administrative budget in FY 1984. Unprecedented
disability workload increases have severely strained Agency vesources. Large numbers of
pending cases and long processing times are the result. High workloads will continue
with disahility claima and resultant appeals increasing by 14 percent from FY 1993 to
FY 1994,

The current disability process, essentially designed in the 1850s, is fragmented,
paper-bound, burdened by overly complex policies, has t00 many steps, makes little use of
technology, and is clearly not customer-oriented. Faced with worklosd growth and limited
resources, SSA hag determined that significant service-level improvements cannot be
realized without completely reengineering the process for receiving and deciding disability
claims and appesls.
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When the redesign is fully implemented, it i8 expected that average proceasing time to
pay or deny initial claims will improve to 60 days and processing time through the
hearing stage will improve to 225 days. However, because of the complexities and
investments involved in making all of the changes needed to attain these levels, it will
take approximately 5 years to achieve these processing time gouls. To achieve some
near-term results in reducing disability case pendings and processging cases in less time,
SSA has developed 8 Short Term Disability Project Plan that is designed to expedite
clsime processing in a way that will support the redesigned disability process. The plan
is 8 {emporary initiative with targets for significantly reducing pending cases in the State
DDSs and hearings in S8A's Office of Hearings and Appeals, by December 1998,

Other Claims Processes

The UASI] and 881 Aged claims processes are not nearly as complex as the process for
determining disability. Because eligihility factors, such as insured status, income and
resources, are more clear-cut, appeals are infrequent and there are significantly fewer
processing steps overall, For OASI claims, hand.-offs between locations are generally
Limited to those cases that cannot be fully processed electronically. The 851 claims
gystem was designed at its inception to allow claims to be processed completely in the

local offiges.

While these processes are considered essentially sound and SSA's service is good, there is
room for further improvement in the OAS] and 551 aged claims areas, SSA's spproach
for improvement focuses on completing more claims at the initial point of contact and
increasing efficiency through paperless processing. The TWS/LAN is the requisite
platform for tools such as document imaging and decument workflow management
software, that will ensble paperless processing. Key efforts include completing the
modernization of the programmuatic systems and data bases that support the claims
processes and establishing an entirely electronie claims file. The benefits of doing so are

many, For example:

» Emplovees will be freed to focus on serving customers rather than processing
paper;

» Customers will only need to provide information once when fling for benefits
under more than one program;

+ Maost applications can be fully processed at the point of contact;
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» Employess will have immediate access to customer information whenever a
customer requires subseguent service;

» Authorized employees will be able to access files, no matter where they work, on a
need-to-know basis; :

s Work can be redirected to where it can most appropriately and efficiently be
completed;

» The tremendous costs (several hundred million dol]m‘s each year) of moving and
storing paper files will be reduced; and

» Third parties can provide information electronically that is entered directly to the
claims record, e.g., State vital statistics information.

Four key initiatives are planned that will promote paperless processing. One is to
redesign the Title Il system to enable automation of the remaining claims and
postentitlement actions that are now processed manually. The redesigned Title I system
and a second initiative to modernize the SSI system will also provide more data online so
that employees can more frequently handle customer requests in one contact. The third
initiative involves a pilot to test the use of imaging and document management
technologies in combination with the IWS/LAN in suppoert of paperless rocessing. A
fourth initiative is to establish a “whole client” record by integrating S8A's various
programmatic data basea so that client information can be shared among systems.

SSA has completed several activities and a number of others are underway that set the
stage for eliminating paper entirely. Evidence-retention criteria have been refined, new
practices for discarding unnecessary paper have been established and electronic record
formats have been created. The practice of certifying the most critical data from a paper
record and recording that data onto an electronic data base is being expanded to all public
records needed to document a claim. The feasibility of extending this certification policy
to non-public records is being explored, as well as alternative ways, such as imaging, to
eliminate the need to retain paper documents that are not appropriate for electronic
sertification, Finally, and key to a totally paperiess environment, the Agency is
developing a strategy for handling signature documents critical to fraud deterrence and

prosecution,

In addition to these efforts, SSA will explore new ways for individuals to Ble claims and
provide claims information through, for example, automatic entitlement and electronic
access to our claims systems software. Electronic access could be extended not only to
individuals, through personal computer connections or kiosk machines, but also to third
parties such as personnel offices of large employers.
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Finally, SSA recognizes that implementing specific changes to the disability process has
implications for the way its other claims processes or programs are administered. This is
particularly true with respect to claims intake procedures and the ndministrative appeals
process. As the digability process redesign is implemented, S8A will consider whether
parallel process changes or modifications are necessary or appropriate in its other claims
ProCeBses Or Programs.,

The following Key Initiatives discussed in Part V are relevant to improving the claim
process; '

i Disability Process Redesign

2. Short-Term Disability Plan

5. Title II Redesign

7 Integrated Chent Data

9. S8I Modernization

10.  Notice Improvements

11.  Paperless Processing

12.  Electronic Service Delivery

14.  Reengineering the Policy Process
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Business Process: POSTENTITLEMENT

Description

Onee individuals become entitled o Social Security or 881 benefits, any changes in their
circumstances that affect the amount or continuation of payment must be reflected in
S8A’s records. The postentitlement {PE} process encompasses the actions that SSA takes,
after an QASD! or B8I claim is processed to an initial award, to ensure continuing
eligibility and timely and correct payment of benefits, Examples of these actions include
change of address, non-receipt of checks, change of payee and review of pavee accounting
information, benefit recomputations, overpayments and reviews of continuing eligibility,

A PE activity may be customer-initisted or 3t may be genersted from internal Agency
processes based on existing or updated automated data. A client is vsually contacted
through the mail when S88A initistes the action. Clients may contact SSA by telephone,
mail or in person to report an event. Emplovees throughout the Agency, in S8A's local
offices, hearing offices, Teleservice Centers, Processing Centers and central record
operations, and in the State DDS8s, are involved in varving aspects of processing PE
actions,

Workloads

Over 90 mallion PE transactions were processed in FY 1994, including over 11 million
SSA-initiated reviews conducted to ensure program integrity. Poatentitlement workloads,
which generally grow commensurate with the growth of the Social Security beneficiary
population, are projected to incresse by about 19 percent from FY 1993 to FY 1999

Recent legislation will generate significant additional workloads in the postentitlement
area. The Social Security Independence and Program Improvements Act of 1984 includes
provisions placing new restrictions on disability benefit payments to individuals who are
disabled, and for whom drug addiction or alcoholism is a contributing factor material to
the determination of disability, and requires that SSA perform CDRs for & minimum
number of 851 recipients each year for 3 years,
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Service Delivery Performance

8SA does not presently measure the dollar acouracy rate for all postentitiement sctions,
but is developing the capahility to do 8o in the future. SpeciBic messures of acouracy,
however, do exist for 8S] redeterminations and CDRa.

For postentitlement, an indicator of timely sarvice ig the nurober of continuing payments
that are made on the scheduled delivery date. - 884 also is developing the capability to
track how quickly replacement payments are made in situstions involving non-receipt of
benefit checks. The average processing time of PE actions is measured for cortain
workloads at the component level, but is not available for the Agency overall

MEASURE PERFORMANCE

index of Diollar accyracy rate for 581 24.8%
redeterminaiions [FY 1993]

Performance accuracy rate for $4.2%
CDRs [FY 1994) )

% confinuing monthly payments DASDL  99.9%
made on schedule (FY 1993) 851 9%

Operational Efficiency

About 24 percent of SSA's administrative ressurces are expended to process
postentitlement transactions, Over half of these resources are devoted to making record
changes, both in response to customer-reported events (e.g., address changes and
non-receipt of checks) and 85A-initiated events such as benefit recomputations or
overpayment detections. The remaining amount is used to conduct various S8SA-initiated
reviews to ensure continuing eligibility. These reviews include annual reports of
earnings, verifications of school attendance, 881 redeterminations of income and
resources, representative pavee accountings and CDRs. The following cost and
productivity Bigures for ¥Y 1984 include both Federal and &tate resources (workyears and
doliars) expended in processing record changes and continuing eligibility reviews.
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FY 1994 S RECCORD CHANGES CONTINUING ELIGIBILITY

REVIEWS
PE Actions Processed 78962547 11,228,722
Workyears {WY] Expended 10,343 8,017
PE Actions processed Per WY ’ 7834 1,401
Uit Cost $8.4% $4B.44

%

Assessment

S84 is delivering the “basics” of good service to its customers in the postentitiement
area-~corntinuing monthly payments are made on schedule 99.9 percent of the time. Even
80, the payment delivery problems experiencad by the remaining .1 percent of our
customers generate a considerable amount of work for 88A. Check non.receipt is one of
the most frequent ressons that customers call the 800 Number and 8SA expends
considerable administrative rescurces, over 2,200 workvears in FY 1993, to resoive
non-receipt issues and handle other payment-related work such as returned checks.

Many of the situations that ceuse check non-receipt and other payment-roiated wark coudd
be avoided through the use of elecironic funds transfer. Beneficiaries who use direct
deposit to receive their payments are 10 to 15 timep less Bkely to experience g problem
with their payment being Jost, stolen or delayed than are check recipients. In addition,
S8A is able to more efficiently recover payments that sre not due (e.g., payments issued
after death) when they are igsued electronically.

The Agency's performance in managing debt is also strong. Overpayments as a
percentage of benefit payments are approximately 0.6 percent. Annual debt detections
average about $2 billion, with debt collections and debt write-offs being sbout $1.3 billion
and $.4 billion respectively. SS8A collects &8 for every dollay invested in its debt
mansagement program; about 3,200 workyears are expended annually on overpayment
work. ’

it iz ot so clear how well the Agency is doing in other facets of PE service, While
average processing time for PE actions taken in the Processing Centers is measured,
there is no overall Agency messurement of the timeliness of PE record changes, that is
from the time of the initiating event {(e.g., customer reports, cyclical updates and data
matches initiated by S84) to final resclution. Although the accuracy of CDRs, SSI
redeterminations and 800 Number calls 1= measured, no Agency-level measurement of the
overall accuracy of PE record changes presently exists,
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As our customers prefer, SSA completely handies many PE transactions at the customer’s
first point of contact. Most Title IT address changes and annual reports of earnings are
prime examples, However, significant numbers.of PE transactions require that
subsequent actiona be taken, many in a location other than the one that received the
original report. TSCs refer to local offices any reporis that cannot be handled to
completion over the telephone, such as thoss requiring submission of verification
documents ar forms signed by the customer. Processing Centers resolve Title II
automated processing exceptions that result when actions input by the local offices or
Telsgervice Centers cannot be processed through the automated systemn. The hand-offs
inherent in the current process, often necessitated by documentation requirements and
present automation limitations, affect how quickly the Agency is able to process PE.
actions,

Many PE events have no immediate customer origin, but are initiated by S5A to ensure
correct payment of benefits, SSA performs various eyclical operations to update payment
amounts, such as cost-of-living adiustments, benefit recomputations based on additional
earnings, and annual earnings enforcement actions. Most of this work related to the
OASDI program is handled in the Processing Centers when it cannot be processed
through the automated system.

For OASDI, and more extensively for 881, SBA maintains regular computer interfuces
with other Federal and State agencies {e.g., Internal Revenue Service, Veterans
Administration, Railroad Board, Siate unemployment and workers compensstion offices.
S8A alse has computer interfaces with the Medicaid program (nursing home admissions)
and Federal and State prisons to determine changes of iving arrangements that affect
S$51 payment amounts. As the number of beneficiaries continues to increase, the PE
workload increases as well. The investment in electronic interfaces helpa to protect the
integrity of the programs but slso creates mure work because of the number of cases to be
investigated.

The SSI program PE environment requires constant monitoring, since eligibility for each
month must be established or presumed at regular intervals. In addition to using
computer interfaces to detect income and resources, S8A regularly conducta continuing
eligibility reviews to enaure the integrity of the rolls. Qur redetermination process is
based on profiles of beneficiaries established by research on the experience of initial
claims and past redeterminations. Beneficiaries are categorized as “high error” potential
(reviewed annually by personal contset), “mid-level error” potential (reviewed annually by
personal contact ¢r through completian of a mailed form) and "low error” potential
{reviewed every € years by personal contact or through completion of a mailed form).
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Of the various continuing eligibility reviews conducted by the Agency, CIIRs are the most
regource intensive. SSA is required to complete periodic reviews of disability beneficiaries
o determine their continuing eligibility to benefits, However, since 1991, the pressures of
the growth in digability claims and resource constraints have significantly hampered the
Agency's sbility to complete CDRs in any significant number, GAO has estimated that
30,000 ineligible beneficiaries were receiving payments at the end of FY 1930, a cost to
the Trust Funda of about $2.5 billion through FY 1897, To improve this situation, S8A
has implemented a new CDR mailer process to eliminate non-productive reviews and
allow the Agency to conduct a greater number of CDRs with the same lovel of resocurces.
Even with the new, more cost-effective CDR process, 8SA is unable to complete many
CDRs that come due.

In addition to the currently required periodic CDRs, the Socig! Security Independence
and Program Improvements Act of 1994 requires that SSA process 100,000 more 881
CDRs, sloog with CDRs on one-third of SS8I children at age 18 for FY 1996 through

FY 1988, Other provisions of the legislation place a further substantial administrative
burden on SSA. These include 3 36-month payment Hmitation where substance abuse is
material to disability, suspension for non-compliance with treatment requirements, Limits
on the size of retroactive payments, and extension of existing 881 representative payee
requirements to DI beneficiaries. The specifications for these new workloads are
discussed in greater detail under the initiative titled “Legislated Provisions Related to
Drug Addiction and Alcoholism™ in Part V.

Since 1988, many changes in 8SA’s representative payment business policies and
processes have epabled ua to improve service performance tn such areas as beneficiary
due process, payee investigation/selection, and payee oversight, Central to these
improvements has been the development of a new automated database to track payee
performance. Further automation of representative payee workloads is needed to enhance
service performance. The payee databaase, the Master Representative Payee File, does not
yet contain information on more than 1 million beneficiaries with payees. This
information ia needed to frack the performance of these pavees and is a prerequisite to
eliminating the less efficient systems now used to control the current accounting process.

Unlike many of SSA's other processes, the trend in representative payment has been
toward more face-to-face public contact and folder documentation in response to the need
to promote protection of a vulnerable clientele. With the increase in the disabled
population (smong whom payee turnover also is especially great) has come a rapid
increase in the representative payment rolis. This growth is expected to continue
outpacing growth in the rolls as & whole, and, along with a concomitant increase in
asdministrative costs, signals a need for streamlining efforta.
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S84 operates a rehabilitation reimbursement program in which State vocational

rehabilitation (VR) agencies are reimbursed for the costs of the services they provide to .
S84’ beneficiaries if the services result in a return to work at the substantial gainful

activity level for 8 continucus months. In FY 1994, 8SA reimbursed the State VR

agencies $63.5 million for successfully rehabilitating about 6,000 beneficiaries with'

disabilities.

General Business Approach

The Agency’s approach for improving the postentitlement proceas focuses on: providing
better customer gervice primarily by enabling more business t¢ be handled in a single
contact, freeing resources for other priority or inerenging workloads by automating more
PE work and more effectively handling program integrity work to help restore public
confidence.

One key effort involves exploiting the many service features and payment processing

efficiencies that can be made possible through electronic funds transfer, and increase the

number of customers using this more reliable and convenient means of receiving their

payments. Doing so allows us to not only provide better service to our customers, but alsc .
reduce payment-related workloads sand the costs associated with disbursing checks.

The electronic payment services initiative encompasses a range of activities designed to
move 85A toward an all electronic payment environment, consistent with the goals of the
NPR. 58A will more aggressively market the advantages of direct deposit to the public
and financial community. In accordance with recently established government-wide
policy, SSA will presume the use of direct deposit by all beneficiaries who have bank
accounts. We will establish the capability to provide payments electronically to
beneficinries who do not have bank accounts. Use of the national Automated
Clearinghouse (ACH) system to communicate with financial institutions will be expanded.
New usee include automated enroliment for direct deposit and electronic verification of
bank account resources for SS8I recipients in lieu of the current paper process,

The focus of other Agency efforis to improve the postentitlement is on automation
enhancements that will reduce the hand-offs and manual work effort now required to
effect many status and pavment changes. These enhancements will also provide more
data online to enable work to be handled at the first client contact. The key initiatives for
doing this are essentially those that also contribute 1o claims process improvements and
the achievement of the electronic claims file, most importantly:
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IWS/LAN; . S,
Paperless Processing; :
Title II Systems Redesign;

Integrated Client Data;

881 Modernization; and

Reengineering the Policy Process.

¥ ¥ * w w» v

In addition, an initiative to provide clearer notices should help to reduce PE work that
occurs when customers do not understand our correspondence, and as a result, do not
properly report changes or make additional contacts with SSA for explanations.

The combination of increasing sutomation and the public’s growing preference for
reporiing changes by telephone rather than by mail, hag significantly reduced the volume
of traditional work performed by the Processing Centers. In response to these changes,
the Processing Centers have downsized considerably over time and taken on new
workloads. For example, they now perform a direct service role in answering 800 Number
calls on peak calling days.

The redesigned Title I system, when fully in place, will have the effect of further
reducing the workloads that are currently performed in the Processing Centers. There
will continue to be residual systems fallout work and other high volume work that cen be
best accomplished in a centralized operation. However, predicted reductions in Processing
Center work resulting from planned automation are of such a magnitude that it will be
neceasary for 8SA to redefine the role the Processing Centers will have in future Agency
work processes and determine what organizational structure can best support that role.

Consistent with the goals of the NPR, SSA plans to increase the number of CDRs that it
will conduct annually beginning in FY 1995, In addition to continually refining the
current CDR mailer process, SSA will process a sample of 881 CDRs in FY 1995 to
evaluate how best to proceed with the additional reviews recently mandited for FY 1988
through FY 1998,

The NPR also called for the Congress to provide SSA greater authority to use standard
debt collection toola such as those available to other Federal agencies. Specifically, it
called for permitting S&A to use private collection agencies and credit bureaus, to charge
interest and penalties on delinquent debis and to permit recovery by offsetting other
Federal payments to which debtors are entitled, The Domestic Employment Reform Act
of 1994 granted SSA lmited access to some of these tools. SSA will take the sieps
necessary to implement these additional debt collection tools in order to enhance its
performance, In. addition tothe new legisiation, S8A plans to expand on existing
authorities as well. This includes broadening the universe of debtors who can be referred
to the Internal Revenue Service for offset of their tax refunds, expanded use of credit .
carde as a repayment mechanism and modernized remittance processing.
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We are working with the Office of Inspector General (OIG) on a review of the payee
accounting process that focuses on risk assessment. Though it is generally agreed that
the current process, while providing some deterrence effect, does little to detect misuse,
the Agency spent some $60 million in FY 1993 on a pracess that is burdensome to the
public and our employees alike. Changes based on the OIG recommendations will require
the approval of a Federal district court with oversight in this area due to a recent court
case, and the Congress.

