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Part I 
Executive Summary 


Overview 
SSA'. General Bwiness Plan (GBP) i8 • new component of SSA'. Unified Planning 
System, It complements SSA's long-range Agency Strategic Plan (ASP) and various 
shorter~term tactical plans and other planning and implementation documents, This GBP 
represents the first formal, written compilation of the ongoing business planning preuiously 
done in SSA on. a thcentrolized basis, It is designed to provide the reader with: 

... 	 Understanding of the fundamental drivers of our strategy: the needs and 

expectations of our customers and the resource and workload challenges we faC<::!; 


... 	 Awareness of the three interrelated approaches (streamlining, roongineering and 

automation/continuous improvement) that will enable SSA to maintain current 

service levels overall while investing some of the resources saved into thooe areas 

where we must improve or expand our activities; 


• 	 Appreciation of the need to invest in our most critical enablers: the SSAlState 
Disability Determination workforce and technology; and 

.. 	 A comprehenaive picture of the overall state of our business proce::lses and service 
delivery mooes along with information about the key initiatives that will lead to 
improvements. 

In all 	that SSA does, three: overarchlng goals remain constant: 

• 	 Rebuilding Public Confidence in Social Security 
• Providing World· Class Service 
.. Providing a Nurturing Environment for Employees 

Many of the activities described in this plan \\-'ill rebuild public eonfidence, including 
a<:tions that improve stewardship of the programs. and create a better working 
environment for employeea. However, the primary focus at this time is on service 
delivery, 

SSA delivers high-quality service to millions of customers year in and year out, Since the 
focus 0/ the GBP is on those activities that SSA is u.ndertaking to improve its services, this 
documen,e does not detail the many ways in which SSA is successfully delivering its 
seruices, Instead, the GBP provides an assessment of where SSA i6 today in ita basic 
business processes and service delivery interfaces, the shortcomings in those areas, and 
SSA's m,jd·range plans to improve these aspects of its performance, 



GBP • 
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 ass.ss 
 •
performance acrOSB a wide range of program responsibilities through 8 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 

. • Claim. 
.. Poatentitiement 
• Informing the public 

AIJ an additional way of planning and manag.ing work. SSA looks across the ways that 

the public accesses services, There are cUl'rently six service delivery interfaces: 


• Face-to~Faee Service 
• Field Office Telephone Service 
• 800 Number Telephone Service 
• Mail 
• Faee·to~Face Service Provided by Third Parties 
, Automated Self·Service • 
Critical Elements of SSA's Strategy 

A. Strategy Drivers 
The strategy drivers are powerful external factors that shape the focus, timing, and 

direction of Agency planning and operations, Each factor profound1y influences all SSA 

activity: 


1) Customer Expectations 

To more closely link SSA'a plans for service improvements with explici~ high~priority 


needs of the American people, SSA ha.s undertaken a aeries of disciplined actions to • 

obtain customer input. These efforts will continue. Those completed thus far include: 
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• 	 A ••rie. of foe". groups conducted throughout the country ",ith Social Security 
heneliciuries and the general public to lind out directly from customers wh.t they 
need and expect from SSA. 

• 	 Direct surveys, conducted in~perBon or by phone, with over 10,000 customers, 

~ 	 Comment carda sent via mail to 22~OOO customers or completed via telephone 

contact with 4,000 additional customers. 


.. 	 Questionnaires and discussions about world..clssa service with external 
organizations that have a keen interest in how SSA provides service. 

QuestionnaireS were also distributed to all 65,000 SSA employees to seek their views on 
world-class service. to ask them what barriers prevent them from providing it, and to 
solicit·their ideas and suggestions, In parallel, over 2.500 employees,and their union, 
representatives, from clerical workers to senior managers, participated in interactive 
group discussions about world..clasa service at SSA. 

From these efforts we confirmed that confidence in the Social Security program is low and 
knowledgl~ of Social Security programs is limited. At the same time, most customers 
(almost so percent) are .atisfied with the service provided by SSA 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 fot many of our customers. 

There were five strong them.es el'lterging from the customer research that must influence 
hew SSA designs its processes ami service delivery interfaces in the future.' 

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

• 	 Ready access to SSA's services is important to customers, with minimal waita for 
face~to·face service in field offices and fewer busy signala when attempting to call 
SSA'. national 800 Number or the local office, 

• 	 Customers are most satisfied when transactioD.s are comp]etely handled at the first 
pcint of contact. 

• 	 Customers would like a single point of contact for handling complex transactions, 
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• Government services should be seamless and provided 

conducting like business. ' 
in a single place for 

• 

2) SSA's Workload & Resource Challenges 
, 

·SSA does not have unlimited resource-a to devote to improved services, SSA recognizes 
that the taxpayer, as much as the beneficiary/customer. is a key stakeholder in SSA Our 
efforts to maintain and improve service must always be done in a manner that promotes 
economy and efficiency_ 

Over the next 5 years, significant workload increases are expected to be in the following 
areas: 

.. Claims and related 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 (CDRo); and 

,. Provisions restricting 
(DA&A). 

benefits to individuals disabled by drug addiction Or alcoholism 

Because SSA has a strategy for significantly impnwing the way services 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 its work as it has in the past, its 
customers would be facing severe service deterioration in all areas. 

In accordance with PL 103·226, SSA must reduce the size of its workforce overall In 
order to maintain and improve service, the reduction must be managed 80 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 
workloads. 

, 

, 

• 
. , 
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B. The Business Approach 
The overall business approach incorporates three related approaches, each responsive to 
customer expectations and SSA's workloadlre80urc~ challenge. 

1) Streamlining 

SSA has 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 plana. :Redeployment and retraining of existing personnel as well 
as strategic offers of early retirement will be used to achieve these objectives. 

Streamlining will result in more employee empowerment and a .more flexible organization. 
SSA plan., to save over 1,500 full-time equivalents (FTEs) through streamlining by 
fiscal yea" (FY) 1996, and almost 3,500 FTE. by F:Y 1999, 

2) Reengineering 

SSA was among the first public-sector organizations to succeijSfully initiate business 
process reengineering. SSA 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 1999, 

As SSA has examined its business and support processe$. it has become clear that SSA's 
ability to successfully implement the disability project and future work is dependent on 
the process by which SSA develops its policies and disseminates instructions to the 
workforce, In order to dramatically improve the policy prOCf!Ss. a reengineering project is 
beginning m February 1995, 
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A broad project, to apply reengineering principles to the entire SSA entetprise, is getting 
underway. This larger effort will entail very high.Jeve! reengineering of all Agency core .•business processes in a uniform manner at the same time. The intent of the 
enterpriae~wide effort is to identify Bignificnnt process changes that can be implemented ,relatively quickly and with a high efficiency and/or service payoff. More in-depth 
reengineering eff'orm will be targeted to those processes requiring the most dramatic 
improvement. This approach will ensure that all Agency initiatives are consistent with 
an an-encompassing, model. This project will be supported by a tandem effort to baseline, 
document and analyz,e all SSA core"busincs8 processes, SSA expects savings of more 
than 3,200 ITE. by FY 1999 through new r..ngine~ring efforts. 

3) Automation/Continuous Improvement 

SSA continuously improves and automates work proceases to maximize efficiency and aid 
aen1ce delivery. As in the past. these process changes will continue to be integrated with 
automation improvements. This linkage has been key to SSA's ability to downsize to a 
significant degree in the past. 

Current SSA plans project significant efficiency savings from automation/continuous • 
improvement initiatives outlined in this plan-more than 6,500 FrEe in FY 1999, when 
compared to the FY 1993 base. The most critical of these automation initiatives is the 
Intelligent Workstation/L::lcal Area Network (IWSILAN), described in the next section as a 
key enabler. 

C. Key Enablers 

The key enablers are initiatives. of such fundamental importance 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 SSA's 
Business Plan are the workforce and technology, 

• 
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Executive Summary 

1) Workforce 

The SSA and State Disability Determination Service. (DDS) workforce will alwaY" be the 
most vnlunble and enabling resource of the Agency. SSA 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 
claims service}. While the workforce is technically skilled and customer focused today, 
SSA's benchmarking of world¥class organizations confirms the view that employees must 
be empownred. continually trained, and supported with the neC€t:lsa.ry tools and 
environment in order to deliver world-class service. 

The SSA and State DDS workforce understand the power of modern technology ih the 
workplace and are the greatest advocates of Agency investments in new, enabling tools 
such as intelligent workstations, local area networks, interactive kiosk8, CD· ROM and 
document imaging devices, video~conferencing. eleetronic mail, and expert systems and 
other advanced software. Without modern office automation and the efficiencies that 
these technology-ba.ed tools provide, the ahility of SSA employees to keep up with their 
work will :be seriously diminished. 

In addition, as business processes are reengineered it is likely that more job functions will 
be consolidated into genera1.ist job descriptions (e.g,. a disability claim manager as 
envisioned in the Disability Process Rede8ign). 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 fClr employees to assume more generalist positions, they must be supported by 
modern workplace tools such as IWSILAN, and expert systems software, Otherwise the 
breadth of knowledge required hy 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 capacittes. Decision making will become more decentralized, and as 8 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. 

i 
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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. wroch ,results in fewer supervisors, rests on the premise that employees will be well trained and 
retrained 8S 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 lorte training 
efforts are alBO planned in support of technology-based initiatives such as IWSILAN. 
These initiatives will only succeed if the workforce is adequately prepared for change by a 
strong and continuous training program. 