As BSA is sensitive to the need to svoid incurring unaceeptable rigk in the payee area (of
harm to beneficiary property or persons), S5A also is exploring establishing a special
advisory committee to hold public hearings on representative payment and recommend
changes to existing policies and processes. The committee’s deliberations would focus on
protecting beneficiary righte, promoting beneficiary well-being and self-sufficiency, and
setting appropriate standards for payee performance as well as sanctions for malfeasance,

S8A is expanding the reimbursement program for vocational rehabilitation by
implementing regulations that were published in March 1994 that permit S8A to refer s
beneficiary to an alternate provider when the State vocational rehabilitation agency is
unable to provide services. This new process will improve the services available to S8A%s
beneficiaries by increasing the number of providers participating in the reimbursement
program, S8A is also in the process of developing a comprehensive employment strategy
to increase the number of current and potential beneficiaries with disabilities who choose
emplovment instead of income mainiznance.

The following Key Initiatives discussed in Part V ore relevant to improving the
postentitlement process:

5. Title Il System Redesign

6,  Payment Cycling

7. Integrated Client Data

8. Legislated Provisions Belated to Drug Addiction & Alccholism
8, 881 Modernization

10. Notice Improvements

11. Paperiess Processing

12. Electronic Service Delivery

13.  Electronic Payment Services

14. Reengineering the Policy Process
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Business Process: INFORMING THE PUBLIC

Description

- In addition to its core processes involving issuing SSNs, maintaining esrnings records,
and processing claims and postentitlement actions, SSA also undertakes significant work’
that involves the dissemination of information about the programs it administers and the
processes and procedures we use in administering these programa. This fifth business
process is summarized under the heading Informing The Public.

Informing the public about Social Security programs, and educating them about the value
and operation of these programs, is & basic Agency responsibility. Public support for
SBocial Security depends on the public having an sccurate understanding of the basic
principles of social insurance programs, of the value of these programs to themselves and
socciety as a whole, and an appreciation of the role Social Becurity programs play in the
nation's income security system. The public also needs accurate and understandable
information about key public policy iasues, such as the role of the Trust Funds in
financing Sovial Security benefits, the value of Social Security to younger workers, and
the scope and nature of potential changes to the programs. And the public needs o know-
that 58A is a careful custodian of the taxpayers dollars and the beneficiaries’ benefita, In
general, the public needs accurate and understandable information about any aspect of
Social Security that is of concern. In short, robust public support for Social Security
depends on an informed and educated public, and this is the responsibility of the busginess
process SSA describes as Informing the Public,

This business process involves SSA's extensive public information activities as well as
data exchanges with other Agencies and the gtatistical and other program data S5A
provides 1o support research and policy making throughout the government and in the
private sector. The customer end-product resulting from this business process is
essentially “information,” broadly construed.
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Workloads
Personal Earmngs & Benefit Estimate Statemenis (PEBES)

Since 1888 SSA has offered a PEBES to members of the public, upon request. ’I'heae
statements provide a report of the life-long earnings record maintained by 8SA on each
worker participating in Social Security, and an estimsate of the worker's potential future
Social Security benefits, Annually 8SA receives and processes about 4 million such
requests. In addition to their genersl role of informing specific members of the public
about &n important collection of information SSA maintains regarding their participation
in the Social Security program, the PEBES statements are slao expected to play an
important role in 8SA’s gonl of rebuilding public confidence in Social Secunty. The
expectation is that as workers receive periodic information about their Social Security
contributions and potential future benefits, that this will make more concrete the value of
Social Security and instill g greater sense of confidence in the futuve receipt of benefits.

Public Information Materials

SSA publishes pamphlets, newsletters, booklets and other informational materials about
its programs, policies and procedures so that the public can be fully informed about Social
Security programs. SSA also produces informational materials in sudis, video and
computer media, S3A publishes about 50 consumer pamphleta, booklets and factsheets to
inform the public about Social Security programs and polices. S8A also produces about
40 administrative publications that are sent as “stuffers” with notices sent to Social
Security beneficiaries. These “stuffers” contain information that beneficiaries need to
know so that the official notices can be kept shorter and easier to underatand. In total,
SSA preduces an annual volume of more than 95 million of these 90 or so publications.

SSA zleo produces a monthly camera-ready newslatter that is sent to more than

15,000 nonprofit and governmental organizations; a quarterly newsletter {the SSA/IRS
Reporter) distributed to more than 6 million employers to inform them about the
procedures and policies involved in the Annual Wage Reporting process; a monthly
package of public information materigle (newegpaper articles, scripts for radio programs,
ete.) which is distributed to all 1,300 Social Security field offices; a series of radio spots;
about 90 videotape programs each vear: and SSA operates a live satellite broadeast
network for internal communications and training purposes. SSA has also produced a
Teachers’ Kit for use by secondary schools. Currently theKit is in limited test marketing
of 3,000 copies nationwide. If the test indicates the kit is useful and in demand, S5A
intends full-scale distribution. :
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Online Compuler Access

88A is bepinning to disseminate its public information materisls via the latest online
computer technologies. SSA now has an online service over the world-wide Internet
telecommunications network, that makes available the text of many of SSA’s publications.
SSA also operates aforum on the Compuserve online network. Since 1993 SSA has also
operaied an electronic bulletin board service for the nation's employers and other
interested parties, to provide information about annual wage reporting,

Data Exchanges

S84A’s programmatic data, while critical to the administration of Social Security programs,
is important to other government agencies as well. The Social SBecurity Act and other
statutes provide for the dissemination of Social Security data to other agencies for
legitimate governmment purposes, such as administering State benefit programs, SSA
currently maintaine ahout 20 computer matching Operations by which we provide
pregrammatic data to other Federal, State and local agencies. More than 30 States slso
have the ability to make indirect electronic inquiries to S8A’s main data bases, with.
appropriate safeguards in place on the security and privacy of the data.

Statistical and other Research Data

As part of its role in fostering knowledge about Social Security, SSA distributes statistical
and research dats in several forms. S55A publishes about a dozen standard yeference
reports, SSA also makes available statistical data in electronic form for use by other
governinent agencies and researchers,

Public Inquiries

S8A receives millions of inquires from the public each year via its 800 Number telephone
network and ite 1,300 local feld offices. (These operations are discussed below under
Service Delivery Interface}. In addition to these two sources of inquiries, 88A's
centralized Office of Public Inquiries (OPI) responds to written or phons inquiries that are
raceived in SSA hesdquarters. Each year, OP! handles about 100,000 inquiries of this

type.
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S8A also receives formal requests for information under the Freedom of Information Act
(FOIA). Last year S8A received almost 27,000 requests under FOIA and also processed
sbout 100 appesals on requests that could not be granted. The Congressional Relations
Staff answers inguiries from members of Congress and their staffs, And SSA's Press
{Office handles inquiries from the medis. The primary source for the distribution of 88A’s
public information materials is SSA’s network of local Beld offices.

Service Delivery Performance

PFor most of its public information activities 85A does not have specific performance.
measures. SSA nseesses ite performance more in terms of the accessibility of products to
various sudiences and in ferme of the volumes of materials distributed. For example, ons
performance goal is to make $SA publications availsble in other languages in addition to
English. All msajor publications are now available in Spanish and & number of our Secial
SBecurity Factsheets are available in the five most common Pacific-Asian langusges.

Many local feld offices also conduet public information activities in non~E}nghs}z
languages prevalent in their service area.

In assessing public service announcements and similar materials 85A monitors the
number of “placements” these materials achieve in radio or television outle s and use this
as an assessment of the success of the product. S8A also conducts sccasional feedback
survaeys and focus groups to obtain customer input on s public information materials,

Operational Efficiency

Generally speaking, S8A does not eapture budget rescurces and efficiency data separately
for this business process. Resources and efficiency data are captured as part of the data
reparted on the other business processes described above, since the bulk of 88A’s efforts to
inform the public take place through the day-to-day work associsted with the first four
business processes. However, some staff resources are devoted to public information
activities and some workloads can be separately identified,
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QORGANIZATION APPROXIMATE ANNUAL WORKLOAD
Press Office . . 1,700 media inguies (FY '95 estimale}
Office of Public Affairs {millicim of public ntormotion
) < mcrheriols)
] Office of Public inguiries 102,000 Cc&ng;essionai ond public

ingpanes {FY ‘94

Congressiongi Relafions Stoff 18000 Congressiondl inguines
{Colengor 93}

FOIA Stoff ‘ 270300 FCHA requests {Colendar 93)
T

This is only & partial Bating of resources and workloads involved tn Informing the Public,
and mwuch of thia work has impacts larger than the numbers suggeat on their face. For
example, when the Press Office answers 2 single media inquiry this ean be an indirect
way of informing millions of people. Also, many public information inquiries are
responded to in field offices and via the 800 Number as part of routine questions.

General Business Approach

In contrast to S85A's other business processes in which we have a multitude of
performarce measures, it is more difficult to assess the effectiveness of public information
activities. The usual approach is to measure the number of publications produced, the
number of placements of a public service announcement (PSA), the number of
organizations to which a newsletter is mailed, ete., rather than measuring how successful
the publication, newsletter or PSA i5 in communicating the desired measages. In other
words, erganizations typically measure ¢fforts rather than resuits. In its ASP, SSA
committed to developing measures of the effectiveness of its efforts to inform and educate
the public, The work to develop and implement a set of measures for this business
function is atill underway.

Also, the redesigned disability process places 2 major emphasis on better-informed
applicants and on better-informed medical record providers to facilitate the development
of medical evidence for disability claims. This will be 2 major area for emphasis for S5A%s
public information efforts as the redesign is implemented.
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Key Technology Enablers

Sinee information is the "product” produced by this busineas process, those technologies
that facilitate gccess, retrieval and dissemination of information are key snablers for
informing the public. Among the technology initiatives critical to improving this business
fanction are: ’

The IWS/LAN platform
Title I Syetems Redesign
Integrated Client Data
581 Modernization

Notice Improvements
Paperless Processing
Electronic Service Delivery

*r Y ¥ O ¥ w ¥

These initiatives provide the tools SSA needs to do a better job of responding to inquires
from the public and disseminating vitsl information quickly and eficiently. For example,
one recent highly-effective innovation at 88A is the capability for the Commissioner to
communicate directly with feld facilities through electronic mail. When important,
time-critica], information needs widespread distribution, the Commissioner can send an
“all hands" message via electronic mail. Howevar, the E:Mail system iz 8 personal
computer based system, only available to those employees with ready access to networked
personal computers. Presently, in those offices without IWS/LAN technclogy, the message
is transmitted to a single employee who must print the message, make photocopies and
hand-deliver the photocopies to each employee. In the IWS/LAN sites, every employee
receives an instantaneous and direct communication from the Commissioner,

Within this overall management approach, there are five areas in which SSA will make
significant improvements,

Rebuilding Public Confidence

The biggest shortcoming in SSA% efforts to inform the public involves the public’s low
level of confidence in the future of Social Security, Overall confidence in Social Security 1
low and has been declining {for several vears. There are many reasons for this decline,

but shorteomings in SSA’s efforte to educate the public about the true value of Social
Qecurity, is clearly one of the key reasons. SSA is finalizing a comprehensive plan to
rebuild public confidence that will provide the framework to address this shortcoming.
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Improve Accessibility of Public Information Materials

88A’s network of field offices is the primary vehicle for distributing much of the public
information materisls prepared by 83A. It i3 also these game frontline employees who
answer the public’s questions and provide the bulk of the effort involved in Informing the
Public. Materials sand information that originates in one of S8A’s central office or regional
components aiso often goes to the feld offices for subsequent dissemination fo the public. -

Provide More Material for the Non-English Speaking

Just as SBA has recognized the need to make specia] efforts at delivering service to the
non-English speaking, so too, it needs 1o make special efforts to successfully inform those
members of the public who lack proficiency in English. Many of the publications S8A
produces are currently produced in Spanish, but by no mesans all of them. Only one of the
90 or so video productions crafted by 88A last year were produced in a Spenish-language
version, although two of the five videos produced for the general public last year were also
produced in Spanish versions. Material in languages other than Spanish is relatively
limited. SSA will be working to expand the material available in languages in addition to

English.

Satellite Network

SS8A’s satellite network is a vast untapped resource that could play a much fuller role in
the dissemination of some types of information. Currently there are only 46 downlink
sites that have a maximum potential of reaching only about 4,000 of S5A’s

64,000 employees. Twenty-one States have no downkbink site within their borders. The
network 1s also currently Lmited in itg mission o internal communications. Other
arganizations use their satellite networks to distribute materials to the media and to
other broadeast outlets in order to reach vast numbers of the public. 85A is considering
the feasibility of expanding the role and reach of its satellite network.
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Expand the Direct Auvailability of Information in Electronic Formats

SSA is just entering the onramp of the “National Information Superhighway.” SSA's
three main online access points are its Internet presence, its forum on Compuserve and
its annual wage reporting bulletin board service. The wage reporting bulletin board is a
specialized service that is limited in scope, but has been quite successful. The
Compuserve and Internet services aspire to be general interest sources of information

. regarding Social Security. SSA will continue its expansion into additional avenues of
electronic access and consider expanding the role and use of these electronic services.
SSA will continue its current innovative direction and will expand the types of materials
and services available via this type of electronic dissemination.

The following Key Initiatives discussed in Part V are relevant to improving the Informing
the Public business process: '

1.  Disability Process Redesign
4. SSA-Initiated Personal Earnings & Benefit Estimate Statement (SIPEBES)
5. Title II System Redesign
7. Integrated Client Data
9. SS8I Modernization

10. Notice Improvements

11. Paperless Processing

12. Electronic Service Delivery

14. Reengineering the Policy Process

74



Current Agency Assessments

B. Service Delivery Interface Assessments

Common to each of the business processes is an intersction between the public and S8A

Typically, this interaction occurs at the beginning of a process when customers contact
S8A to request 8 service and at the end of 2 ;}mcess when the service is delivered., S5A

also can initiste the contact.

Customezs expect to have a choice in how they conduct business with SSA. S88A has
responded by offering customers the choice of

Vigiting or calling one of S8A's field offices or hearing offices;

Calling S5A's national 800 Numbey;

Meeting with & third party intermediary who provides services on S84’s behalf,
Contacting SSA through the mail; or

Automated self-service options.
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Overwhelmingly, customers prefer to talk to a person, either face-to-face or over the
telephone, Customers are least likely to reguest gservices through the mail, (Since most
are still i the exploratory or pilot phases, automated self-service options are too new yet
to assess their popularity.}

In meeting its goal of providing world-class service, SSA faces significant challenges:

»  The number of SS5A customers and the size of associated workloads are growing., At
the same time, SSA does not have unlimited resources 1o devole to improved services.

»  Customer service demands follow distinet, cyclical patterns. As the number of
customers grow, the volume of visits to field offices and calls to the 800 Number will
elizmb higher during peak demand perioda.

»  Customers repestedly express certain themes In surveys conducted by 8SA. One
theme associated with choice is that an increasing number of cuatomers prefer
telephone service and would Like SSA to provide additional serviees through the
800 Number,

» Two other important customer expectations are to complete business during the
initia! contact, w}mm possible, and to have a case manager when repeat contacts are
necessary. :
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» Because they are a key to world-class sarvice, SSA must create front-line, direct
service delivery jobs which are attractive for its employees.

In the remainder of this section, each service delivery interface i8 examined in terms of .
workloads, customer expectations and satisfaction, cost and how SSA will meet its service
delivery challenges.
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Face-to-Face Service

S8A has u long tradition of providing face-to-face service for customers in ita field offices.
SS5A has 1,300 field offices nationwide which provide & full array of services for customers,
from answering general questions about programs to making complex elgibility
determinations, Field offices are open to the public generally from 9:00 a.m. to 4:30 p.m.
every buginess day. Field office representatives also make regular visits to outlying areas
to serve S5A customers who live 8t & distance from a local office or who cannot visit due
to illness. In addifion to serving customers, Seld office emyiayeea disseminate pubixc
information in their communities to heighten awareness of and increase confidence in

Social Security programs.

S8A also has a tradition of cooperating formally and informally with other agencies to
provide & single place to conduct related business so that mutual customers do not have to
go to multiple locations and furnish similar information multiple times. Saome of these
“one-stop” service agreements involve SSA employees in the field offices helping (o
administer other programs, including establishing entitlament to Medicare benefits for the
Health Care Financing Administration (HCFA); some tier | benefits for the Railrond
Retirement Board; and Black Lung, Part B benefits for the Department of Labor. In
certain situstions, SSA takes food stamp spplications for the Department of Agriculture
and the 881 application and eligibility determination serve to establish Medicaid
eligibility in some States.

Under other cooperative agreements, SSA field office employees are out-stationed in other
agencies to serve mutual cliente. Examples are:

» The Greenville, NC Field Office has establizshed a contact station at the University
Medical Center of Eastern North Caroling that is open | day each week to take
disability claims from patients and their familien. Hospital social workers identify
potential claimants, schedule appointments with the S8A representative and collect
necessary medical reports, The §5A Claims Representative uses the hospital's online
system to immediately initiate processing of the claim,

» In Los Angeles, Dallas, and New York City, S8A employees and State Disability
Examiners are cut-stationed at the Veterans Affairs (VA) hospitals to expedite 881
disability and Disability Insurance claims for homeless veterans, A VA social worker
assists in the scheduling of consultative examinstions, Many of the medical records
are available from the VA hospital
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» A District Office in New York City and the Immigration and Naturalization Service
{INS} have collaborated to out-station SSA feld office employees with INS.
Immigration documents are authenticated by INS agents before SSN applications are
taken by 88A representatives, Over 40,000 88N requests were processed at.the INS
location in the 8rat vear. ’

Although service is available in offsite locations, most face-to-face interaction with SSA
sustomers takes place in the field offices. One important exception is hearings. Clients
who appeal unfavorable decisions for S8A programs, and HCFA's Medicare program, can -
reguest a face-to-face hearing with an SSA Administrative Law Judge. The face-to-face -
hearing is a statutory right for claimants who desire this opportunity. While 60 percent
of hearings are held in one of the 132 hearing offices throughout the country, AlJs also
travel to approxiumately 325 remote sites to condugt the remaining 40 percent of the
hearings,

Workloads

During FY 1994, an estimated 24 million people viaited 88A Belg offices. SSA asnticipates
additional calls and visits during FYs 19385-1996 resulting from the implementation of
legislated requirements relating to drug addiction and aleohol and the SSA-initiated
PERES. Historically, the vast majority of visitors (93 percent) walk in without
appointments, making it difficult to fit resources fo daily traffic.