SSA is aLso committed to providing a safe and nurturing workplace environment for 
employees. Employees are increasingly concerned with wel1ness issues, and in balancing 
their personal needs and career demands. SSA will continue to provide services and 
facilities to as many employees as possible to meet fitness, day care, elder care and other 
personal, yet job impacting needs. Within the constraints of mission demands to serve 
the public, SSA will also continue to seek ways to provide employees latitude to arrange • 
their work schedule to accommodate their personal lives. Finally, SSA i& currently 
reevaluating physical security controls in Agency facilities based in part on employee 
concerns 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 use 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 abandoned by the private sector. Timely implementation of 
the Intelligent WorkstationlLocal Area Network (lWSILA.N) initiative is essential, 
Without adequate funding of this project. SSA's technology will become an obstacle to 
improving service instead of a key enabler. 
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Eucutive Summary 

The benefits from the IWSILAN inve.tment come in two pha.... Benefits are achl.;;ed 
immediately because SSA staff' gain access to many new software applications. For 
example, this technology will support an electronic forma application that can include the 
entire range of forms uaed in SSA offices, including those with infrequent usage, making 
electronic forma available to -employees where and when they are needed. and eliminating 
the entire administrative process and expense oi ordering, shipping, receiving, and 
inventory of forma ..1WSILA.."'J will also eliminate the processes needed today to manage 
the orderitlg. receipt. distribution and filing of transmittals to the Program Operations 
Manual System (POMS), and save administrative coats including $2 million in printing 
and mailing, by making POMS available to each employee on 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 achieved once the IWSILAN infrastructure has been more 
fully deploYed. In this regard, the IWS/LAN provides critical capabilities that support the 
streamlining and current and future reengineered processes. Among these capabilities is 
the totally electronic storage of all claims and postentitiement information, including 
imaged documents, that can be transmitted to wherever the appropriate employee 
happens to be lccated. It aloo enablea two employees in different locations to 
simultaneously work on a case (e,g., a 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 esaential to meeting customer needs in a streamlined SSA 

SSA's current systems infrastructure is a highly centralized, mainframe~based 
architect\U'e that relies on very aged, "dumb" computer tenninals used by frontline 
employees to get information to and from SSA's mainframe computers. SSA 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 automated 
systems configuration that uses both centralized and loca.lized 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 architecture that will permit SSA, in a cost effective 
manner, to blend complex tools such as document imaging, expert systems, and 
multi-media confereneing, IWSILAN will also improve the availability and timeliness of 
information to employees and appropriate users, and help build a more reliable capability 
for backup and recoverr: in the event of a crisis. 

The IWSILAN technical approach has been eucC€ssfully teated'in SSA over a period of 
several years, and during that same period, the lWSILAN concept and operating results 
have been repeatedly evaluated by external monitors and VariOUB consulting experts. 
These evaluators have generally agreed with both the need for a new technology 
infrastructure and the basic soundness of the IWSILA.'t>.l strategy. 
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Given the pervasive relationship of the IWSILAN initiative to virtually the entire rang;'~f 
SSA business processes and service interfaces, it is impossible to overestimate the 
potential contribution of this specific initiative to SSA's major goals. By providing options 
for advanced concepts in process: redesign, rwSILAN creates a real opportunity for ,dramatic changes in service delivery to move the Agency in fact to world-class service; by· 
offering Buperior communications technology and siInple tools for communicating, it 
promisee quantum improvement in SSA's messages to and between employees and the 
public to provide the foundation for rebuilding public confidence; and by creating a 
technical environment fur development of the single point of contact our customers seek 
and many other concepts, IWSILAN offers a framework for employee empowerment and 
development. Stated simply, witbout IWSILAN the SSA business approach will raiL 

Deployment ofIWSILAN 

Working with DDS administrators, and e::<;ternaI 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 employees, SSA has developed a 
deployment strategy for IWSILAN that: 

• 	 Provides the greatest possible productivity gains; •
.. 	 Supports implementation of the disability process redesign and future 

reengineering initiatives by concentrating installatlons to create opportunities for 
"reinventionlreengineering labs"; 

.. 	 Reduces the time states will be required to run dual software systems; and 

.. 	 Capitalizes on existing investment and minimizes the administrative expense 
associated 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 set up the concentrated 
reengineering labs. The mat :fifteen states chosen for installation are those where 
baseline IWSfLAN automation has already been installed or funded in the state DDS. 
This approach capita.1izes on investment already made. and alBO serves the aim of greater 
productivity since theBe 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 1"5 percent of the national 
disability workload, bringing to 59 percent the total percentage of the national disability 
workload represented by the first 19 States in the installation sequence. 

• 10 
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The nationwide lWSILAN implementation is a very complex logistical undertaking"for the 
Agency, roquiring coordiilB.tion of such ta&ka 8S site preparation (electrical wiring/cabling) 
in over 2,000 remote sites; contractor supplied and installed furniture and intelligent 
workstation component.; and training of over 50,000 employees in SSA and State DDSs. 
Detailed plans for the entire undertaking, which will begin in January 1996 are being, 
finalized. 

Costs/Elenefits 

Projecting from the productivity increases demonstrated in the pilot studies, cumulative 
workyear savings over the 7~year systems life are valued at $1.2 billion for Phase 1 of the 
National IWSILAN Buy. (See Part Ill. Technology section, for a discussion of the phases 
of the IWS~~ implementation). SSA estimates that the total Phase I systems life cost 
of the nationa1 IWSILAN will be $913 million. This cost includes equipment, operating 
system software, communications support services, site preparation and ergonomic 
furniture. The cost is offset by 5405 million that otherwise must be spent to replace aging 
terminal I~quipment currently in use with equivalent updated technology and operate it 

• 
over its systems life and to acquire ergonomic furniture, The net cost of $508 million 
compared to $1.2 billion in ••vings, make the IWSIL.4...'1 platform. cost-effective 
investment, 

• 	 Costs/be-nefits for Ptlcse I of nafionollWS/LAN aCQuisitions, See Technology discussion in Port ill 
101" a more detailed explanation or the acquisitions. 

• 

BENEI'm; FROM THE NAllONAL IWS/LAN IMPLEMENTAllON ($ MIWONSI' 

IWSILAN Implemenlotion Cos" $913 

Cost of Replacing Aging Terminals and Fumlrure $405 

IWSILAN Net Cosls $508 

IWS/LAN Projected Savings $1.155 

IWSILAN Net Cos" $508 

IWS/LAN Net Savings $647 
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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 SSA is doing less 
than customers need and expect, \\'hile there are matly wa.ys in which SSA currentl)~ 
excels, these are not described here. The key initiatives that are currently underway to 
improve·service are referenced, with. further details on these in Part V. In addition to the 
disability claims process, which is being addressed through implementation of a . 
reengineered process, the most significant problem areas are: continuing disability 
reviews (CDRs), inquiry workloads resulting from PEBES, DA&A provisions and the 
telephone service interfaces. 

Conclusion 

Staffing Requirements •
With the continuing growth in SSA's workloads (e.g., increasing numbers of disability 
claims}, coupled with mandated staff reductions. along with new statutory responsibilities 
(increased CDRs, PEBES and DA& A workloads), SSA 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 increase ita workforce by as many as 12.000 additional full·thne equivalents 
(FTEs) simply to keep up with workload growth, But SSA recognizes that there are 
alternatives to a "business as usual" approach to deal with these growing workloads. 
These alternatives are contained in SSA's three key strategies: streamlining, 
reengineering and automation/continuous improvement. By taking full advantage of 
these three approaches, SSA 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 . 
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In this initial assessment. SSA projects that it will maintain or improve service in all , 
aspects of its business through streamlining. reengineering and automation/continuous 
improvement. The fcllowing tables summarize the projected impact of these approaches 
on SSA's core business processes and service delivery interfaces. These tables should be 

• 	 understood BS sununariea of the narrative aBSeBsmente contained in Part IV of the GBJ;>• 
the ratings are not computed hased on formal metrics. (The categories are: World Class 
Aspects, O""rall Positive, Mixed, and Overall Negative.) 

SERVice LEVEt.S fOR CORE 8USINESS PROCesSES 

Enumeration {overall) 

Eamings loverCllt~ 

Claims IRSI & SSI Aged) 

• 
Claim' IDI/SSIBD) 

Postentitlement {overall} 

Postentitlement {CORsI 

Inform the Public 

" 

• 

SERVICE LevELS fOR SERVICE DEUVERY INTERFACES 

CUrrent 1"5 By 1997 By 199' 
•: Face-fe-Face ffleld office) Mixed Mixed Wood Cia!! Aspects 

Focewto--Foce jthird parnes~ Mixed Overall + Overall + 

Telephone 1800 Number) Mixed Mixed Overall + 

Telephone Ifteld oWce) Overall ~ Mixed Overall + 

Mail Mixed Overall + Overall + 

Automoted Self~Help Mirumol- Mixed Overed! + 

SSA CUCl'ently has only minimal services available for this mode of set'Vlce delivery, These services will 
be ~nded s.'gnmcontty In fhe years ahead. 
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Cum"" 1995 

Overall + 

Overall + 

Overall + 

Overall ~ 

Overall + 

Overon ­

Mixed 

By 1997 

Overall + 

Overall + 

Overat! .... 

Mixed 

Overall + 

Mixed 

Overall + 

By 1999 

· Wortd CIo5, A,pects 
, 
,Wartd ClaS! Aspects 
, 

Wortd CloS! A,pects · 

Overall + · 
Overall + 

OV$(oll + 

Wood CloS! Aspects 



Execu.tiue Su.mmary • 

,ESTIMATES OF $SA', FrE NE/!l)$ 

. Addlftonal 
FTEs 

Total 
FTEs 

SS... fTEs in FY 1995 65.000 

Addilionol FIEs needed in FY 1999 10 Keep up with wOfl<lood 
growth, with no change in the way SSA does business 

8.000 

Addltionaf FTEs needed in FY 1999 fo deliver improved services. 
'¥Yith no change in the way SSA does business and no 
prOductivity growth 

4.000 

Tolo1 FTEs needed in FY 1999 ~ no change in !he way SSA does 
business 

77.000 I 

Total FTEs needed as 0 result of automation/continuous 
improvement. reengineenng and strecmtining 

60.500 

,,, 

Impact of GBP on Seroice • 
SSA's goal Cor each of the core business processes and service delivery interfaces is 
nothing short of world*class service. The assessments 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 fir.t GBP will take the Agency toward thill goal. This first GBP 
does not identify any of the areas as fully attaining world~cla8S levels by 1999, since the 
paths from current service levels to world·elass 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 class. Subsequent editions of the GBP will 
describe a sequence of steps that can confidently be expected to result in world*class 
service levels by 1999 for some or all of the business processes and service delivery 
interfaces. 