A growing segment of walk-in visitora is made up of non-English speaking and 881
clients. According to the Office of Inspector General {OIG) client satisfaction surveys,
non-English speaking persons {87 percent) are more likely to visit offices as compared to
English speaking persons (56 percent). S8I clients also are mere likely to visit-

(65 percent) as compared to insurance program chients (56 percent).

Non-English speaking and 881 clients need more personal service; e.g., face-to-face
interviews, assistance in obtaining documents, and referrals to other agencies for
additional services. Thess workloads are higher in officer serving low income areas, often
located in inner cities. Offices in economically advantaged areas have fewer non-English
gpeaking clients, higher insurance program workloads, and clents who are more likely to
request appointments, complete forme without assistance and use the telephone in
conducting business.
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Over 50 percent of walk-in traffic involves new or replacement SSN cards. One of the
reasons chients prefer face.to-face contact for this business is that the required proofs of
identity and immigration status {(e.g., birth certificate; driver's license, immigration
papers} can be returned to them immediately. Alternatively, these nnportant documents
wm:lzi have to be mailed to SSA and returned through the mail.

Another important workload factor is the ineressing volume of claims, particularly those
involving disability, These are labor-intensive workloads, taking an average of

. 62 minutes to complete a retirement or survivors claim to 97 minutes for a disability
claim. To meximize the use of client and interviewer time, feld offices encoursge
claimants to make appointments,

{ffices offer clients the choice of conducting the claims interview over the telephone.
Although nationally 45.7 percent of claime are initiated this way, 8.3 percent of these
clients come to the field office to complete the claim rather than use the mail to submit

important proofe and signed applications.

Historically, client vigits are not evenly distributed throughout the month. SSA currently
sends payments to 43 miillion insurance program beneficiaries on the same day {usually
the third of the month) and to 8 million 8SI recipients {ususlly the first of the monthl,
This payment delivery pattern resuits in workload surges during the Grst 10 days of every
month due to beneficiary guestions concerning non-receipt of checks, the amount of
payment, etc, SSA is considering ways to smooth peak workloads by spreading, or
eyeling, payments over additional days in the month. SSA also is stepping up its efforts
to market direct deposit. Clients who have payments directly deposited to their financial
mstitutions are shout 15 times less likely to report problems with benefit receipt than
thase receiving checks.

In the hearing offices, over 417,000 hearings were processed during FY 1994, AlJs met
face-to-face with claimants in about 78 percent of the hearings. Like initial claims,
hearings are labor-intensive and the volume continues to clixab.
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Service Delivery Performance

Up-to-date IWS/LAN technology is critical to ensuring avaxiabziity and improvement of R
face.to-face service delivery. With installation of IWS/LANs, aging office equipment will .
be replaced with new equipment which is less prone to failure and easier and cheaper to
maintain, Enough equipment will be scquired so that employees interacting directly with
customers will no longer have te share workstations to process customer actions. The zzew ‘
“technology will support new and more efficient processes which will enable employees to

serve customers better. For example, employees using IWS/LAN equipment will be able

to display client information on their workstation screens and, at the same time, process

the actiona needed to serve clients faster; access electronic reference materials stored on
CD-ROM, expert systems and help screens to serve clients more knowledgeably; produce
clearer letters which are essisr for customers to read using word processing capabilities;

and guickly request and receive client information located outside of 88SA using electronic

mail and fax capabilities, saving customers time.

The older equipment alsc is not capable of supporting reengineering and automation
efforts, such as the reengineered disability process and paperless processing.

Customers say it is important that service is readily accessible. For fave-to-face service, .
accessibility is related to the number and location of field and hearing offices. SSA

regularly reviews all field facilities to determine if action should be taken to open new

sites, close existing cones, or collocate a site within another facility, During recent years,

the overall number of feld facilities has been very stable. Although there have been few
openings or closings, sites may expand or contract significantly in size, and most of the

field facility actions during FYs 1983-1994 were of this type. We anticipste a few field

office consolidations and/or openings in FYs 1995-1908.

Accessibility is more of an ssue for claimants who request face-to-face hearings.
Claimants and ALJs in sparsely populated areas often travel long distances to reach
hearing sites. In fact, elaimants may be required to travel up to 75 miles to attend &
hearing. (If travel over 75 miles is necessary, SSA will pay the trave] expenses for the
claimants and their representatives and witnesses.) To increase accessibility, S8A is
testing the feasibility of using video conferencing to bring claimants and AlJs together
without the need to travel long distances.
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Customers also expect minimal waits for service in field offices. Today, SSA does not
always meet this expectation. For clients scheduling appointments, up to 4 weeks can
alapse between the time an appointment is requested and the date it takes place. After
arriving at an office for an appointment, many clients wait again to be served. In

FY 1994, §SA’s performance measures show that 17 percent of customers with
appointments waited more than 10 minutes aftsr their scheduled time. Customers
without sppointments have even longer in-office waits, In FY 1934, 31.2 percent of
viaitors without appointments waited more than 30 minutes after arrival {o be served.
Waiting times should improve as workyears are freed up through streamlining, ]
reengineering, automation and other process improvements. Field and hearing offices
must have IWS/LAN technology, however, before some of thege efforts to improve '
productivity are possible.

Waiting Times

FY 1994 WiTH WHHOUT
AFPFOINTMENTS APPCHNTMENTS
Wait longer than 10 minutes 17 % n/ia

Woit longer thon a0 minutes  /a 32%
! aa nRCQles O3 rzo! COmres

Part of the waiting time experienced by non-English spesking customers is due to the
unmet demand for bilingual service. Based on 2 recent comment card survey, almost

30 percent of aged 8SI cugtomers,. up to 10 percent of 851 Blind/Disabled customers, and
15 percent of SSN customers, want to conduct buginess in a language other than English,
usually Spanish. In FYs 1993 and 1994, S5A moved to meet the demand by hiring more
bilingual employees. The use of technology is also being explored.

Customers expect their business to be completed at the point of fivst contact, Today, this
is pot always possible, especially when emplovees must request information located
elsewhere, refer actions elsewhere for decision, or defer final action becavse manual
processing is required. Without a final cutceme, & client is more likely to call or revisit an
office to request status, adding to office workloads and lengthening waits for service.

S8A will address this customer expectation through enterprise process reengineering and
automation efforts, including implementation of IWS/LAN technology.
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Customers want to deal with a single person when conducting complex business which
may involve several contacts, like filing a disability claim. Carrent processes do not
address this customer preference. In the redesigned disability process, S8A responded to
customer expectations and provided a case manager to assist claimants and their

representatives,

Staffing constraints have affected service in the community. The overall numbsr of
contact station visits and personal visits to homes has declined from traditional levels
since the early 1980s. Public relations activities have lessened, as well, and the decreased
level of community involvement may be contributing to the decline in confidence in the
Social Security programs. Field offices are increasingly maximizing their offsite efforts
by building cooperative arrangements with local agencies that increase gervice to the
target population while leveraging assistance from other agencies to increase SSA
productivity and reduce in-office traffic.

Operational Efficiency

At the end of FY 1993, almost 30,000 full-time equivalents (FTEs) were dedicated to the
field offices and the area offices supporting them. The number of field office FTEs has
declined 15 percent since FY 1984. The reduction was achieved through .ttrition, and the
overall effect was field office staffing imbhalances, particularly in urban offices. Over the
past few years, SSA has been addressing the imbalances by shifting available FTEs to

offices with the greatest need.

The Office of Hearings and Appeals used 6,380 FTEz in FY 1994. The number of FI'Es
was increased by 5 percent from the FY 1993 level to handie the growing number of
hearings.

General Business Approach
SSA’s strategy to improve face-io-face service delivery reflects all three aspects of the
general business approach: streamliming, reengineering, and autemation/continuous

improvement. In addition, 884 is working to manage demand better and offer
alternatives to face-to-face service in field offices.
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Waiting times are longer than customers expect in some offices, particularly in urban
offices where the number of 881 claimants and non-English speaking customers generslly
are higher, In recent vears, 884 directed additional FTEs to these offices through its
Metropolitan Office Enhancement Project. To improve service for non-English speaking
customers, over half of the feld office and teleservice center employees hired during

FYs 1893-1994 were bilingual. With continuing resource constraints, however, othor
initiatives will be necesssry to keep pace with the growing number of customers. Through
streamiining, S8A is improving the supervisor-to-employee ratio in feld offices,
Workyears freed up can be used to meet growing workloads.

S8A also is reengineering, automating and continuously improving its processes to
increase employee productivity, thereby freeing up additional workyears to serve more
cusiomers. Many of these initiatives were described in the Core Businsss Progess
Assessments and include disability process redesign, S8 modernization, Title Il system
redesign and integrated client data. '

5SA is using resngineering, antomation and continuous improvement to meet customer
preferences for more business to be completed in one contact and for a single person to
assist with complex business. In the redesigned disability process, a case manager is
being provided to assist claimants and their representatives with claims development.
S8A needs to do better, however, to enable more business to be completed within the
mitial contact. S8A will be examining its processes through enterprise reengineering to
identify likely candidates for change. Automstion and continucus improvement initiatives
which will facilitate more one-contact completions by making more client data available
online are in progress, including integrated client data and paperless processing. Both
initiatives were discussed-under the Core Business Process Assessments. Imgplementation
of many reengineering, automation and continuocus improvement initiatives are dependent
upen installation of new IWS/LAN technology.

Up-to-date IWS/LAN technclogy in Beld and hearing offices is eritical to ensuring the
availability and improvement of face-to-face service. 584 is replacing aging equipment in
ite offices with more relishle IWS/LAN technology and providing enough workstations so
that employees dealing dirsctly with customers will no longer have to share equipment.
The new IWS/LAN technology also will support electronic tools, such ne multitasking,
E-matl, fax, expert systems and CD-BOM, which will enable employees to work more
efficiently and knowledgeably. Even in advance of the completion of these efforts, the
TWS/LAN technology has demonstrated through pilot tests that employee productivity can
be increased through improved dissemination and access to essential reference materials

on CD-ROM.
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SSA also is testing technology to improve access to face-to-face hearings. Given the
growing volumue of requests for face-to-face hearings and the Agency’s expectation that the
number of Held facilities will remain stable, 88A is exploring the feasibility of vides
conferencing to bring claimants and ALJs together without the need to travel long
distances, Video conferencing is part of SSA’s reengineered disability process and
electronic service delivery efforts and will be piloted in Wisconsin using 854 facilities, and
i Jows using a combination of SSA facilities and the State’s communication network. If
the pilots are succeseful and SSA expands the use of video conferencing in the hearings
procesg, the number of remote hearing sites could be reduced in the long-range period .
bevond FY 1996.

88A also is exploring the fessibility of various technology solutions to lower waiting time
for non-English speaking customers. On 2 test basis, 88A plans to place courtesy
telephones in selected field office reception areas which would connect customers to
bilingual employees at other locations. Kiosks utilizing malti-langusge scripts to provide
program information and assistance in completing forms are also being tested in field
offices and other public locations.

To manage demand for face-to-face service, 884 is using several approaches. Payment
cycling is being considered to spread payment.related inguiry workloads more evenly
throughout the month. To improve payment reliability and reduce the need for customers
to call or visit S5A regarding nonreceipt of checks, 585A will more aggressively market
direct deposit to customers and the financial community. Electronic payment allernatives
will be developed for beneficiaries without bank secounts. SSA also is continuing to
improve the clarity of its notices to reduce the number of customers who call or visit with
guestions concerning content. Informing the public better about documents and proofs
that are needed to complete claims and other business alsc will help decrease the number
of customer who must revisit, Short-term disability improvements will increase the
number of disability claims and hearings processed which should reduce the need for
clienis to contact SS5A for atatus.

Finally, SSA will continue to develop convenient alternatives to face-to-face service. In
improving the 800 Number, 85A will identify sdditional business which may be feasible to
gonduct using this service delivery interface. In addition, SSA is exploring sutomated self
service options, including using community-based kiosks, touch tone telephone
capabilities, the Internet and commercial online services as options for conducting
business. SSA also will continue to seek opportunities to expand currvent activities and
develop new cooperative efforts with third parties, As more customers take advantage of
these options, the number of customers visiting field offices should decrease and waiting
times should sherten as employees are increasingly available to help customers.
Cooperative efforts with third parties provide an additional benefit to customers by
providing seamless government services in ane place. ,
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The following Rey Initiatives discussed in Part V are relevant to improving
face-to-face service:

1.  Disshility Process Redegign

2,  Short-Term Disability Project
3. 800 Number Improvements
5. Title Il System Redesign

6. Payment Cycling .

7. Integrated Client Data

8. 581 Modernization

10. Notice Improvements

11. Paperiess Processing

12. Electronic Bervice Delivery
13. Electronic Payment Services
14. Beengineering the Policy Process
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Field Office Telephone Service

Instead of visiting, customers can receive most of the full range of services by calling a.

field office during regular business hours. Field offices serving high numbers of clients

with hesring impairments can communicate through telephone devices for the deaf For
non»-Eggiish speaking callers, some bilingual employees are available,

Generally speaking, the worklosad, staffing, equipment and service delivery issues involved ‘

in face-to-face service apply {o field office telephone service. There are some differences,
and these are discussed below.

Workloads

Data about field office telephone workloads is not systematically collected. Therefore, it is
diffieult to know how many customers try to reach feld offices or bow many calls are
handled. Although this data is collected for the 800 Number, similar data st the feld
affice level would be costly due to the number of local telephone companies involved in
providing service for 1,300 field offices.

Some demographic information about calling preferences is available from the 88A
Service Delivery Evaluation. When asked how they would like to conduct business in the
future, 26 percent of recent QASDI awardees, 42 percent of recent SSI awsardees and

38 percent of respondents with recent enumeration business said they would call the Beld
office. In assensing this information, it is important to compare customer preferences for
calling versus visiting Seld offices since the same employees serve hoth sets of customers.
The 88A study indicates that 19-20 percent of recent DASDI awardees, 28 percent of
recent B8] awardees and 40 percent of respondents with recent enumeration business
would prefer to visit a field office when conducting future business.

Service Delivery Performance

A significant number of customers want to conduct business with local offices by
telephone. Ap with face-to-face service, accessible telephone service is important to
customers. Today, 5SA cannot alweys meet this expectation.




Current Agency Assessments

$8A implemented the 800 Number in 1989 in order to increase access by telephone
through providing dedicated personnel to answer calls. To facilitate this, SSA stopped
publishing field office telephone numbers and cut back the number of phones lines going
into field offices to permit staff to concentrate on in-office chients. Bubsequently, Congress
required SSA to restore the number of phone lines in the fisld offices and publish the feld
office phone numbers. However, additional funds for staffing and telecommunications
costs were not provided for these purposes. An 884 study conducted after the
restorations indicated that call volumes built quickly and that it appeared that offices
affected did not have sufficient personnel or incoming lines o handle the calls. Relying
on anecdotal information, it appears that telephone access o field offices continues to be
poor. Objective measurement of feld office teleservice accursey and courtesy is not yet
possible in some fieid offices due to technical Limitations.

Operational Efficiency

Telecommunications usage and maintenance costs were approzimately $30 million in

FY 1894, The same emplovees providing face-to-face service in the field office provide the
telephone service, S8A estimates that approximately 1 workyear per office is needed to
handle general inquiries from callers. As more kinds of business are conducted over the

telephone, additional workyears will be required.

General Business Approach

Customer preference for telephone service ia increasing, and a significant number of
customers want that service from the local office. Because the same resourcss are
involved, the same business approach being used for face-to-face service will apply for

field office telephone service,

In addition, to improve access, SSA began testing several automated felephone services in
selected field offices in January 1995. One service will enable callers to key in the
extension of an employee and leave a message if the employee is not svailable, The
second feature will give callers self-service options for requesting general program
information, forms, ete.

Courtenus and knowledgenble employees are also important to customers. S8A is in the
process of installing upgraded telephone gystems in field offices, and new functionality
incorporated in these systems will allow measurement of call courtesy and accuracy.
Svatems have been replaced in spproximately 500 offices.
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The following Key Initiatives discussed in Part V are relevant to improving field office
tefephone service: R

1.  Disability Process Redesign
2. Bhort-Term Disability Project
3. 800 Number Improvements
5. Title Il System Bedesign
“ 8. Payment Cycling -

7.  Integrated Client Data

9,  SSI Modernization
13, Notice Improvements
11. Paperless Processing
12. Electronic Service Delivery
13. Electronic Payment Services
14. Reengineering the Policy Process
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800 Number Telephone Service

Since 1989, a single toll-free 800 Number has provided customers an alternative to field
office contact for conducting simple business. Service is available from 7 a.m. to 7 p.m.,
local-time, every business day. Bilingual Teleservice Representatives (TSRs) are available
to assist non-English speaking callers. For the hearing-impaired, equivalent teleservice
can be reached through a separate 800 Number utilizing a text telephone network system.

For many people, the 800 Number is the entry point for requesting services from SSA.
TSRs can furnish directions to local offices, make appointments for claims interviews in
local offices, send general program information and application forms, release letters
verifying benefit amounts, make simple corrections to benefit records, and help clients
with other matters that can be handled quickly. Clients wishing to file claime and
conduct other complex, lengthy business are redirected to the field offices.

Callers in some areas also are offered the option to select automated self-service in lieu of
waiting for a TSR. This option 18 discussed under “Automated Self-Service” below.

Workloads

Call volurnes have increased greatly since the 800 Number's inception. In FY 1994, the
volume of calls received increased by 12 percent over FY 1993 to 64 million calls. (Note
that the number of calls made to SSA is greater than the volume of calls SSA is able to
handie.) For the same period, about 2 million calls were handled from non-English
speaking individuals, and 40,000 calls were handled using the text telephone network for
the hearing impaired.

During FY 1994, call volumes rose on certain “peak days” to over 2 million calls offered on
a single day, compared to the daily average of 425,000 calls offered. Although individual
daily volumes are hard to predict, there are distinct cyclical calling patterns. The
heaviest workloads occur on the first day after a weekend or holiday, the first week of the
month and the first three months of the year.

These patterns are typical for 800 Number usage, industry-wide. Factors unique to SSA,
however, intensify the patterns. SSA payments are released at the beginning of each
month, and tax-related Social Security Benefit Statements are issued in January. These
events elicit numerous questions about non-receipt of checks and the amount of payments.
Approximately 9 percent of calls during “check week” concern non-receipt compared to

3 percent during the rest of the month.
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Other frequent reasons for calls are requests for SEN applications and PEBES forms,
genersd inguiries (including requests for program information, Jocstion of nearest local
office, verification of client dats, ste), reports of change {auch g5 sddress) and requests to
file s claim.