> 
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• Ettcutive Summary 

-¥. -I£.;",::'c, 
As the summary charts indicate, additional work wil! be required in every ••pect of SSA'. 
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 B business process or 
service delivery interface does not mean that SSA expect!! less than world-class service in 
all these areas by 1999, On the contrary. it is SSA's commitment to provide world~cla88 
irervice in all these areas 88 Boon 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 Business Plan does not yet contain enough planning detail to support an 
aseesament of full world-class service in any of the business processea or service delivery 
interfaces. As the GBP is developed in the coming years, the deta.iled pl.nning will be 
made available and the assessments will be upgraded accordingly, 

SSA's Gen-eral.Business Plan presents how the Agency will: 

1) Pursue its service delivery goals; 

2) Improve its stewardship of the programs it administers; and 

• 
3) Provide employees with the tools and training that will empower them to improve 

performance. 

SSA's strategy of streamlining, reengineering and automation/continuouB improvement 
will require upMfront 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. 
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Part II 

Overview • 

A. SSA's Programs • 

SSA is responsihle for two major programs: 

• Social Security IMuronce; 
• Supplemental Security Income (SSl). 

Under the Social Security insurance program, there are three types of benefits payable'. 
Retirement. Survivors and Disability. In the S8I program, there are three types of 
benefits; Disability. Aged (paid to tb"". age 65 and older) and benefits for the blind. 

SSA also bas responsibility for a.pects of the Medicare, Medicaid and Black Lung 
programs. For example. certain Medicare~related heari.n.g requests are processed by SSA's 
Office of Hearings and Appeals and Medicare enrollments are processed in SSA's field 
offices. 

SSA issues Social Security numbers to eligible individuals and maintains lifelong earnings • 
records for all individuals working under employment covered by Social S.;.curity (more 
than 90 percent of all jobs). SSA takes claims for benefits, adjudicates appeal. 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 individuals 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 SSA. About 42 percent 
of SSI beneficiaries are concurrent recipients of Social Security insurance and SSI 
benefits. 
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• Overulew 

TYPE OF BENEFlll pt 1994 ESllMATED BENEFICIARIES IN FORCE 

Social Security retirement insurance benefits 26.B million 

Socio! Security 5Urviv~ insurance benefits 10.9 mHlion 

Social Sec:urity ol5obHity insurance benefits 5.3 million 

SSt benefil3 (Federal) 5.8 mUiton 

SSt benefil3 (Slate Supplementation) 0.3 million 

Slack Lung 0.2 milllon 

TOTAL 48.7 million 

BENEFITS BY PROGRAM TYPE FY 1994 $ IIlWONS 

OASt $277, I 

• DI $36.7 
i 

SSI (Federat) $24,8 i 

i SSt (federally Administered Stote Supplement) $3.5 ! 

Black Lung $0.8 I 

" 

C. SSA's Organization 

SSA is headed by a Commissioner. It will become an independent agency on 
March 31, 1995. The central office is located in Baltimore. Maryland. The administrative 
offices and the computer operations are also housed at this location. 

There are regional offices in 10 citiee:. Approximately 1.300 Social Security offices 
throughout the U.S.• the Virgin Islands, Puerto Rico, Guam, and American Samoa deal 
directly with the public. Each region al90 has a number of Teleservice Centers. These 
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 Social Security benefits, as well as backing up the BOO 
Number telephone service. 
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The Office of Hearings and Appeals administers the nationwide hearings and appeals 
program for the &cial Security Administration in 132 sites. The Appeals Council, located 
in Falla Church, Vuginia. may review hearing decisions. The Office of Central Records 
Operations maintains recorda of individuals, earnings and prepares benefit computations. 
The major operation is in Baltimore, Maryland. currently supported by facilities loca.ted in 
3 other cities. The States operate 54 State Disability Determination Services (DDSs) 
offices nationwide that make disability determinations on Disability Insurance and SST 
disability cases. 

D. SSA's Mission & Goals 
Throughout its nearly 60·yeat history, SSA has held fast to its basic mission. SSA's 
current Agency Strategic Plan (issued in 1991) framed that mission this way: 

MISSION: 	 To administer national Social Security programs as prescribed 
by legislation, in (ITt equ.itable. effective, efficient and caring 
manner, 

All of SSA's operations, and plans for the future, are mission-driven. While the specific 
wording of the statement has changed over the years, SSA's values as an organization are 
encapsulated in this mission statement, and everything SSA does is designed to achieve 
one or more aspects of this basic mission. It is this mission that shapes the 
GBP and drives SSA's goals and objectives, 

SSA has identified three major goals that serve to organize our efforts: 

~ Rebuild Public Confidence in Social Security 
• Provide World-Class Public Service 
~ Create a Nurturing Environment for SSA Employees 

Goal: Rebuilding Public Confidence in Social Security 

Public opinion surveys show that the public's confidence in Social Security is neat' an 
all-time low, SSA needs to understand the sources of the public's growing concern and 
work to ilispel it. SSA need. to find way. to ",build public confidence in programs that 
provide for the well-being of millions of Americans, SSA is confident that if the public 
haa a complete and accurate understanding of the value of Social Security, both to 
themecJves and to society as a whole, they will continue to support it. 

• 

• 

• 

• 
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Oueruiew 

SSA's commitment is to identify those issues that are of concern to our customere and 
stakeholders (ie.• everyone with an interest in the program), and to address each of those 
issues in the moat 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 i. of the highest 
quality 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 puhlic or private sectors, In each of the programs SSA administers. providing 
this level of service involves different challenges, but in every area the goa) is the 
same-world..clss8 service. 

SSA's cu.stomers indicated (through a variety of feedback mechanisIns described in the 
next section) that providing world~class service goes beyond issuing benefit checks 
accurately and on time. It means reducing the time SSA's customers must wait to receive 
service, It meana completing business for moat customers in a single contact. It means 
ensuring equity of service across geographic lines, program linee, and demographic lines. 
It means providing comparable semce to both our English and non~English~epeaking 
cuetomers. And it means treating all of our customers with equal care and consideration, 

Goal: Creating a Nurturing Environment for SSA Employees 

SSA serves many different customers: claimants, beneficiaries, taxpayers and employers. 
Serving these customers well requires that SSA's key resource, ita employees, have a 
working environment that encourages innovation, rewards good performance, provides 
opportun1ties for career growth, and makes available the tools and resources its 
employees need to dO' their jobs effectively and efficiently. 

In order to create this environment, SSA employees must have the tools, training and 
other resourcea necessary to perform their jobs well Such foundational enabling 
technology ae the IWSILAN computing platform, online programmatic instructions and 
the Integrated Client Data approach to information retrieval are thus crucial factore in 
providin@: the right type of working environment for its employees, 

SSA is also committed to a. "tea.m approach" in its internal operations and to processes of 
obtaining feedback from its employees on their ideas to streamline work, add quality to its 
sen-icee and build the world-class Bernce delivery system that is SSA's goal. 
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E. The Unified Planning System· 

As evidenced by thie document, SSA has e. strong, and mature strategic management and 
plalllling system-known .s the Unified Planning System (UPS). The two major • 
components of the UPS are The Agency Strategic Plan (ASP), and the Planning and 
Budgeting Syatem (PBS). The ASP, l••t updated in 1991, is the moat critical element of 
the UPS and is the cornerstone of all planning efforts at SSA. Through it's long-term 
vision, 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 8& the bridge 
between long~range planning at the strategic level. and shorter-term operational or 
component-level planning that is nece.aeary to fully realize the Vision of the' ASP, 

SSA will continue to plan for the long·term. but will also 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 a strategic management 
agenda in 199~/1996 that will include: 

.. 	 Renewed Environmental Scanning: SSA will renew the comprehensive environmental •
scanrung/futuring analysis that has been done for previous strategic planning efforts. 

This analysis will delve into the probable Agency impact from projected demographic 

changes. technology and other areas. The anaiYalS will also include a summation of 

known service expectations from SSA's customers, 


.. 	 Planning System Review: SSA will analyze. 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, SSA will also examine 
planning systems with parallel public and private sector organizations to identify the 
best features, and draw on the practical experiences of others, 

to- Process Documentation and Analysis: SSA will chart/document each core busineu 

proceu--a8 they arc 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 eff'orb. Each businefi8 process will be analyzed on 

the basis of operating efficiency and service performance. Opportunities for 

improvement under both criteria will be identified. For example, while a process may 

currently be delivering good service. it may al80 be inefficient. Ways to improve 

efficiency, w bile still keeping service levels high, may be posaible. This effort will 

facilitate future reengineering projects. 
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• Overview 

The findings from the.. efforts, and others, will comprise a significant ba .. of .trat~g;c 
information. and when blended with fiscal outlook, extensive customer, employee and 
Congressional input and chief executive judgement, will provide SSA with the substance 
required to refresh the long-term Agency Strategic Plan (ASP), and to optimize the 
Agency hU!Jiness planning approach in future years. The refreshed ASP will be in full

• compliance with the Government Performance and Results Act (GPRA), and be completed 
well before the 09130197 GPRA deadline. 