-Service Delivery Performance

Customers are generally satisfied with how their calls are handled. Teleservice
Representatives are courteous, and most are knowledgeable. Some improvement is
needed in reaponse accuracy. While information given in 97 percent of calls leads to
correct payments, only 85 percent of calls are handled accurately enough to avoid
inconvenience to the customer (e.g., being referred unnecessarily to a field office for

further information).

To address this problem, S8A has employed expert systems technology to develop a set of
prompts to guide TSHs and spike unit employees through frequently asked questions.
{The system is updated periodically to reflect changes in policies and procedures.) The
expert system has been piloted and is ready for national implementation.
Implementation, however, is dependent on installing the TWS/LAN technology in the
TSCs and spike units of the Processing Ceniers,

1t is important to customers to be able to reach SSA with fewer bugy signals, and SSA has
pledged to enable callers to get through to the 800 Number within 5 minutes of their

original attempt.

SEPTEMBER 1794 PEAK DAY REGULAR DAY

% of coils fo nafional 800 Number 71.6% 738%
answered withirs § o,

Since 1985, SSA has used non TSR, temporarily-assigned emplovees known us “spike”
employees to incremse call-taking capacity on peak calling days. Bpike employees are
located in the Processing Centers and normally process postentitlement and certain
manual clalms actions. Additional actions are being taken o increase access:

» Regional readiness plansg have been prepared for the 1998 peak season
{Januaryv-March). These plans will maximize the number of employees available to
anawer 800 Number calls.
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» Additional spike employees have been trained and will be available for the h
1995 peak season.

» Central office and regional office pilots are planned to assist telephone
representatives with transcription workloads in FY 1995.

+ Two Data Operations Centers will be remissioned and operating as TSCs in
FY 1996.

SSA is also exploring technology as a way of increasing call taking capacity. Automated
self-serve options are available in some locations for certain actions that do not need
assistance from a TSR. New network prompt technology is being assessed as a means of
accepting more calls, as well as a platform for further automated call features, such as
automated transcription which would eliminate this manual workload.

Customers have indicated an increasing preference to conduct business over the
telephone. According to the SSA Service Delivery Evaluation, 50 percent of recent
insurance program awardees would like to conduct future business over the 800 Number,
and 32 percent of this same group would prefer to file a future claims application using
the 800 Number. The 800 Number service was created to provide customers with a
convenient way to handle simple business. Even with the current policy of using the

800 Number service for simple business actions, SSA has not kept pace with customer
demand. Addition of complex transactions, like claims, would exacerbate capacity
limitations in the current environment.

Nonetheless, SSA will find ways to adapt telephone service delivery to meet expectations.
_Recently, SSA visited eight well-known companies to benchmark their telephone service.
SSA plans to implement the best practices where feasible and cost-effective, SSA has
begun the process of imitiating a fundamental change in telephone service delivery to
respond to customer expectations.

Operational Efficiency

At the end of FY 1994, a little over 3,000 TSRs were on duty in the TSCs, the lowest
number since 1989. Approximately 200 redeployed employees will be available in

FY 1995 to help TSRs transcribe the messages left by callers using the automated
self-service options. Many of these employees will be retrained and equipped to answer

calls by January 1996.
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In addition to the personnel and equipment costs, SSA pays the long distance telephone
charges for its 800 Number customers, For FY 1994, line charges were roughly

$45 million, and telephone maintenance added another $4.6 million. Although total

800 Number coats (personnel and other costs in addition to telecommunications charges)
are not routinely collected, reconstructed estimates for prior years suggest substantial
growth from $105 million in FY 1989 to $203 million in FY 1993,

Thirty percent of the line charges are due to calls on hold (in large part becauss our
customers tend to prefer holding to hanging up and possibly receiving a busy signal). Te
manage these costs better, SSA has begun to temporarily deactivate lines exceeding the
number of personns] available to answer calls. This reduces calls on hold, but also
increases the busy signal rate,

General Business Approach

For the short term, substantial improvements will continue to be a function of the
resources that can be allocated to increase intake capacity, particularly for FTEs. To
improve 800 Number access, the number of TSRs will be increased from 3,063 to 8,200
over the next 5 years. In the interim, the number of spike employees assisting during
peak calling periods will be increased to 1,200 in FY 1995, In FYs 1895.1996, the Salinas
and Albuquerque DOCs will be remissioned as Teleservice Centers. Until the new
employees can be trained and equipped to anawer 800 Number calls, they will be
redeployed to handle caller message transcription. Transeription duties will be offloaded
from the TSRs, frecing them up to handle more calls. Emphasis will continue fo be
placed on hiring bilingual employees to handle ealls from non-English speaking callers.

As new employees are hired and employees are redeployed through streamlining to
telephone work, training and easily accessible reference materials will be increasingly
important. IWS/LAN technology for teleservice employees will be essential to support
electronic procedures on CI-ROM and the 800 Number expert system. SSA will also
explore long distance video training technology, which can be delivered via the IWS/LAN
platforns, as a way of delivering uniform training quickly and inexpensively to emplovees
involved in teleservice,

In order to assure high-guality service, 8SA must improve the TSR job in other ways to

attract and retain emplovees. Becently, SSA upgraded the position and assigned other
priority work sway from the telephone to reduce burnout and turnover.
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While human resource management will always be critical, longer-term improvements in
telephone access will come from reengineering, automating and continuously improving
processes, particularly by enabling more business to be completed in one contact and by
expanding telepheone service to include more complex business. Approximately 16 percent
of 800 Number calls are not handled to completion but are referred to field offices for
answers, inconveniencing callers and diverting field office employees from vigitors.
Anocther 18 percent of callers want SSN cards and PEBES. TSRz can mail request forms
but they cannot input requests over the phone, causing customer delays and S8A multiple

handling.

As SSA redesigns processes for the telephone environment to complets more business in
one contact and evaluates the feasibility of undertaking more complex actions, TSRs will
need the same IWS/LAN technology as field office employees to access online client
information and automated processes. Other initiatives, like Title [T system redesign,
integrated client data and paperless processing, will increase the amount of online data
available to respond to more caller inguiries.

88N verification is another potentisl process for redesipn. Employers and social services
agencies are calling the 800 Number more frequently to check SSNas for job applicants and
chients. Dy redesigning the verification process, it may be possible to sllow callers to
directly access the enumeration verification system, thereby freeing up TSRs for other
callers. One of the obstacles to increasing the amount of business that cun be concluded
on the telephone is a reliable method of authenticating callers. SS4 is pursuing ways to
suthenticate client identity, and once the problem is solved, more telephone-based
business may be posasible.

88A is also assessing technology for other ways of improving 800 Number service. To
inoresse sccess, automated self-service options are available now to certain callers.
Additional options are being evaluated ss part of the electronic service initiative, To
improve productivity and efficiency. automated transcription of ealler requests received
via the self-serve options is also being studied.

As with face-to-face service, S8A is pursuing ways to manage demand better, Payment
syeling and electrenic service delivery should help reduce the number of incoming calls,
smoothing the demand for service and lowering the busy eignal rate early in the month.
Notice improvements also should reduce the number of callers and resulting busy signals.
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The following Key Initictives diacussed in Part V are relevant fo improving 860 Number
ielephone service: '

3. 800 Number Improvements

8. Title Il System Redesign ’ Coe
6. Payment Cycling : .

7. Integrated Client Data

10. Notice Improvements

11. Paperlese Processing

12. Electronic Service Delivery

13. Eleetroni¢c Payment Services

14, Reengineering the Policy Process
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The public can initiate requests for all information and services by writing to SSA, As
noted earlier, mail is the public's least preferred option for contacting SSA. SS8A, on the
other hand, frequently interacts with chients by mail. Payment checks are delivered by
mail to beneficiaries who do not use direct deposit. General program information is
mailed to requestors. Notices are sent to explain eligibility and payment decisions and to
inform clients of their rights and responsibilities. Formes are mailed perodically for
beneficiaries to report changes affecting eligibility or payments,

Spanish-language versions are available for most high-volume public forms and some
systems-generated notices. SSA codes the beneficiaries’ records to show that they prefer
their notices in Spanish when the notices are available in Spanish. Similarly, for blind
clients, records can be coded to receive special notice services. 584 can also produce
Braille vergions of some notices. Genersl program information is available in several

foreign languages.

Workloads

Visiting or calling are clearly preferred over correspondence when clients are asked what
method they would use for their next contact with 85A. Nonetheless, 8SA's Office of
Public Inquiries receives almost 100,000 written inquiries annually from clients, members
of Congress and organizations seeking information about Social Security programs or
resolution of client problems. The regional and field offices aleo receive written inguiries,
but workload data is not collected.

88A authorizes sbout 18 million paper checks to be sent each month to QASDI
beneficiaries and about § million to 881 recipients. This represents 43 percent and

76 percent respectively of the two populations which do not have direct deposit. 5SA also
mails an estimated 240 million notices and forms a yesar to claimants and beneficiaries,

In FY 1995, 885A will begin sending PEBES automatically to certain workers. The

workload is expected to be 8.9 million statements in the first year and will climb to an
estimated 123 rnillion atatements by ¥Y 2000,
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Service Delivery Performance

An ASP objective is 1o respond to inguiries from the public within 15 days. According to
OIG client satisfaction surveys, only 39 percent of clients who have sent 884 requests

report receipt of replies within 15 days. - Twenty-five percent report replies taking over 30

days.

S84 also strives to make notices and forms easy to read and easy to understand. Clarity
is particularly important. Customers can take actions timely, and telephone calls and
vigits o feld offices for explanations can be avoided, if customers vnderstand the notices
and forms they receive, 83A estimates that $100,000 can be saved for every 1 percent
reduction in notice-related inguiries. With the help of experts and focus groups, 8SA has
developed notices standards and regularly tests notices to see how well they can be
understood,

Deszpite SSA's efforts, 15 percent of customers who responded to the most recent OIG
aatisfaction survey found notices difficult to understand and 39 percent asked someone for
help, A higher number of disabled clients (22 percent) found mail hard to understand.
Comprehension was also harder for non-English speaking customers (34 percent).

88A sends more than 3.5 million Title Ii overpayment notices each year. This is the
largest category of unimproved notices and among the most criticized. With the recent
removal of a court restriction on langusge changes, the nolices have been revised and will
be used for correspondence beginning in FY 1998,

One of the barriers ¢ notice improvement is the fragmentation of 88A's notice programs.
Notices are now developed from 20 different software applications which contain
thousands of parsgraphs, Selections from these paragraphs are combined into a single
letter, often in 8 haphazard order. SSA is redesigning the way notices are generated and
improving the paragraph language. The new notice software will also permit electronic
versions of the notices to be retrieved online, increasing employees ability to answer
gquestions shout customer-specific issues.

Operational Efficiency

In FY 1994, charges for mailing OASDI and SSI checks were $72.6 milliors. Postage for
all other mailings in FY 1984 was $103 million. Due to & postage rate increase and
implementation of 88A-initinted PEBES, total mailing costs are expected to incresse in
FY 1995 by roughly $39.4 million or 22 percent. S5A uses 9-digit ZIP Codes, bar coding
and other mail management techniques to contain these costs to the extent possible.
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General Business Approach

Customers should understand how decisions are made and what actions to take as
deseribed in notices sent to them. To meet this expectation, S8A is continuously
improving the clarity of notices using input from focus groups and by removing technical
barriers which prevent clear notices from being generated from S5A’s automated systems,
as in Title IT systems redesign. SSA is also transiating more notices into Spanish and is
evaluating the ways to address other languages.

As notices are improved, face-to-face and telephone service delivery also should improve.
By making notices clearer, fewer customers will have to contact 8SA for an explanation,
reducing the number of contacts and freeing employees to serve other customers.

Because of increasing postage costs, S5A continues to look for viable aiternatives to mail.
One way is to reduce the number of benefits paid by check using direct deposit and other
alternatives. A description of 88A’s electronic payment efforts is included in the Core
Business Process Assessments. Greater use of electronic mail and fax for requesting and
receiving medical services and evidence is planned in the reengineered dissbility process,
S8A is also exploring the use of kiosks, electronic mail, fax and other electronic service
delivery methods to disseminate information to customers.

The follounng Key Initiatives discussed in Part V are relevant to improving mail service
delivery:

1. Disability Process Redesign

5 Title 11 System Redesign

180, Notice lmprovements

12. Electronic Service Delivery

13, Electronic Payment Services

14. Beengineering the Policy Process
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Face-to-Face Service Provided by Third Parties

SSA has informal and formal agreements with private and government organizations to .
provide service on S8A's behalf. Third parties supplement SSA’s gervice delivery in
important ways. First, they assist target populations with completing application forms
and developing the evidence needed to establish eligibility, Many field offices have
informal arrangements with large emplovers, hospitals and advocacy groups to provide
these services to varying degrees. In addition, SSA has formal grant agreements with
private and government organizationg to perform cutreach to selected, hard-to-rsach
populations, such as the urban and rural elderly; persons with AIDS; the homeless; the
severely mentally i, and members of minority and sthnic communities, These grantecs
identify individusals potentially eligible for S51 and provide assistance during the claims
process, including transportation or translation services, completion of forms, development
of evidenre and finding representative payees. Third-party claims taking also will play an
important part in S5A’s reengineered disability process.

Second, S5A cooperates with private organizations and other government agencies to
deliver related program services to mutual clients at one convenient location. 'This .
se-called “one atop” service reduces the burden on the customer of having o go to multiple

locations to furnish similar information multiple times. For example:

» 85A customers living outside of the .S, and its territories can receive services
from foreign nationals employed by the Department of State in 39 foreign service
posts around the world,

» As 8 result of Enumeration at Birth agreements, parenfs have the cption of filing
S&H applications for newborns while at the hospital as part of the birth
registration process in 47 States and the District of Columbia,

»  Many Bnancial institutions collect direct deposit enrcliment information for mutual
cugtomers, aending it to 8SA for action,
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Workloads

About 3 million requests for new S8Ns, or 48 percent of the total workload, were
processed by the States under EAB agreements in FY 1894, With the exception of 88N
requests processed by the States, work for SSA performed by third parties represents a
small portion of the total workload. Based on an S8A analysis of third-party claims
“taking, an estimated 1 percent of OASDI and Medicare claims, & percent of DI claims and
7 percent of SSI claims are developed for SSA by third parties. As SSA expands current
relationships and develops new arrangements under the reengineered disability process,
the number of claims taken by third parties will increage.

When viewed as a percentage of work performed for the target population, the figures are
more reflective of the significance of third party services. In FY 1984, 24,000 claims were
" taken by the foreign service posts and sent to S84 for adjudication. This represented
* %1 percent of the total claims received by SSA from persons Living abroad.. The foreign
" service posts also handled approximately 15,600 applications for new or replacement
S8Ns, or 28 percent of the total 8EN applications received from foreign residents.

Service Delivery Performance

Customers expect that government services should be seamless and provided in a single
place. 55A's cooperative efforts with other organizations are helping us meet this
expectation. SSA intends io continue to work with Federal, State and local agencies to
find better ways to coordinate services. For example, in the Georgla Common Access
Application Project, in which S8A, the Health Care Financing Administration, the
Administration for Children and Families, the U.S. Departinent of Agriculture (Food and
Nutrition Service), the Department of Housing and Urban Development and the Georgia
Department of Human Resources are testing a consolidated intake applhication that will
enable customers to apply for related, needs-based programs in one visit. The common
application reduces the number of form pages from 64 to 8.

Little data is currently collected {0 assess service quality or customer eatisfaction. The
cooperative efforts clearly offer clients choice and convenience and save SSA resources,
but they raay not result in faster processing times where application information and
supporiing evidence is on paper and mugt be faxed, mailed or hand-carried to S8A for
review, data entry and processing. Conversely, in those arrangements where agencies
have ready sccess to required svidence, such as hospitale having needed medical evidence,
_ time saved developing claims could outweigh time added due to hand.offs.
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To speed up the transfer of claimant information and eliminate data entry workloads for
S84, S8A is considering technology to give third parties access to its sutomated claims
system. SSA alao is planning to procure new software to provide an interactive
completion capability for forms now svailable on CD-ROM. Placement of electronic forms
on publicly accessible computer bulletin boards is also being studied. The feastbility of
these options is dependent on installation of SSA's IWS/LAN technology which will give
S84 employees the capability to receive electronic claims via fax and e-mail.

Although the number of claims developed by third parties is small, the populations served
by third parties can be difficult te reach and otherwise might not receive adequate service.
Qutreach is particularly important in the S8I program, where 88A estimates that up to
40 percent of aged persons eligible for 881 may not be receiving benefits. ‘With
hard-to-reach populations, third perties have proved effective in assieting clients through
the completion of the application process because of the individualized attention they can

give clients.

To date, third parties have posed little risk of program fraud and abuse. Because of the

high degree of interaction between S58A, and the altruistic nature of their assistance, SSA

has loosely supervised most third parties, excepting SSI outreach grantees who adhere to
oversight and reporting requirements as conditions of their agreements, A few third .
parties have begun offering assistance for a fee, and some "middlemen” #asisting

non-English speaking 881 applicants may have used fraudulent practices. To prevent

shuse, S5A may have to step-up oversight of certain third parties and increase public

awareness that SSA services can be obtaingd without paving fees to “middlemen.”

Operational Efficiency

SSA pays for certain third party services provided under formal agresments. Since
FY 1880, Congress has made available $6 million each year in grant monies for 88§
outreach demonstration projects. Most third party assistance has been arranged

informally and is provided gratiz as a convenience o customers. :

Except for the outreach grant projects, little data is systematically collected about the
savings and costs of cooperative projects. As a resuit, the effect of cooperative agreements
cn S8A's resources is unknown. Presumably, S8A workyears that would have been spent
processing additional 88N and claims actions would be available to serve other customers,’.
reducing wait times. A recent SS8A study estimates 1.3 workyears can be saved for every
10,000 claims taken by other agents, depending on the complexity. However, the quality
and timeliness of work performed by sther agents must be good or part of the savings will
be offset by SSA personnel answering client inquiries and reprocessing actions.
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Current Agency Assessments
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For example, the savings to SSA from EAB are expected to be $22 million for FY 1994,
While the cost of processing SSNs through EAB is significantly lower than the costs to
process SSNa in field offices, the delay in issuing the BSN cards in States where
transmission of data to SSA is slow, results in follow-up inquiries and duplicate requests,
decreasing operational savings somewhat. SSA is addressing the timeliness issue by
asaisting those States to improve performance,

General Business Approach

Customers expect that government services should be seamless and that services should
be provided in a single place. SSA'a cooperative efforts with other organizations are
helping us meet this expeciation. S5A intends to continue to work with Federal, State
and lecal agencies to expand efforts and find better ways to coordinate services. In
particular, third parties will continue to be an important way of assisting customers in
developing disability claims in the reengineered disability process.

The following Key Initiatives discussed in Part V are relevant to improving
face-to-face service prouvided by third-parties.
1. Disability Process Redesign

12. Electronic Service Delivery
14. Reengineering the Policy Process
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Autormnated Self-»Sem?ce

Opportunities for creating new service delivery choices for customers are possible with the
increasing prevalence of electronic information processing equipment and communications
networks capable of transmitting data, voice and images, Self-service options accessible
via telephone, personal computer or publicly-located kiosks, using well-designed electronic
menus and easy-to-follow instructions, can make services available to chents virtually -
anywhere 24-hours a-day. SSA is in various stages of testing and applving new
technologies, as follows: '

-

162

SSA now offers automated services during the business day to about 60 percent of its
800 Number callers. Customers with touch-tone telephones can choose these
self-serve options in lieu of waiting for 1 TSR to reguesat program literature and
forms for SSN cards and PERES. Alter business hours, sutomated services are
available for all calls. The services are in both English and Spanish, in selected
geographic areas.

Other technologies under consideration include: Fax on Demand to allow callers to
request and receive SSA forms by fax and Veoice Recognition combined with
automated service to respond to the customer’s spoken words and generate requested
information for mailing.

88A Oniine makes information absut SSA programs and services accessible to the
public through the Internet and commercis! online services,

8SA is using an electronic bulletin board to enable employers to acceas updated
software and filing instructions and tranamit annual wage reports.

Separately, and in cooperation with other agencies, S8A will be installing
demonstration kiosk systems for the public to use in acressing general information
about programs and services. SSA is developing scripts in four
languages—~Yietnamese, Navajo, Spanish and English--to learn if kiosks can
incrense the level of service provided to the non-English speaking.

88A also is assessing the feasibility of using Kiosks and personal computers for the
public to verify data in their records, complete program-related forms and transact
other businese. To test these applications, 854 will first develop reliable methods to
authenticate user identities and to protect data integrity.
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» In lowa, S8A is exploring the possibility of one-stop government shopping centers
which collocate Federal and State social service agencies to process elaims for
monetary benefits, At the Indian Hill Community College in Ottumwsa a state-wide
fiber optics network to link government services through a network of computers and
automatic teller machines will be tested. This network would allow customers to
access information about Social Security, tax services, Federal benefits, government
loans, and other services. Customers could receive faster information and service
with less cost for travel and time,

Workloads, Service Delivery and Operational Efficiency

The electronic service delivery initiatives are highly diverse and relatively new. Many are
still experimental, The client satisfaction, performance and cost data that are available
largely have been collected during the evaluation phase of those initiatives.

The only reliable data readily available was collected by S8A in gvaluating the sutomated
self-gerve features for the national 800 Number. During FY 1994, 4.7 million calls were
handled by telephone response units, representing about 7.3 percent of the total national
volume. Customers requesting forms and program information record their names and
mailing addresses, These voice messages are later retrioved and processed by SSA
emplovees. Because of the manual transcription atep, the total cost of processing an
automated call request is slightly higher ($2.40) than one handled live by a TSR (32.30).

The study suggests that 800 Number callers have a strong preference agminst using
asutomated self-serve features. Eighty-five percent of those surveyed chose to speak to @
TSR Of those who recognized that their business could be conducted using the

self-serve options but chiose not {o use them, 60 percent said that they did not like to
listen to recorded messages; 15 percent said that they thought the recordings would not
be able to help them or answer their questions; and 10 percent had rotary disl telephones.

The data alsc indicates that service delivery is better if business is conducted with a TSR.
Batisfaction was similaer between callers who used self-service and those that spoke to a
TSR, but significantly fewer callers who used self-service had received the requested
materiais by the time of the study.
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General Business Approach

The use of telephones, fax machines, personal computers and e.mail is common in
business today. Many individuals do some banking at automasated teller machines (ATMs)
located throughout communities. Most pecple have telephones in their homes, and there
is a steady increase in the percentage of households owning personal computers with
modems which can access local public networks, the Internet or cornmercial online
services. The Information Superhighway will multiply opportunities through schools,
libraries and ether public sites.

(Given the public’s increasing familiarity with technology, S8A has begun to demonstrate
the feasibility of automated self-service cptions s convenient, effective alternatives to
traditional assisted service. At present, customers have not displayed strong preference
for automated self-service, but as the types and number of options grow and customer
exposure increases, usage is expected to gradually increase.

Over the long term, automated self-service has the potential to absorb significant
workloads, enabling employees to serve more customers. SSA hag implemented an
automated self-service aption for the 800 Number and is testing and planning others,
Kiosks, fax on demand and electronic aceess to information are other alternatives to
traditional assisted service being explored.

One of the obstacles to increasing the amount of businesa that can be conducted is a
reliable method of authenticating callers or users accessing 8SA electronically. SSA is
considering ways to check client identity as a first step in issuing PEBES via kiosk. Once
the problem is solved, SSA will be able to pursue with customers a wide range of
self-service options, such as replacing SSN cards and requesting PEBES by telephone,
interactive kiocsks or personal computer.

As promising as automated self-service appears, there can be drawbacks,
Telecommunications networks and equipment supporting the services are expensive to
implement and maintain. SSA must be aure that enough customers secking assisted
gervice today will choose self-service tomorrow, or S5A risks substantislly increasing costs
without commensurate service improvement for its traditional customers.

In developing automated self-service options, SSA will partner with Federal and State
agencies to distribute costs and to utilize existing networks, equipment and expertise to
the extent possible and tap into experienced customer bases likely 1o have S8A clients.
Several cooperative projects are in the planning stages.

104




Current Agency Assessmenis

The following Key Initiatives discussed in Part V are relevant to improving automated
self-gervice:

3. 800 Number Telephone Improvements
12. Electronic Service Delivery

18, Elecironic Payment Services

14.  Recngineening the Policy Process
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Part V
Key Initiatives

The following key Agency initiatives are described in this section:

Disability Process Redesign

Short-Term Disability Project : .
800 Number Improvements

88A-Initiated Personsl Earnings & Benefit Estimate Statements (SIPEBES)
Title I1 System Redesign

Payment Cycling

Integrated Client Data .

Legislated Provisions Related to Drug Addiction & Alcoholism

SSI Modernization

10. Notice Improvements

11. Paperiess Processing

-12. Electronic Service Delivery

13. Electronic Payment Services

14. Reengineering the Policy Process

(000 21 5 O B 0 1O 1

The relationships between these key initiatives and the business processes and service
delivery interfaces previously described, are summarized in the following matrix, which .
indicates which of the initiatives support each of these business areas:

t ]2 ;3% {14 |5 {417 |819 W1 |12 13/14
5SiNs X X X
tamings X X
Cloims X | X X X X |X X |X X
PE X X iX XX X [X }|Xx [ X IX
informing the Public X X | x X X X |x 1x X
Face-io-Face X X [X X % X X 11X (X (X 11X
Fleld Office Phone X | X | X X | X | X X |[X 1X iX | X |X
. 800 Number X X X X | X |x ix |x ’
Mall X X X X | X |x ]
3-RD Pariies X X X
X X

Aviomeded X )
Soif-Service l
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1. Disability Process Redesign
Lead S84 Offictal: Director, Disability Process Redesign Team
Major components of the new disability process are:

Process entry and intake;
Disability decision methodology;
‘Medical evidence development,;
Administrative appesals, and
Quality assurance.

vy ¥ ¥ ¥ ¥

Process Entry and Intake

Making Program Information Available

SSA will make available comprehensive public information packets about its disability
programs. Included will be information about the purpose of the disability program, the
definition of disability and the basic requirements for eligibility, the adjudication provess,
evidence needed to establish entitiement and the claimant's role in purswing & claim,

Claimants Will Choose Mode of Entry

Claimants and their representatives will be allowed maximum flexibility in deeiding how
they will participate in the claim process. Contacts via telephone, mall, face-to-face
interviews or electronic mediums will be available. Claimants will also have the option of
relying on third parties for assistance in dealing with 83A or may choose o appoint a
representative to act on their behalf Electronic entry inte the claim process, either
directly by claimants or via third parties, depends on access to 885A's IWS/LAN network
and other systems,

N

Disability Claim Manager

This will be & new position whose incumbents will be responsibie for the complete
processing of an initial disability claim and, therefore, will be the focel peint for claimant
contacts throughout the claim intake and adjudication process. We view the ideal
approach to the Disability Claim Manager (DCM) as vesting all functions for this position
in one person. (Even with a single person serving as the DCM, there will still be & “team”
approsch to disability adjudication in that the DCM will still work with medical
ponsultants and other personnel in processing cases.) However, until the following key
enablers are in place, we expect t6 have these duties carried out by more than one person

in 8 team environment ;
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» Automsated claim processing system (the Reengineered Disability System (Ebg)}
that permits full electronic claim processing (such a system will be dependent on
S5A’s IWS/LAN technoiogy being in place);

« Simplified disability decision methc&okzgy that is standard through all adjudicative
levels of the process;

» Ready aceeas‘to internal medieai and nonmedical experts in 4 team environment; and

» Intensive training to ensure the Disability Claim Managers are highly trained an:i
fully equipped to handle the position.

Claimant Partnership

Building on the information packets and Digability Claim Manager concepts, SSA will
encourage claimants to be full partners throughout the ¢laim process in pursuing the
claims. When necesgary, SSA will assist claimants and/or engage third-party resources.

Third Parties .

SSA will permit qualified third party organizations to complete all application and related
forms for disability claims, SSA will monitor third party performance to ensure quality
service to claimants and to prevent fraud.

Personal Interview with Claimant

When the evidence does not support an allowance of the claim, the disability claim
manager will issue a predecision notice advising the claimant of what evidence has been
considered and providing an opportunity to submit further evidence and/or have @
personal interview within 10 calendar days. If & personal interview in reguesied, it will
be conducted in peracn, by video-conference or by telephone, as appropriaze.

“Statement of the Claim”

In support of the initial claim determination, the “etatement of the claim” will set forth .
the issues in the claim, the relevant facts, the evidence considered and the rationale in
support of the determination. To support thie feature of the redesign, the IWS/LAN
technology as well as the automated clalm processing system {the Reengineered Disability
System} and the Decision Support System are reguisites.
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Disability Decision Methodology
Four-Step Evaluation Process

The methodology for evidence collection and the disability decision making will consist of
four steps that flow from the statutory definition of disability, This wiil enable a
standardized approach to disability decigions and will result in more consistent decisions.
The IWS/LAN technology and the reengineered dizability system that will be auppuarted by -
this tschnology are critical enablers to effective implementation of this feature of the
redesign plan. Decision support systems are also reqw.red to fuily enable th;s
mpieme::tatwn ‘

{Note: é. similar process will be used for childhood disability claims.)

Medical Evidence Development

Medical evidence will be guided by the four-step decision methodology. By focusing on
these elements extraneous medical evidence material will be reduced and the decision
process streamlined.

Primary emphasis will be placed on obtaining medical information from tieating sources.
SSA will develop and use a standard form that tailors a request for evidence to the
apecific diagnostic and functional assessment information necessary to make a disability
decision. A national fee reimbursement schedule for medical evidence will he established,
using a sliding-scale mechanism to reward providers for submitting quality evidence and
submitting it promptly.

In concert with the decision methodology approach of the redesign, consulting sources will
be able to perform function assessments that will be considersd probative evidence.
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Administrative Appeals Process

The first level of administrative appeal after the initial determination will be the hearing.
The reconsideration will he pliminated.

An adiudication officer will conduct an interview with claimants who request an ALJ
hearing and will have full authority 10 issue 2 revised favorable decision if the evidence so

warrants,

For hearings, the svidence will be more fully developed and presented to the Ald. The
primary burden of compiling additional evidence for the hearing will be shifted to the
claimant’s representative {if one is appointed) or the claimant (Gf he/she is able to do 5o}
with assistance from SSA ss necessary. The ALJ will, therefore, be able to close the
record at the end of the hearing and render s prompt decision,

If & claimant is dissatisfied with the AlJ's decision, the next level of appeal will be to

Federal District Court. As with the curreni process, the Appeals Council will evaluate all

claims in which a civil action has been filed and decide within a fixed time Hmit whether

S8A wishes to defend the ALJs decision. The Appeals Council will also conduct its ewn

motion reviews of Al decisions as part of an in-line quality assurance process, .

Quality Assurance

Investrnent in Employees

S8A will develop comprehensaive national training for employees, As part of the quality
assurance effort, SSA will rely on targeted in-line quality reviews and monitoring of
adjudicative practices for all employess.

End-of-Line Reviews
To ensure the integrity of the administrative process and to promote national uniformity

at all levels of disability claims adjudication, 58A will institute compreheneive, end-of-line
quality reviews of the whole adjudicatory process,

Customer Satisfaction Surveys

Customer surveys, periodic foous groups, surveys of claimant representatives and third
parties, and employse feedback will all be used to measure customer satisfaction.
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Implementation Strategy e

Teamwork

§5A will work in conjunction with the National Partnership Council and varicus internal
advisory groups and task teams in & coordinated approach to implementation,

Redesign Testing

S5A will establish test sites to incrementally implement and evaluate redesign features
and process changes. All redesign initiatives will continually be evaluated or measured

against the five overall abjectives of the disability redesign:

1) The process is user-friendly for disability applicants and those who assist them:
2) The right decision i made the firet time;

3) Decisions are made and effectuated quickly;

4) - The process is efficient; and

5} Employees will find the work satiafying.

Enabling Technology

Successful implementation of the redesign plan is dependent, among other things, on the
Intelligent Work Station/Local Area Network (IWS/LAN) infrastructure and an sutomated
claim system that provides full electronic claim processing. The RDS will greatly enhance
the redesign implementation efforts. In fact, iming of implementation of some {eatures
must be deferred awaiting [WS/LAN and RDS availability, but realization of the redesign
total vision assumes automated support, both hardware and software with data base and
imaging capabilities beyond that expected for the initial implementation of RDS. Expert
syatem support for decision-makers, slectronic collection and storage of medics] evidence,
and video-conferencing for certain interviews, are some of the antomated expectations
inherent in the redesign. Full benefits of the disability ¢lsim process redesign cannot be
achieved unless the technological support presumed in the vision is available.

Coordination with Qther Agency Initiatives

Although disability redesign is an Agency priority, it will not be accomplished in isolation
from other Agency initiatives or workloads. 58A will ensure that redesign
implemeniation activities are accomplished in the context of overall B5A goals and
strategies, including the Agency Strategic Plan, the Human Resources Plan, the
Informsation Systems Plan, the Customer Service Plan, streamlining initiatives,
partnership, short-term initiatives to reduce pending disability workloads and other

reengineering efforts.
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Legislation o

SSA has identified statutory arens where changes might be necessary in order 1o fully
implement the new disability process vision. These include statutory requirements
regarding who makes disability determinations, the 12-months of evidentiary :
dosumentation required for making determinations, and the requirements for Federal
review of State determinations. As BSA proceeds with refining its implementation plan,
-expectations regarding necessary legislation could change. An exact timetable has not vet
been established for submitting specific legislative changes 1o implement the new process.
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Schedule

(A more complete scheduls and fuller descriptions of these initiotives can be found in 884%
Disability Process Redesign: Next Steps Implementation Plan.”)

1995-1994

1997-1998

1999-2000

Develop consumer-oriented
publications oand educationol
maoterial on the disabifily

proCess

Incregss opplicont
parficipation in evidencs
collection

Davelop o single
presenialion of substantive
policy guidance

Estabiish oint raining
programs for ol disability
decisionrnakers in the DDSs
anc in §SA components

Impiernent an initiol reledse
of the reengineered disability
gystermn [RDS) in pilot sites

Test woys to facilitate Clairns
Represenialive and Disahilly
Exgminegr interaction and
teamwork in toking and
gdiudicoting cigims

inifinte several praheanng
octiviies 1o sreomling the
administeaiion appecs
process: 1. prehearing
raviews to identify possible
ofiowances phor i hearng.
2. prehecring conferences o
narrow hegring issues,

3, test slimination of
Recorsicieration

implernent opfions for third
prrties to assist in the
completion and
deveijopment of disabilily
eiaims

Imgsterment Claims
Represeniafive/Disabiity
Examiner teams ior disability
infake., odjiudication and
paymernt effectuation

Provide predecision nolice
and opportunity for @
pensondl conioct with the
decisionmgiker pror fo
Bsuing an inifial denial
determunaiion

Impisment standorcized
foreris tor medicod evidence

1 collection. including fraud

prevention measures

Impidement Adjucication
Cifficer position ond publish
regulations 1o efiminate
Reconsigeralion

Implement ¢ cormnprehernsive
eri-ol-ine review system
angd o revised indine quolity
ravigw sysiem ot gl levels

knplement RIS with
enhanced decisions! support

Estoblish the Disabiily Claim
Manager posifion s the
single point of contact for
disability cigims intake,
adjudicgiion and payment’
effectuation ’ :

Estesbish an inciex of
Disabling Impairments 10
reploce the Lisfing of
Impaiments and publish
reguiations tor new disability
gecision methodoingy

impiement ully inlegrated
chisaability cicdms processing
system with papertass cigims
processing

00000000000 SO
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2. Short-Term Disability Project

Lead 85A Officialr Regional Commissioner, Philadslphis Region

The Short Term Disability Project plan includes 19 actions designed to significantly
reduce pending disability cases and hearings by the end of calendar vear 1996. (8ee table
below for List of initiatives and see S8A's “Short Term Disability Project Plan” for detailed
descriptions of the initiatives.) The project began at the start of FY 1595, At that time,
there were 729,000 cases pending in the State DDSs and 486,000 hearings pending in
S8A's Office of Hearings and Appeals (OHA). The plan calle for a net reduction in
pending case levels in the DDSs of 100,000 cases by or before December 1996 and a net
reduction in the pending hearings in OHA of 111,000 hearings by that same date.