F. Service Standards & PerfoTT1UJJ'lC£ Measures 
Providing customers with service that is equal to the best in business is one of the stated 
goals of the National Performance Review. SSA is committed to not only meeting this 
goal, but exceeding it by providing what we consider to be world-class service, 

• 
SSA has recently established a set of customer service standards, These new standards 
were published in September 1994 and have been posted in ell SSA offices throughout the 
Dation, The standards themselves were the result of 8 comprehensive analysis of 
customer service needst 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 SSA is t'ling, or needs to 
do, to define world·dass service, Rather, they represent the most recent extension of 
SSA's service deliver)' guals and objectives set forth in the 1991 ASP. Additionally, they 
represent I~pecific commitments that SSA is making to respond to the expectations of our 
customers and stakeholders. 
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SSA's Customer Service Pledge 

• 

WQ will.dminister our programs effectively and efficiently to protect and maintain the Social Security .. 
trust fund. and to eJl&un!i publie confidence in the value of Social Security. We are committed to fair and ­
equitable Iffimce to our customers. We promise to i'ellpeet your privacy and safeguard the information in 
yOUl' Socid Security reeord. . 	 ' 

We IrnI equally committed to providing you with world-claas public I'lervloo, When you conduct husin-eJl:s 
with \13. you can expect.:: 

.. 	 We W:i11 provide service througb knowledgeable employees who will treat yOll with courteey, dignity 
and J'eBpect every time you do business with us. 

.. 	 We will provide you with our best estimate of the time needed to complete your request and fully 
explain aay deln:ya. 

.. 	 We will clearly explain our deciaions so you can unde!1ltand why and bow we made them Bnd wbat to 
do ifyou diaagree. 

.. When you make an appointm&nt, we will serve you within 10 minutes of the lKhedul!!:d time. •
~ 	 If you request a Dew or replacement Social Security card. £.rom one of oW' offices. we will mail it to you 

wit.hin 5 working day!! of receiving all the infonnation we- neod, II YOu have an urgent need for the 
Social Security number, we will tell you the number with.i.n 1 working day, 

We know that you expect wwld·cUtss service illllll of your dealiulrs with ua, Today, we are unable to meet 
your expectations in some uen, but we are working: ttl cbapge that, We are revising aU our critical work 
P~580& to make them simpler, quicker,.and more customer-friendly. When we redesign our prOCCSgee, 
you can exP«t: 

.. 	 When you call our 800 Number, YOIl will ,~t througb to it within 5 minutes ooyour first try, 

Todoy we olUm an!' not able to meet this pledge. During our bw;iett day. you will get (s busy signal much of 
llu! time. 

~ 	 When you first apply for disability benefits. you will ret a decisioD within 60 days, 

Tod<Jy we often are no£ ab/,e to fMfrl thi.8 pkdge. but we are letting betkrr, In 199-4. we' rna.tU disability 
d«:iIioru two l.Ilf!'ek.s {o$tn than we did in 1992. We do pledge to gi.1Jf'J you our best "timo~ of how tofl8 i, 
will tcJt. Ie get ytlUT disability decil;:U.m ot the tim.e you apply. 
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Overview• 
Currently • .all existing measures of service delivery and overall Agency performanc~~ ·are 
being ree:uamined from the cuatomer~satiBfaction perspective. This review will lead to the 
development of a revised performance J;Ilanagement system for the Agency. Ultimately, 
8SA plam~ to establish a systematic, integrated approach to developing consistent 
measures, responciing to external requests and subsequently tracking performance against 
goals and objectives. SSA'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 
measurement will be one of continuous improvement and refinement focused clearly on 

·OUI' ultimate customer-the American public. 

• 
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Part III 
Critical Elements of • 
SSA's Strategy 

• 

A: Strategy Drivers 

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

1. Customer Expectations 

SSA has done extensive customer survey activities to gauge satisfaction with existing 
services:, link customer expectations to specific service areas, assess opportunities for 
improvement and establish customer service standards. As SSA reengineers 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 • 
SSA strategy. Although SSA will likely not be able to meet all customer expectations 
during the FY 1995·99 planning cycle, targeted efforts, including careful resource 
investments, should improve key services as noted below. 

I> Public confidence in the Social Security program is low and customer know ledge of 
Social Security programs is limited. Fat example. an annual survey by the American 
Council of Life Insurance found that in 1993 only 39 percent of those surveyed said 
they were either "very confident" or "somewhat confident" in the future of Social 
Security. To improve, SSA plans to accelerate efforts to send an annual personalized 
benefit and earnings statements (PEBES) to all workers over the age of 25 by 10/01/99. 
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 baais of drug addiction and/or alcoholism (DA&A). 

I> Annual surveys by the Office of the Inspector General (OIG) report that most 
customers (almost 80 percent) are satisfied with the service provided by SSA, although 
customer satisfaction with the disability program is significantly lower than fur other 
SSA programs (68 percent fur disability clients versus 87 percent for non~d±sability 
clients). To lDlprove, SSA 1& implementing a completely reengineered disability 
determination process, that will dramatically improve claim processing time, and will 
have many other customer oriented features, 
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• 	 Critieol Elements of SSA. Strot<gy 

" 	 Being treated with courtesy is an important characteristic of eervice for many otSSA's 
cuatomers (ranking second only to job knowledge in a list of eight ractors in an SSA 
survey). In addition, DIG's Client Satisfaction Survey noted a strong correlation 
between clients ratings of etaff courtesy Bnd their overall satisfaction with SSA's 
services. The SSA workforce has. a long tradition of courteous service, and this area is 
part of • new customer service pledge (see Part lJ) that is openly displayed, and' . 
followed. in .n SSA facilities. 