Actions to reduce the mumber of claims pending in the DDSs include:

» Dhiverting additional funds as they can be identified over the course of the year to
increase DS case processing capacity;

» Redirecting central office staff to assist in processing disability workloads; and

+ Enlisting the assistance of local offices to increase claimants’ participation in
cbtaining the medical evidence needed to support their claims,

The strategy for reducing hearings pendings focuses on stemming the flow of claims into
the hearings process by assuring that allowable claims are paid earlier in the process and
increasing capacity to handle those claims that must be passed on for a hesring. Actions
will be taken to increase the effectiveness of sereening units in identifying cases for which
a fully faverable modified determination can be made on-the.record and to expand the
Pre-FHearing Conference process by providing temporary authorization to staff attorneys to
issue fully favorable decisions. Resources from other Agency components will be added to
assist OHA in preparing cases for hearing and drafting hearing decisions,

The initiatives undertaken by the Short-Term Disability Project are integrated with the

long-term disability redesign strategy and all the initistives in the short-term project are
supportive of the longer-range goals of the redesign.
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hzxmw‘ IN SSA’S SHORT-TERM DISABILITY PROJECT

Publicofion of Workload Reducton Targets
informat Denials for Nonimpairment Coses
Reduction of Pre-effectuation Review Reconsideration Sample
iIncrease DDS Review of Reconsideration Cidims
Rescind DDS Adloption of Inificl Lavel Residual Funclional Capacity or Psychiatic
Review Technique Form for Reconsideration Decision
4. increase Effectiveness of Screening Units
7.  Expand the Prehearing Conference inikotive
8. Assure Effective Ulilization of Necessary Autamation in OMA
9. Increase OHA Case Preparation Capacity
10. Increqse OHA Decision Drafting Copocity
11. implement Standardized Folder Assembly Formot
12, Increase DDS Systems Purchoses Flaxibilily
13. Enlist Feld Office Cooperafion in Madicot Bvidence Collsction When Hearing i Flled
14, Imptement Fisld Office Medical Evidence of Record Process
15. Make Qffice of Disability & Intemctional Operahons Examiners Avgilobie 1o Assist OHA
16, idendify FY 1995 DS Coshs hat con be Forwargd Funded
17. Front-load FY 1995 DDS Budge!
. 18, Redirect Ceniral Office Siaff to Process Disabilily Workioods
19, Continue Office of Disability Evoluction of Process improvement Suggestions

¥
D L RO

Schedule
DECEMEER 1994
Net Reduction in DDS Workioads 100.000 cases
Net Reduction in OHA Heaing:s 111,000 hearings
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3. 800 Number Improvements

Lead 8SA Official: Deputy Commissioner for Operations

Description

The national 800 Number achieved the purpose for which it was established-—to provide
all members of the public an inexpensive, convenient point of entry for conducting their
business with Social Security. In fact, most Americans initiste their business with SSA
by calling the 800 Number, '

As originally conceived, the 800 Number was designed to provide answers to general
information type gquestions and to conduct brief, one-contact business with customers
requiring these types of services. Customers’ expectations and their use of the

800 Number has changed over the years. During the lnst 12 months, 88A has surveyed
or monitored the calls of over 50,000 members of the public. The preliminary analysis of
this customer input indicates that SSA's customers increasingly prefer to use the

BOG Number for more and more of their business, including more complex transactions,
The next step will be to analyze more closely all of the information we have from the
public, determine what it tells us about customer expectations, and create new methods of
obtaining other important information if it is needed and not available,

Because of these changes in customer expectations, the demand for 800 Number telephone
gervice is much greater than anticipated. Many customers are unable to get through
easily, and some are unable to do so at all. In FY 1094, of the 109 million calls made io
the 800 Number, only 64 million were answered by SBA. Based on survevs of customer
expectations, SSA is defining a key dimension of world-class telephone service s making
sertain that our callers can get through to SSA within 5 minutes, We are unable to mest
this pledge today. The purpoese of this initiative is {o improve 884A's 800 Number
telephone service so that we are able to fulfill our pledge of world-class service.

Major Activities

In December 1984, 88A’s top executives and selected employee groups, began planning a
comprehensgive spproach to improving SSA's telephone service. Included was a discussion
of the barriers to providing world-class service. Over 60 items were identified as barriers
to world-class telepbone service at SSA and as an putcome to this effort an executive-level
workgroup has begun the process of initiating 8 fundamental change in service delivery to
respond to customer expectations.
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Recently, 3SA vwzte& gight well-known companies to benchmark their telephone gervics.
We plan to implement their best practices where feasible and cost-effective.

In the pesr-term, S84 will provide more caﬁ»&mawemg capacity. Among the actions
being taken fo increase capacity are: .

'» Regional readiness plans have been prepared for the 1995 peak season
{January-Msarch). These plans will maximize the number of employees available to
answer 800 Number calls.

» Additional spike emplovees have been trained and will be available for the 1995
‘peak season.

» Central office and regional office pilots are planned to assist telephone
representatives with transcription workloads,

» Two Data Operations Centers are being remissioned and operating as Teleservice
Centers in FY 1996.

S8A is also exploring technology as a way of increasing call-taking capacity. Automated
self-service options are available in some locations for certain actions that do not need
asgistance from a teleservice representative. New “network prompt” tec) nology is being
assessed as a means of accepting more calls, as well as a platform for further automated
call features, such ag automated {ranscription which would eliminate this manual
workload. Customers who reach an open line may be placed on bold until the next TSR is
available to take their call. To help them decide whether to wait or call again later,
customers are given an estimate of the waiting time via the electronic “Intelligent Queue”
featurs.

58A has developed an 800 Number expert system to guide personnel through responses to
frequently asked questions and is examining ways to stresmline procedures. (The system
is updated periodically to reflect changes in policies and procedures.}) PSC personnel will
benefit significantly in their role as spike units when the IWS/LAN platform is available
to them since it can support the B00 Number expert system that is 8 key tool available in
the IWS/LAN environment.

Additional initiatives will be fortheoming in the unmediate future as 88A continues to
plan better ways to provide improved service in all aspects of its telephone service
delivery.
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Benefits

Improving telephone access to SSA and the service S8A provides, will provide major
benefits of convenience, aceessibility and timeliness to S8A’s customers,

Schedule
Completed FY 19958 ’ . YR
Regional readiness plans for  Mission stotement & service DT remissioned
FY 1993 peak pericd objeciives gstablished

implemeniation piors witten

Additionul spike-unit
employeess koined ond in
service

Piiots 1o ossist 18R with
ranscription wokioadds
| T
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4. SSA-Initiated Personal Earnings & Beneffil;ﬁ:'
Estimate Statement (SIPEBES)

Lead SSA Official: Deputy Commissioner for Programs

In addition to the 4 million PEBES that the public requests each year, SSA will issue
"about 138 million additional PEBES over the next 6 years. The Omnibus Budget
Reconciliation Act (OBRA) of 1989, with amendment in OBRA 1990, requires that SSA
begin issuing SSA-initiated statements (known as SIPEBES) to various eligible '
individuals. Eligible individuals are defined as persons age 25 and older who have a
Social Security number (SSN), who have wages or net earnings from self-employment,
who are riot receiving benefits under Title I, and for whom SSA can determine a current

mailing address.

The legislation requires SSA to issue first-time statements in FY 1995 to individuals age
60 and older and in FYs 1996-1999 to persons who turn age 60 during these fiscal years.
No later than October 1, 1999, the process must expand to include workers age 25 and
older and must be repeated annually.

SSA expects the initial statements to produce significant general inquiry, earnings
correction and other public-contact workloads, particularly when the process is extended
to the workers under age 60 in FY 2000. To assess the workpower demands this
additional workload will generate, SSA recently completed a special study of more than
half a million SIPEBES that were mailed to selected individuals. The table shows the
projected workyear requirements to issue the mandated SIPEBES and to respond to any

inquiries received as a result.
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‘CATEGORY -~ ~TME - VOLUME  -FREQUENCY “WORKYEARS

: KREQUIRED .
Workers age 80 or oider  FY 19958 8.9 million once 340 workyears

Those attaining age 60 FY 1994 » 1.6 milicn once 80 workyeors

Those aficining age 60 FY 1997 1.7 miion  once 80 workyegrs

Those atiaining ag:e? &0 Fy 1998 - © 1.8 milion once 70 mr&ysarsv

Those attaining age &0 FY 1999 1.8 million once ?B‘wo:kyear;.s

All workers age 28 ond FY 200G 123 million annually 1,400 workyeors

older )

TOTAL -~ 138.8 mifiion = 2,000 workyeon

We also conducted & public opinion survey of the recipients of the pilot mailings to

ascertain our customers’ views on the usefulness and frequency of the SIPERES. Three

out of four individusals indicated they were glad to receive the information. Nine out of

10 found the information useful. Although 40 percent of the responders prefer SIPERES

every year, 60 percent believe the statement should be sent less often. Overall, only .
27 percent of the responders thought the SIPEBES should be sent to those age 25 and

older, although 80 percent of the age cohort 26-30 thought age 25 was appropriate,

In March 1995, SSA will initiate a follow-up public opinion survey and a second workload
impact study. These studies will he designed to assess the reaction of the recipients to
receiving & SIPEBES in 2 consecutive years, and to assess the workload impacts upon
8SA. Findings from these studiss will be of value as the Agency beging 0 implement its
long-range plans for the delivery of SIPEBES.

Implementation Activities

Statements will be released on a phased basis. In preparation for the release of the first
statements in mid.-February 1988, several activities have already come to fruition. The
PEBES proceasing system has been expanded to provide for selection of sligible
individuals from SSA’s SEN data base, procurement and association of address
information and creation of sn issuance history file. A vendor contract for printing and
distribution of the statements has been awarded. High-speed comimunication lines have
been installed between SSA and the vendor site for transmission of the personal date to
be imprinted on the forms. Public focus group input was used to redesign the format of
the statements and make the content more understandable and useful to the resipients.
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An extensive public informsation campaign is underway now fo prepare the public for the
S8A-initiated PEBES mailings and {6 snswer many of the gensral questions the
statements are likely to generate. Once the mailings begin, 88A will monitor public
reaction closely to determine if changes may be needed for subsequent issuances of the
statements. Additional focus group discussions with younger workers will identify any
need for additional explanatory information or shifls in emphasis in the messages
presented. Systems enhancements will be considered where necessary.

Issues Related to Implementation Activities

Most of the workloads resulting from the PEBES initiative are expected to come from the
first statement each worker receives, since this ig the first time most of them will have
seen their Social Security records. 8SA’s new online earnings correction capability will
permit this workload to be distributed among several operational components for more
efficient handling. In addition, to the extent resources allow, 88A will even the annual
workloads by issuing initial SIPEBES to individuals under age 60 during the

FY 1996-1999 period. SSA's goal is to release as many initial statements as possible
before the annual issuance process begins in Y 2000.

Once reissuance is in place, SSA will continue te monitor public reaction and workload
volumes. A key factor in the ongoing process will be SSA's ability to corr-ct reported
earnings problems before the worker's next annual statement is produced,

Schedule

FY 1995 Y 1998-199¢ FY 2000
SIPERES sent to ol workers  SIPEBES sent 1o off workers SIPERES sent onngally 16 of

oge &0 ond oider atiining age 40 duting workers age 25 ond older
these yeors
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5. Title II System Redesign

Lead 8SA Official: Deputy Commissioner for Systems

Today, B2 percent of Title 1] initial claims are fully automated. The remaining claims and
numerous postentitlement tranesctions cannot be processed through the system without
some manual intervention, The Title II System Redesign Project focuses on automating
the Title II initial and postentitlement cases that are not antomated today.

The current system for processing postentitlement actions is a series of 28 applications
programs that, either independently or in barmony with each other, perform various
functions to adjust payments and update client information. (These 28 systems are said
to have a “stovepipe” architecture because they are stand-alone systems that are not
integrated with each other.) Because these programe were originally written in COBOL
programming language during an era preceding today’s structured design and
documentation standards, any changes to them require extensive analysis and cross
validation. As BSA expanded its efforts to completely automate claims and eliminate
postentitlement systems exceptions and Lmitations, it became clear that the need to
make 2 multitude of changes to 28 different sofiware programs would impede progress
significantly. Further, the batch postentitlement programs precluded a full transition to
online processing.

The goal of the Title 11 Bedesign initiative is to provide a single system for processing
virtually all initial claims and chent-initiated postentitlement actions in an online
interactive mode. The backbone of the redesigned system will be the use of common code
to perform processing of comman businese functions, When a business function is
common o $Wo OF more processss, 4 gingle business module will be developed and ghared
by all of the processes that require it. On completion of redesign, the 28 “stovepipe”
postentitiement programs and the original initial Claims Automated Processing System
{CAPS) will be eliminated.

The Title ]I Redesign will yield significant productivity and service improvements by:
+ Providing online access to more comprehensive customer information, enabling

employees to respond more readily and accurately to customer inquiries and
complete more transactions in & single contact.
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» Processing actions online, go that employees are able to immediately resolve
aystems edits and exceptions and tell customers how and when 2 transaction will
affect their payment, reducing the need for follow-up contacts,

» Automating manusl tasks that can be performed more efficiently by computers,
. : thus speeding processing time, eliminating hand-offs and freeing employees to
spend more of their time interacting with customers.

» Simphfying dats input routines by standardizing various input formats required
for the existing multiple systems

»  Providing more flexible modernized eofiware that is essier to maintain,

Sclﬁe&ale

FY 1998 FY 1997-FY 199%¢ FY 2000

. Provide cutomaation for Expand redesign structure Complete redesign struchure
myltiple entifiement cloims




GBDP

6. Payment Cycling

Lead SSA Official: Deputy Commissioner for Finance, Assessment & Management

valh

Description

SSA’s customer base continues to grow, During the first 10 days of the month when
payments are relessed, customers are more likely to call or visit with payment.related
business, causing peaks in workloads.

One option available to help 8SA serve the growing number of customers is to create
additional payment dates throuvghout the month rather than continuing the traditional
beginning-of-the-month pavyment pattern. Payment cycling will have the effect of
spreading out the peak workloads 884 now encounters as s result of payment delivery.
This, in turn, will allow the public better access 1o 58A services.

During 1994 SSA conducted 10 focus groups, 5 with current benefciaries and § with
prospective beneficiaries. More than half the current beneficiaries stated they would .
volunteer to receive their checks later in the month and the consensus smong the future
beneficiaries was that they did not mind being paid later in the month as long as they

were told the date on which they could expect their payment.

Meetings were also held with key stakeholder groups, including Congressionsl staff and
representatives of member organizations and private industry, These sessions revealed
strong support for implementing payment cycling for new benefciaries. Private industry
representatives indicated that the current process creates workload peaks for their
operations as well, and a similar impact on their cperations by reducing service and
‘increasing costs.

Major Issues

There are several decisions needed prior to implementation. One is how should payments
be cycled, Other issues to be addressed are;

»  Determine the extent to which 5SA will allow current beneficiaries to volunteer to
change payment dates and the costs related thereto;
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» Determine if the Agency will seek legislation in support of changing benefit

payment patterns; and

» Decide whether, as part of implementation, the Tressury Department will need to
make significant chanpes in its current payment issuance operation to schieve
additional efficiencies.

Benefits

SSA is quantifying the benefits and costs of payment eycling as background for further

decision making,

Schedule
FY 1995 FY 1994 FY 1997 FY 1998 FY 1999
Submit plan Promulgote Develop Kesolve humaon Conduet

reguiafions sofwore resource public

Decide cycling issues informaotion
option & canpaign
associoted Improve
issues telecommunicotiorns Offer curent

links with Treasury

beneficigries
cyeling option

Troin ’
employees

implement
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7. Integrated Client Data

Lead S84 Official: Deputy Commissioner for Systems’

Historically, SSA has collected and maintained data about the chients we serve in sach of
the various systems that support the programs administered by the Agency, As with

most legacy systems, there is a lot of redundancy in our storage of data. The goal of the
Integrated Client Data initiative is to use current technology to establish a client-specific

data base.

Integrating client data will ellow data to be shered among programmatic systems, reduce
data redundancy and improve dats consistency among systems., Work began on this
initigtive in early 1983. Ar analysis was performed of the largest modernized systems,
the Modernized Claims System (MCS) for Title {I initial claims, the Modernized 88]
Claims System (MSSICS) for Title XV] initial claims, the Representative Payee System
{RPS) and the 800 Number System, to determine where common and similar data existed,
The final product was a list of elements that either always or usually were common across
different programs and systems. In 1994, changes were made to propagate data captured
in the 800 Number leads gystem to other systems (MSSICS and RPS), This prototype
proved that significant payoff could be achieved by eliminating the need in some instances
for users to collect the same data twice. The development of the Integrated Client Data
Base (ICDB) is & natural extension of the data propagation prototype.

The benefits of the Integrated Client Data Base are:
+ Establishment of a central date store to house data specifie to individusl clients.

+ lIncreased efficiency by eliminating the need to key data more than once and
alerting employees when critical client data has changed in another system.

» Improvemesnt in the consistency of data shared across systeras through standard
element length, definition and edit criteria,

» Improved service by eliminaiing the need for emplovees to ask customere for the
same information more than once in multiple claims situations.
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Schedule
“FY 1995 R FY 1995 ' . FY 199%
Eighiish the infegroted Exparnc ICDB fo include the Intertace with Titie d
Cient Dota Bose (CDE] that  Enumerotion system and Redesign
stores cliert information in posterditiernent funclions for
one oot file for the e XV IASSICS) and Title
following sysiems: MCS, {POS).
RMSSICS, BOO Numiber Leads
Systern and RPS, Provids integrated query
copobilify for RDS.
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8. Legislated Provisions Relating to Drug
Addiction and Alcoholism

Lead S8A Official: Deputy Commisgioner for Programs

On August 15, 1994, the President signed ioto law P L.103.-296, the Social Security

Independence and Program Improvements Act of 1984, The law contains several

provisions that place new restrictions on DI and 881 benefit payments to disabled

individuals for whom drug addiction or slecholism (DA&A) is a contributing factor
~ materis] to the determination of disability. Magor provisions of the law are:

» Al beneficiaries, both DI and 881, who are disabled based on DA&A must receive
payment through s representative payee and must undergs and make progress in
treatment, when available, at approved facilities,

» Payments based on DA&A are to be terminated after 36 months, unless the .
individual is determined to be disabled for some other reason than DA&A. (For DI
beneficiaries, only months in which treatment is available count toward the
36-month limit.}

» Benefit payments will be suspended for noncompliance with treatment and
terminated after 12 consecutive months of suspension for noncompliance.

» Large one-time payments of past-due benefits must be paid in instaliments.

»  All IM and S81 beneficiaries for whom DA&A is a contributing factor material to
the finding of disability must be notified wathin 180 days of enactment that they
must receive benefit payments through payees, must undergo treatment, if
available, and may receive benefit payvments for only 36 months.

» Referral and monitoring sgencies will refer individuals who are disabled based on
DA&A 1o sppropriate substance abuse treatment providers, monitor compliance
with treatment and report individuals’ treatment status to SSA .



Key Initiatives

Implementation
Preparation
Berauae of the magnitude of the changes involved i processing DA&A cases, every 8BA

field employee, DDS employee, and Hearing Office employee will be issued revised
instructions and be provided training on the new policies and processes.

Initial Notificati

In February 1995, we will be sending letters to beneficiaries currently on the rolls whe
are identified as being disabled based on DA&A (and their payees} to inform them of the
new legislative requirements. This mailing, estimated at between 200,000 to 300,000
letters is expected to generate major workloads:

» The field offices and Teleservice Centers will likely receive a large volume of calls
about how the changes affect individual beneficiaries.

+ Individuals who initially were entitled based on DA&A but who believe they are
now disabled due to other impairments, will file appesals to have the reason for
their disability changed. This will translate into increased FO traffic, DDS
caseloads and, ultimately, CHA pendings,

» DA&A beneficiartes not currently served by representative pavees but who, under
the new law, now must have a payee appoinied. (In addition to the payee
development workloads, some percentage of appeals is inevitable,)

DA&A Case Processing

Beginning March 1, 1895, all new DA&A cases must be processed under the revised rules.
At least initislly, Limited sutomated support will be available for case processing and
notices, which translstes to decreased productivity and longer processing times. Potential
problem areas include;

» Payment of pagt due bepefits in installments. This can be done only via manual
processing.

» Revised preference list for representative payees. In many areas of the country,

preferred payees are unavailable or already at capacity. Recruitment of additional
preferred payees will become a loca] prionity.
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Treatment Reguirements

The contracts with referral and monitoring agencies that are currently in place did not
anticipate the much larger numbers of DA&A beneficiaries or the additional monitoring
and increased reporting requirements of this legislation. Therefore, at the cutset, the
majority of Title II beneficiaries will not be referred and monitored for compliance with
recommended treatment. This situation will persist until SSA recompetes and awards

" new contracts for the services needed, a process that will be completed by the end of 1995.

Suspensions and Terminations

Once treatment referral and monitoring mechanisms are in place, SSA will be suspending
and terminating benefits on the basis of reports of noncompliance from the RMAs. This
will be very work-intensive, requiring much manual processing and locally produced
notices. These actiona/notices are expected to generate large numbers of inquiries and
appeals,

Even after payments terminate for a beneficiary disabled based on DA&A, his/her
Medicare or Medicaid entitlement, as well as Title I1 payments to hisfher auxiliaries,
continues as long as the DA&A heneficiary remains dissbled. However, Medicare and
Medicaid will not continue if the benefits have been terminated for non-coroliance with
the treatment requirements. Some level of monitoring will be necessary to ensure that
these provigions are not abused.

Due Process

The tnitial notices to existing beneficiaries, the award notices to new beneficiaries, the
suspension notices and the termination notices, will all offer due process to the
beneficiaries. This will result in benefit continuations and appeals that involve many
interactions and manual inputs.

Schedule

August 1994 Febiruary 199§ March 1995

irw possed Letiers seni o cument DAKA Al new coses processed
hensficianes under new rovisions
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9. SSI Modernization

Lead S8A Official; Deputy Commissioner for Systems

Prior to the modernized SSI claime system (MSSICS), 881 initial claims were completed
by taking & lengthy paper application end subsequently keying the dats into the system.
. Today, non-disability application information is collected online for nearly all S81 initial
c¢laims, eliminating the need to prepare paper input documents. Rather than in its _
previous summarized form, the actual data collected from the 88 applicant is posted to
the data base and remains completely available to employees for subsequent reference.
MSSICS also provides automated support for performing certain developmental actions
required to process claims, such ae the computation of income and resources.

The next major enhancement to MBSICS will be to extend the data collection function to
posteniitlement situations. By doing s0, local offices will continue to have online,
real-time access to detailed information about factors affecting 881 eligibility payment,

Examples of significant improvements in customer service enabled by MSBICS are:

» An automated claims intake system prompts for questionable answers helping to
ensure the application is accurate and complete. Direct input and auwtomated
processing features eliminate errors inherent in manual dats transcriptions and

computations,

» Mare comprehensive information available online enables employees to complete
postentitlement transactions without the need to reference paper files or recontact

customers to verify information.

Schedule

FY 1997

Expong MSSICS to postenfilement
sttuations,
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10. Notice Improvements
Lead S84 Official: Deputy Commi&siazzér for Policy ‘& E:;ternal Affairs

Description

SSA sends its customers 240 million notices annually. In the past, 85A has been
eriticized for the poor quality of its notices, being both hard-to-read and
hard-to-understand. Thirty-two percent of the Agency’s notices require some manual
action by employess, creating opportunity for error and inconsistency in language and
format. In addition to customer dissatisfaction, poor notice quality resulis in unnecessary
inquiries in field offices and to the 800 Number. The Notices Improvement initiative is

 intended to increase notice readability and clarity and to reduce unnecessary operational

waorkinads,

Major Activities
Backiogged Improvemenis

By 1982 the Agency had accumulated a sizesble number of Title Il and Title XVI notice
projects awaiting implementation, Although improved langusge was availsble for many
of these notices, a shortage of resources had preventsd their implementation. The Agency
identified 11 of these projecis as involving critically needed improvements, and 10 of the
11 projects have been completed. The remaining project will be completed in

September 1995,

887 Notice Improvements
Field office employees must manually prepare nearly 20 percent of 58] notices. This
workload is complex and labor-intensive, particularly in the overpayment area. To

alleviate this burden, SSI notice sutomation will be increased to the extent possible.
Language and format for many automated S8] notices will be improved at the same time.
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QASDI Notice Improvemenis

QOASDI notices have several major problems. Many are produced manually in field offices
and Processing Centers; the language is hard to understand and sometimes not tailored
to the benehciary's specific situation. Overpayment notices, in particular, generate
numeroua field office inguiries. As many as 1.8 million disability notices are issued each
vear and are produced manually, using language that is above the average reading
comprehennion level. The Agency is moving forward with its plan to improve the
langusge and format of its QASDI notices, The Agency is also increasing the number of
notices available in Spanish, and standards for Spanish notices have been incorporated
into our English language notice standards.

Today, OASDI notices are produced by nearly 20 different software applications, each
with its own language database. The Agency is improving the langusge in each of these
applications and then folding it into the Target Notice Architecture (TNA). Under the
TNA plan, SSA will consolidate 80 notice langnage databsases into one central data base
and streamline SSA's notice preduction environment. This will greatly reduce the time
and effort needed to code antomated notice changes and will eliminate duplication of
notice language across software applications. Notices preduced by the Title II Modernized
Claims System and one postentitlement program have already been improved and built

into TNA.

The TNA will provide another important capability~-electronic storage and retrieval of
notices. Today, employvees cannot recall a copy of a notice on their computer terminals
when a customer calla or visits with a question, If the employee cannot refer to the
customer's copy, the question may have to be deferred until the record can be retrieved
and the customer recontacted. The Brst notices to be stored electronically should be
available for retrigval in August 1995

ODutdated, standalone word processing equipment in the Processing Centers is being
replaced with centralized M/Text notice production software, eliminating 60 separate
notice language data bases. The new aystem will help reduce clerical error with online
edifs, speed notice preparation, ensure the uniformity of notice language, and direct
output fo automated mailing facilities to lower handling and mail costs, M/Text will be
implemented in all sites by February 1995,

Notice Evaluation

Notice improvement will be 2 continuous process. As part of this ongoing activity, public
opinions will be solicited through the use of focus group tests and surveys, 5854 also
plans to gather information on the literacy skills and special needs of its non-Englhish
speaking clients,
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Benefits

» Improved customer understanding of S8A decisions and customer rights and
responsibilities.

» Fewer inquiries, freeing field office and 800 Number emplovess to help other
customers.

» Fewer recontacts with electronic notice retrieval, also freemg field office and
800 Number employees to help other customers.

» Fewer manual notices, freeing field office and PSC employaes to process other
customer business. SSA is estimating expecied savings. The first group of
improved 881 notices will free up 250 workyears.

v+ Lower overhead costs. M/Text will eliminate §1.1 mﬂhon to maintain the sutdated
word processing systems.

Schedule

FYs 19931995 FYs 1994-1997 FYs 1993-1999 ONGOING

Buckivgged Nofices 331 Nolices CASDI Notices Nofice Evaluation
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11. Paperless Processing

Lead S84 Official: Deputy Commissioner for Systems

QOver the past few years, 8SA has undertaken a number of astions to lay the groundwork
for.a paperless processing environment. These include refining our evidence-retention
criteria, ereating electronie record formats and establishing new practices for diacarding
unnecessary paper. The purpose of the Paperless Processing Project is to test and
evaluate document imaging and paperless technologiss as potential means of enabling
8854 to redesign business processes that will allow employvees to work more efficientlyin s
paperiess environment. ’

The IWS/LAN provides the supporting infrastructure for the pilot effort which will apply
document workflow mansgement and imaging technologies to 88A's paper-intensive
programmatic process. The system will keep files in electronic format that normally
would be printed cut on paper for technicians to process. [t will also scan the letters,
folders and other paper that are mailed to S5A, and convert them to digitized images for
electronic processing. These two sources along with sccess to other electronic files will
give technicians total information access to do their job,

The potential benefits of & paperless processing system are that it:

»  Provides employees with immediate access to all the information needed to
accurately and efficiently complete an action for a customer;

» Delivers work to the technician’s workstation electrenically and allows all
processing to be completed without reliance on any paper;

»  Eliminstes lost or mishled folders; and

+  Provides managers with accurate and timely information necessary to manage
workloads.

A Test Processing Module prototype began in January 1894 and will continue to operate
as 8 test-bed environment to support the piet. The purpose of the prototype is to
incorporate electronic information and document imaging technology, and (o test
redesigned workflow scenarios.
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Using knowledge gained during the prototype phase, we are enhancing current
functionality and developing new, automated functionality that will be used during the
pilot. The pilot will begin in Module 12 in the Great Lakes Program Service Center in
January 1995 and will run for 1 full year. The pilot will initially run in parallel to the
current paper process and shortly afterwards, will process the total workload of

Module 12 in a full production, paperless environment. Before and during the pilot
operation, SSA will evaluate the various aspects of working in a paperless environment to
.determine the impact of the new technology on employees, quality, costs and service

delivery.

Schedule
January 1994 January 1995
Test Processing Module Pilot begins in GLPSC

prototype begins pilot testing
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12. Electronic Service Delivery (ESD)

Lead 85A Officigl: Deputy Commissioner for Systems

Description

Anticipating increasing public acceptance of technology and expanding demand by
sustomers to reesive information and {ransact business slectronically, SSA has established
the Electronic Service Delivery (ESD) project as the next generation and logical extension
of the technology advances the Agency will realize through IWS/LAN., Where IWS/LAN
provides technology for SSA’s use in streamlining and reengineering processes and
operations, and in prometing effectiveness in service delivery, ESD incorporates
applications to be used directly by the customer, as well as applications to be used
administratively by SSA to improve customer service,

Opportunities for creating new service delivery choices for customers sre possibile with the
increasing prevalence of electronic information processing equipment and communications
networks capable of transmitting data, voice, snd images. Self-gervice opticns accessible
via telephone, personal computer or publicly-located kiosks, using well-designed electronic
menus and eagy-to-follow instructions, can make services available to chients virtually
anywhere 24 hours a day.

While many electronic service concepts promise tantalizing service and efficiency
advances, SSA has chosen a dehiberately cautious approach to ESD. Despite growing
public enthusiasm for electronic transactions, neither the technologies nor the public’s
tastes have matured sufficiently to support long-term decisions. Conseguently, the 85A
approach to ESD incorporatea both an aggressive program of technology scanning and
research, and a significantly more cautious strategy toward implementation which
includes an exhaustive program of piloting and evaluation. While developing public
preferences and the potential for staggering sdvances in service delivery demand action
now to build & base of knowledge and experience around these technologies, SSA believes
a sensible level of investment in research and gradually expanded testing will best
position the Agency for prudent decisions as distinet advantsges and opportunities
materialize.

‘;Vithin the framework described sbove, the following principles will be observed in the
ESD program:
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» Continue to provide choice in terms of how customers wish to be gerved (telephone,
face-to-face, fax, home computer, cable television, etc));

» Ensure that the same leve!l of service is provided in all locations;

» Provide improved service to the business community and enhanced opportunities
for coordination of activities with Federal, state, local, and private entities; and

» Provide one-contact service whenever possible,

in all activities proposed under this initiative, privacy and systems security issues will be
resolved before providing sny public access to SSA data bases. SBA has sought expert
advice from the Los Alamos Besearch Laboratory, which kas special expertise in systems
security, and from the National Institute for Standards and Technology (NIST) and will
continue to coneult with other Federal, Btate and local organizations on thess important
issues of privacy and security.

Major Activities

ESD is an umbrella project covering both applications to be used administratively by S8A
to improve customer service and applications to be used directly by the customer. The
apphcations are grouped under subprojects, as follows:

Interactive Distance Learning

With Agency streamiining, increased use of automstion and continuous aystems and
procedural changes, s faster, less expensive and more uniform method must be found for
simultaneous delivery of training to large numbers of emyployees. Today, S8A uses its
Satellite Teletraining Network to deliver interactive vidso broadeasts simultaneously from
a central site to emplovees in multiple remote locations. However, the network, as
currently configured, is capable of reaching only 4,000 of cur 64,000 employees.

Expansion of the network is being considered, along with other technologies, to determine
the best way {or ways) to reach more employees. Desktop video conferencing is a
potential option, and S84 is currently testing it to deliver training to technical staff in the
network manasgement centers. Other satellite broadeast and video conferencing aptions
also will be explored before a final decision is made.
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Video Conferencing

Video conferencing increases access and reduces travel coats for geographically distant
participants when used fo conduct administrative meetings or deliver employee training,
as discussed above. SSA has pioneered in the administrative use of video conferencing.

Although early administrative uses of video conferencing have proven successful, more
substantial benefits should be realized by the public when interviews are posaible between
digability claimants and decision makers, as planned in the reengineered dizability ‘
process. in November 1993, video conferencing systems were instalied in the Wilmington,
Delaware DDS and the New Castle, Delaware fisld office to demonstrate the concept of
conducting initial disability and pre-denial interviews using the technology. In FY 1885
S5A will expand upon this initisl effort and carefully test customer acceptance, as well as
the kinds of equipment and networks needed to support chient interviews, as follows:

» In Wisconsin, systems will be installed in field office, DDS and hearing office sites
to test customer acceptance of the technology at different stages in the

reengineered disability process.

» In another pilot to take place in lowa, SSA will install video conferencing systems
in 2 field office, 8 hearing office and the IIDS {6 test the feasibility of integrating
85A systems with lowa’s state-wide telecommunications network and contact
station facilities. Cooperative partnerships with States, where possible, could

reduce the technology's cost,

» A third pilot will involve hearings offices in Huntington, West Virginis and
Albuguerque, New Mexico and remote hearing sites in Prestonsburg, Kentucky and
El Paso, Texas. In this pilot, advanced video features enabling Administrative
Law Judges to manipulate cameras at the claimant’s site, to view participants
close up, and to record multiple hearing participants, will be tested in hearings
conducted between these sitea. The advanced features are needed to support
requirements unique to hearings.

imoging

This subproject will provide for testing and refining the technology needed to support
imaging of medical evidence and related documents for the reengineered disability
process. Based on the results of this pilot, equipment will be acquired during Phase 2 of

the National IWS/LAN Buy.
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Fax servers and secondary imaging subsystems will assist 85SA in moving information
guickly between processing locations and provide more information online for answering
customer questions. The fax server acts as s transmission device directing the faxed
material to the employee who needs it. The image storage asystems are used to house fax
materials and other scanned information as part of the claimant’s record. .

Remote LAN Access

This effort will enable S8SA representatives to provide service at offsite locations
comparable to in-office service, using lap-top (or notebook) computers with IWS/LAN
connectivity to access SSA client information and processing software. Because this -
technology will aliow access to client data bases and processes, privacy and systems
security questions will be rescived before implementation.

Prototype remote LAN access technology is being tested. In addition, a procurement in
FY 1995 has been funded for the installation of Remote LAN Access servers and
associated hardware and software. It is anticipated that this procurement will provide
approximately 800 ports of connectivity for S8A field users.

Customer Acvess

This initiative will use remote access technology as the gateway to programs, client data
and other 88A information fles for employers, Federal, State and local agencies, and
individuals. Emplovers will be able to verify the Social Security Numbers of new
emplovees over the telephone. Other Federal, State and local agencies will be able to
verify Social Security Numbers and benefit amounts for clients. Individusals wil! be able
to enter their name and identifcation information in a kiosk and receive Personal
Earnings & Benefit Estimate printouts in one easy transaction. This initiative will use
remote access technology as the gateway to programs, client dats and other 884
information files.

S8A is alac exploring the possibility of allowing three outreach grantees $o acceas the
Modernized Supplemental Security Income Claims System (MSSICS] online, In & pilot in
Tennesses, State employess will have the capability to verify S88Ns directly online. S5A s
working with Tennessee in expanding this effort to include other capabilities and working
with other States {0 provide like services.

Customer access alse includes plans for “fax on demand” which enables a customer o dial
a number and choorse an S8A form from a menu. Onee selected, the form will
automatically be transmitted to the caller. Customer access will require the installation
of additional remote access capacity. SSA is analyzing needs for additional hardware and
software,
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Telephone Access

This subproject also supports the 800 Number improvement initiative. There are three
initiatives underway:

>

Kiosk

The Network Prompt/Infoworx Pilot has been completed and is being evaluated.
Unrder this sffort, callers in 11 States listened to a network prompt (automated
menu) which allowed them to select automated self-service options or assisted
service. The automated eptions gave the location of the closest SSA office after
callers keyed in their ZIP Codes. The improved level of service accruing from the
increased numbers of calls getting through to the 800 Number will be weighed -

- against higher costa and actual service improvements in determining if Network

Prompt should be continued.

A caller behavior study is scheduled for FY 1995, SSA will conduct & public
relations campaipn to encourage callers to eall in the evening. To determine if
calling patterns can be influenced, dialing data will be captured from the telephone

system.

Ancther effort will sssess the feasibility of developing self-service telephone
applications which would interact with client data bases. For example, a caller
would use the telsphone kevpad to respond to a series of prompts to request status
of a claim or a PEBES. The techaical issues are complex. Information which must
be provided by the caller requires alphanumeric input and the design of keypad
does not provide for essy input of other than the simplest information. The project
team is currently researching and evaluating technologies which will overcome
these barriers. Implementation of viable applications will also depend on the
resolution of security and policy 19sues.

SSA is testing the feaaibility and customer acceptance of touch screen kiosks a8 a means
of providing informational services to the public. The initial software application will
provide instructions for completing commonly used SSA forms and receiving printouts of
information. Information will be furnished in multiple languages based upon the
demographics of the kiosk sites. The basic informational services to be provided are:
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Bocial Security program information;
How to get an SSN card;

Disability benefits;

Medicare and Medicaid insurance;
Retirement benefits;

Survivors benefits;

Supplemental Security Income; and
How to complete 85A forms.

* ¥ ¥ ¢ v v r ¥

On a paralle] track, 8SA is developing a prototype kiosk system to determine the
feasibility of performing functions which would require access to client data and
processing sofiware through SS4’'s Wide Area Network. The prototype will not be tested
in public until privacy and systems security issues can be resolved. The types of
applications envisioned are:

Benefit verification;

Summary Earnings Query;

Claims status and payment verification;

Completion and electronic filing of request for SSN; and

Completion and electronic filing of request for PEBES. .

*r r v v @

The kiosks will be strategically located in SSA offices, other Federal, Stat: and local
government agencies and high-trafiic areas such as shopping malls, transportation centers
and post offices,

BSA acquired 12 systems in FY 1994 for a pilot involving the kiosks in the Albuguergue,
New Mexico area. Installation of these systems begins in April 1885,

SSA is also exploring partnerships with other agencies to share kiosk resources. A
“proof of concept” kiosk information svetem was developed by 854, the United States
Postal Service (USPS) and the Department of Veterans Affairs (VA). 88A is now working
with California and Colorado to add information about Social Security programs to their
systems.

Agency-Wide Internet Access

SSA is developing an Agency-wide Internet platform to support public sccess to general
program information and conduct business using personal computers, Privacy and
systems security issues will be resolved befors any applications invelving access to
personal data or S8SA processing sofiwars is allowed.
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Currently, the public can access general program information through Internet using two
methods: e-mail server and fle transfer. S5A plans to expand access to include the
Internet Gopher programiserver to simplify user access to information and to offer
information in graphical format. A Mosaic server will also be added to allow ensy.to-use
Windows access to multimedis mformation. Using the new servers, 88A will be able 1o
provide access to 88A POMS procedures, law, regulations, and numerous other public
documents on the Internet system.

Information available via Internet will also be available through commercial online :
services {such as Predigy, CompuServe and America Online }, public Bulletin Boards, and
other large information providers. The Internet access plaiform also will provide secure
access for S8A employees to information world-wide for SSA research activities,

A National Performance Review initiative underway is to establish a Government
Information Locator Service to help the public locate and access informsation. The
Internet platform will house this system.

Interactive Cable TV

This subproject will initially serve as a test-bed to determine the feasibility of providing
information about 8SA programs to cable subscribers within designated geographical
areas. The purpose of this information would be te describe how S8A’s programs are
administered and offer advice on ways to transact business with SSA.

Benefits

Each tyvpe of access to SSA will be carefully evaluated during pilots to determine customer
acceptance and satisfaction, effect on traditional customer service and cost,
Before-and-after studies will be conducted o quantify changes due to new services, and
implementation decisions will be based on subsequent coat/benefit analyses,
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Schedule

FY 1994 FY 1995 FY 1996 8D
linteractive Pilot of
KDlstance Leaming interactive video
E . i fraining in field
; offices
Video Delaware Wisconsin customer
‘Conferencing Fecsibility occeptance

Demonstrotfion

Advanced features
for hearings

lowa cooperative
venture

Imaging Imaging under
RDS begins

Remote LAN Remgte LAN

Access access

Customer Access

Access for States
and corporations

Tennessee pilot

axpansion
Facsimile on
demond
MSSICS pilot
Telephone Network prompt Data base
Access pilot Qccess
Cal! behgvior
study in Mississippi
Klosk Informational pilots Interactive

development

Intemet Access

S5A headquarters

S5A applications

‘Interactive Cable
1 4'

Interactive cable
v
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13. Electronic Payment Services

Lead S8A Official: Deputy Commissioner for Finance, Assessment & Management

The National Performance Review, with its emphasis on more efficient service delivery,
has prompted the government to establish a policy that calls for Federal program agencies
to convert to an all-electronic payment environment by 1999. SSA has positioned itself
ahead of most Federal agencies in the use of electronic funds transfer (EFT). More than
half of the 570 million benefit payments issued in FY 1993 were disbursed electronically.
The payment service initiative outlines SSA's strategy for addressing the NPR's objective.
It includes:

» A series of actions designed to increase the number of beneficiaries who are paid
by direct deposit;

» The development of electronic payment alternatives for beneficiaries who do not
have bank accounts; and

» Expansion of SSA’s use of the national Automated Clearing House (ACH) system
for both payment and payment-related information.

Because the activities currently planned are expected to increase the use of direct deposit
to about 70 percent, SSA is examining what further measures can be taken to fully
achieve the NPR's 100-percent objective by 1999.

Besides the improved service this convenient, more reliable means of payment provides to
our customers, increased use of direct deposit benefité SSA by:

» Reducing charges from the Department of Treasury to the OASDI trust finds
(estimated at about §17 million annually) for the costs of disbursing paper checks.

» Reducing postentitlement contacts with local offices and the 800 Number regarding

delayed, unreceived or returned payments, thus freeing employees to do other
work.
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Increased Use of Direct Deposit

Of the 23 million beneficiaries who receive payment hy paper check, 15 million have a
relationship with & financial institution. Further, an estimated 90 percent of all new
insurance program applicants and 45 percent of new S&1 applicants have bank accounts
at the time they file for benefits. These individuals could be paid by EFT from the outset.

S8A's proposed plans to incresse the use of direct deposit include;

LE
SRR b

» More vigorously marketing the advantages of direct deposit to the public, financial
community and other groups; ]

» Adopting a new government-wide policy that preaumes direct deposit will be used
by all beneficiaries who have bank accounts; and

» Issuing regulations to require the use of direct deposit for the following categories
of cases: international payments, benefits paid to institutional representative
payees and interim assistance reimbursements to States.

Schedule
1995 1995-1998 1994 1995-1999
Provide field offices Send information Issue reguiotions Expand and
withy frosining ond aboul direct deposit requiting use of confinue o updale
promodion molerdcls  fo new beneficianes  direct ceposit for 35ACs public
inwpport ot the being poid by check  ceruin cotegeornes of  informolion

AQercy's new
prasumed dirggt
denosit policy
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Electronic Benefits Transfer

Roth Feders] and State agencies recognize that achieving an all-electronic payment
environment is not possible unless electronic alternatives are found for beneficiaries who
do not have a bank account. At present, about 4.5 million Social Security beneficiaries do
not have bank accounts {5 percent OASDI and B5 percent SSD. The solution is electronic
benefits transfer (EBT) through special, debit-only sccounts established at designated |
financial institutions. Monthly payments will be deposited to these accounts using normal
direct deposit transfers, Beneficiaries will sceers their accounts by means of a plastic
debit card at either automated teller machines {(ATM) or point-of-service (POB) ferminals.

Over the next 5 vears, SSA anticipates the following developments in establishing the
EBT infrastructure for a national program;

Schedule
1995 1827 19971999
Develop EBT infrasiruchure Setect odditiona Roiout EBY infrostructure
ond select commercial commergiat banks 1 notionolly

bonks to sewrvice 7 Staies in provige BT services in othey
the southeastern part of the  geographic arews
U.s.

Expanding Use of the National Automated Clearinghouse

As the number of beneficiaries being paid electronically increases, 88A and the fnancisl
communily become more dependent upon each other for prompt exchange of program
information. The natural pathway for this exchange is the ACH syatem that is
maintained primarily by the Federal Reserve,

S8A has taken the lead in adopting the ACH to improve commurnications with the
nation’s financial institutions and thereby achieve improved service and efficiency. For
example, in the past 18 months, SSA has reduced the number of administrative actions
nscessary to recover direct deposit payments issued after death by more than 90 percent,
by creating & new electronic standard that notifies banks immediately via the ACH when
a recipient with direct deposit dies,
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Over the next 5 years, BSA is planning several significant new ACH enhancements. Most
notable among these will be the capability to allow banks to send SSA direct deposit
enrollment information electronically. Another enhancement will allow SSA to notify a
bank electronically that & new beneficiary has requested direct deposit, so that the bank
can verify sccount information prior to the first payment. General implementation ' )
timeframes for these and other enhancements are:

Schedule

1995-1994 1994 1997 1998

mplement impdemend Estobiish slechonic Establish elechonic

auvtomoted diect prencificotion verficotion of bank verification of

deposit ervallment process aceount resources address informgaiion

for SSirecipients tor direct deposiion

who chonge thel
residence without
nofitying SSA
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14. Reengineering the Policy Process

Lead 8SA Official: Director, Process Reengineering Program

The policy process at SSA involves the business cycle that begins with developing
information that in turn leads to decisions about the rules governing 8SA processes
(enumeration, earnings, claims, postentitlement and informing the public) and results in
some or all of the following: research investments, legislative proposals, regulations
(including rulings), guidance to the workforce (through systems design and direct
instructions), litigation strategies, and information to the public.

Upon recommendation of an employee Quality Improvement Team, the Agency will
initiate s reengineering effort to redesign S8A's policy process. The impending
changeover to an independent agency presents SSA with & unique opportunity to redesign
its policy process, This 20-week effort, beginning in February 1995, will allow results to
be gvailable in time to implement organizational changes at the start of the next fiscal

yenr.

All aspects of the business cyele are within the scope of this reengineering effort,
including how policy decisions are made and disseminuated. Existing policies will not be
evaluated s part of this reengineering effort.

Resommendations for change will be developed and identified for both short-term (less
than 1 yvear to full realization) and long-term {more than 1 year to full realization)
implementation. The recommendations for change shouid:

» Improve public confidence by creating a strategic process that ia closely attuned to
external concerns, and permits rapid decisionmaking and early action to address
short and long-range concerns about program design;

» Deliver world-class service by improving front-end input thereby surfacing and
quickly resclving iseues, and rapidly providing systems specifications or direct
guidance/public information and notices; and

» Provide a nurturing environment by providing emplovees in the process with the
managemant support, delegation of authority, technology and other tools, 6.2, &
standard methodclogy, to do their jobs well and by providing emplovees in the
service delivery proceas with the policy support needed to do their jobs well,
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The redesign should result in a business process which containg discrete, identifiable
steps having outputs that are messurable with regard to timeliness, quality and added
value, The redesigned process should alse result in an improvement in the overasll policy
process cycle time, with no resulting increase in Agency administrative costs.

Schedule

FEBRUARY 1995 JUNE19%5 : ONGOING

Reengineering tearmn beging  Reengineernng team makes  Adoption ond/or

anaiysis of current process recarnmendations for modificotion of

ang consideration of process  process redesign and reengineering tecm

redesign orgarizational stucture recommenddations of policy
‘ proceass redesign
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Part VI
Conclusion

Staffing Reguirements

With the continuing growth in 88A's workloads {e.g., increasing numbers of disability
claims), coupled with mandated staff reductions, slong with new statutory responsibilities
- {increased CDRs, PEBES and DA& A workloads), S84 must change the wave in which it
does business. If 85A continues to work in the same ways that it does today, it wonld
need to incresss its workforce by as many as 12 000 additional full-time eguivalents
{FTEs) simply to keep up with worklead growth. But SSA recognizes that there are
alternatives to a "business as usual” approach to daal with thess growing workloads.
These alternatives are contained in 88A's three key strategies: streamlining,
reengineering and automation/continuous improvement. By taking full advantage of
these three approaches, 8SA can deliver services more effectively and efficiently. And it
can do so, by current estimates, with some 4,500 fewer FT'Es than are currently in place.

ESTIMATES OF S5A's FTE NEEDS
Additionyl Yotal
FiEs FiEs
55A FIEs in FY 1995 65,000
Additional FTES neaded In FY 1999 10 keen up wilh workioad 8000
growth, with no chonge in the woy 55A does business
Additionol FIES needed in FY 1999 1o deliver Improved services, ‘ 4,000
with no chonge in the way SSA does business ond no
productivily growth
jotol FIES naeded in FY 1999 i no chonge in 1he way 53A does 77000
busingss
Tolgl FTE needed o3 o rewsit of cutomationfooniinuous $0.500
mprovement, regngineenng ond streamiining
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Impact of GBP on Service

S8A’s goal for each of the core business processes and service delivery interfaces is
nothing short of world-class service. The assessments descrnibed in detail in Part IV of
this plan, and swumarized in the tables below, describe how far the initiastives and
actions identified in this first GBP will take the Agency toward this goal. This first GBP
does not identify sny of the areas a8 fully attaining world-class levels by 1999, since the
paths from current service levels to world-class levels are not yet fully detailed. However,
based on current performance and known customer expectations, there are several areas
in which aspects of service will be world clase. Subseguent editions of the GBP will
describe s sequence of steps that ean confidently be expected 1o result in world-class
service levels by 1999 for some or all of the business processes and service delivery
interfaces, '

In this initial assessment, SSA projects that it will maintain or improve serviee in all
aspects of ite business through streamlining, reengineering and automation/continuous
improvement. The following tables summarize the projected impact of these approaches
on 88A’s core business processes and service delivery interfaces. These tables should be
understood as summaries of the narrative nssessments contained in Part IV of the GBP,
the ratings are not computed based on formal metrics. (The categories are: World Class
Aspects, Overall Positive, Mixed, and Overall Negative.)

SERVICE LEVELS FOR CORE BUSINESS PROCESSES
Curront 1995 By 1897 By 1089
Enumerafion {overall} Overoll + Overall + wortd Closs Aspects
Eamings {overall) Qverail + Overall + Worldd Class Aspects
Claims {RS| & 51 Aged) Overoll + Overall + World Class Aspects
Clgsirns {DSSIB0] Qveroll - Mixed Overoll +
Postenfiiement {overall Overcl + Overall + COverall +
Postentitiement {CDRs} Overal - Miredt Overgl +
inform the Public Mixad Overpl + warid Closs Aspects
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SERVICE LEVELS FOR SERVICE DEUVERY INTERFACES
‘Cument 1995 * | By 1997 | By 1999
Face-to-Foce (field office) Mixed Mixel ward Closs Aspects
Face-to-Face (thirct parties) Mixed Overall + Overcli +
Telephone {800 Nuzﬁbw} Mixed Rixed Overqlt +
Telephose {feld office} Overgil - Mixed QOvergll +
Mot - Mixed Overolt Overal +
Aufomgpited SeilMeln rinimal® Minec Overall +

¢ 854 currently Fos only minima services available tor this made of service delivery. These services will
be expanded sgrificonily in the yeaors chead.

As the summary charts indicate, additional work will be required in every aspect of 584’°s
core business processes and service delivery interfaces in order to produce full world-class
service. The absence of a designation of full world.class service in a business process or
gervice delivery interface does not mean that S5A expects less than world-class service in
all these areas by 1898. On the contrary, it is 88A's commitment to provide world-class
service in all these areas as soon as possible. We fully expect to achieve this level of
service in some or all of these areas by 1895, However, the current iteration of the
General Business Plan does not yet contain enough planning detail to support an
assessment of full world.clags service in any of the business processes or service delivery
interfaces. As the GBP is developed in the coming years, the detailed planning will be
made avatlable and the assessments will be upgraded accordingly.

85A’s General Business Plan presents how the Agency will:
1} Pursue its service delivery goals;
2y Improve its stewardship of the programs it sdministers: and

3y Provide employees with the tools and training that will empower them to improve
performance.

8BA’s three-fold strategy of streamliining, reengineering and automation/continuous
improvement will require up-front investments in the workforce and in technology. The
Jong-term result will be more effective, efficient delivery of services at lower costg to the

Ltaxpayers.
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ACH
AlDS
ASP

ATM

BENDEX

. BL

BP

CAPS
CD-ROM
CDR

DA&A
DS
Dl
DOC

EBT
ESD
EVS

Fo
FOIA

GAC
GLPSC
GPRA

HO
ICDB
INS

IRS
IWS/LAN
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Automated Clearinghouse

Acquired Immune Deficiency Syndrome
Agency Strategic Plan

Automated Teller Machine

Benefiviary Dats Exchange
Black Lung
Business Plan

Claims Automated Processing System
Compact-Disk Read-Only Memory
Continuing Disability Review

Drug Addiction or Alccholism
Disability Determination Service
Disability Insurance

Data Operations Center

Enumeration at Birth

Electronic Benefits Transier
Electronic Service Delivery
Enumeration Verification System

Field Office

Freedom of Informsation Act
Full-Time Equivalent
Fizcal Year ’

General Accounting Office
Great Lakes Program Service Center

- Government Performancs and Results Act

Hearings Office

Integratsd Client Dats Base

Immigration and Naturalization Service

Internal Revenue Service

The Intelligent Workstation/Local Area
Network
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MCS
MIP
MOEP
MESICS

NCC
NPC
NPR -

OASDI
OAB]
OBRA
OCRO
OHA
OIG
OPA
OFl1
QPIR
OMB

PE
PC
PEBES

P
POMS
POS
PPQIT
PSA
PSC

RDS
EOPIR
RPE
REDI

Local Area Network

Modernized Claims System

Monthly Information Package

Metropolitan Office Enhancement Project

Modernized Supplemental Security Income Claimsa System

MNational Computer Center
National Partnership Council
National Performanee Review

Old-Age, Survivors & Disability Insurance
Old-Age & Survivors Insurance

Umnibus Budget Reconcilistion Act

Office of Central Records Operations
QOffice of Hearings and Appeals

Office of Inspector General

Office of Public Affairs

Office of Public Inguiries

Office of Program and Integrity Reviews
Office of Management and Budget

Postentitlement

Processing Center

Personal Earnings & Benefit Estimate
Statements

Public Information

Program Operation Manual System

Point-OQf-Bervice

Puolicy Process Quality Improvement Team

Public Service Announcement

Program Service Center

Reengineered Disability System

Regional Program and Integrity Reviews
Representative Payee System

Retirement, Survivors & Disability Insurance
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SDX State Data Exchange
SIPEBES S8A-Initiated Personal Earnings & Benefit

Estimate Statements ' &
SSA Social Sscurity Administration X
S5ANSN Rocial Security Admindstration Nationa! -

Satellite Network '
881 ) Supplemental Security Income
SSN- ‘ Socinl Sscurity Number
TNA x Target Notice Architecture
TSC Teleservice Center
urs ) Unified Planning System
¥NR Video News Release
WY . Workyear
800 Number 800 Number Teleservice Center Network

3
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