.. 	 Providing customers with a choice in how they deal with SSA is important. Although 
aome groups prefer face~towface service for filing claims (approximately 43·50 percent in 
SSA's Customer Satisfaction Survey), an ever increasing number prefer to use the 
telephone: for non-e1aims business and would like SSA to provide additional services 
through its 800 Number. For example. 2S~31 percent of customers surveyed who bad 
recently filed a claim with SSA, .aid they would prefer to file another claim by culling 
SSA's 800 Number. This is • service that SSA currently does not provide. DIG's Client 
Satisfaction Survey also round that 75 percent of respondents state they will use their 
telephone before visiting or writing SSA in the future. SSA remains committed to 
providing se:rvice delivery options for OUT customers. and plans to improve telephone 
service. 

• .. Ready access to SSA's services is important to customers, People desire minimal waita 
for face"to·face service in field offices, and fewer busy signals when attempting 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 ",dtb SSA's services compared to callers who needed more than 3 attempts 
to reach the 800 Number (8 56 percent satisfaction level), O]G noted a similar 
correlation between waiting times in field office and customer satisfaction. To improve. 
S&.o\. plflms to redeploy workpower from management and staff support positions into 
front· line service jobs. and to shift employees no longer needed 8S a result of improved 
proceesHs into telephone service. 

~ 	 Customers are most satisfied when transactions are completely handled at the first 
point of contact, regardless of whether the customer visits one of SSA's field offices or 
calls the 800 Number. Recent surveys conducted by SSA indicate that handling calls to 
completion is the aspect of service that most positively impacts customer satisfaction 
with 8SA's 800 Number service. Another survey noted that lower overall service 
ratings seemed to he related in acme measure to 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 or contact for handl.i.ng complex 
transactions, To improve. SSA plans to continue reengineering processes, and to 
empower, and provide better technology (e.g., IWSILAN and video conferenci.ng:) to 
front~line employees, 
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GElD • 
• 	 Government services should be seamless and provide a single place (or conducting like 


b...in.... Foeus group participants said that SSA should be .ble to provide "one-stop 

shopping" for other benefits and a wider range of Off~8ite services. The National 

Performance Review in its report also note4 8. similar need. To improve, SSA will 

work with other Federal, State and local agencies to find the beat way to coordinate . 

services and provide one~etop shopping for customers. 


SSA's Customer Service Pledge clearly targets two major mission areas fOl' service 
. improvements and sets explicit mission goals that are l.in.ked to customer expectations. 
The.. area. are SSA'. toll-free 800 Number eamee and the initial di.sability claims 
process. In targeting these areas SSA noted specific mission problems Bnd corresponding 
opportunities for improvement. Service improvements in these areas will be closely 
linked to the general customer themes previously noted and will provide the biggest 
payoff for SSA in rums of increased customer satisfaction. 

SSA has also identified its 800 Number service as a major mission area for benchmarking 

performance against comparable public and private organizations. SSA has been working 

closely as part of a consortium with other Federal agencies and the National Performance 

Review to identify outeome~based measures and opportunities for improvement in meeting 

customer expectatioDs for improved telephone aervice. 
 •
2. Resource and Workload Challenges 

In accordance with PL 103·226. SSA must reduce the size of its workforce overall, In 
order to maintain and improve service, the reduction must be managed so that employees 
are redeployed from types of work (e.g" management and staff positions) IlB well as from 
business processes that can be made more efficient to those that are experiencing growing 
workloads, 

Traditionally, the volume and type of work generated by customers (e,g" applications for 
benefits, beneficiary status changes, etc.) have been the key factors used to determine 
8SA's resource needs. Workload growth will be the most significant in the following 
areas: 

.. 	 Disability work, which consumed over 50 percent of SSA's resources in IT 1993~ will 

continue to grow. Disability claims and appeals are projected to increase by 

approximately 14 percent from FY 1993 to FY 1999 . 


.. 	 Postentitlement workloads will :increase by about 19 percent over the FY 1993~1999 


period, commensurate with the growth in SSA's beneficiary population, 
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Critical Elemen" of SSA's StroJegy 

• 	As required by legislation, SSA will provide personalized earnings and benelit ••timate 
statementa (pEBES) to increasingly larg1!r segmenta of the popnlation. The increased 
issuance· of PEBES is expected to generate follow-up work in the form of public 
inquiries and requests for earnings corrections. 

.. 	 To improve program integrity and meet provisions of recent legislation requiring S8! 

CD&., SSA plans to increa.e the number of CD&. performed from under 100,000 in 

IT 1993 to 500,000 annually by the end of IT 1999. 


.. 	 Provisions of recent legislation placing restrictions on disability benefit payments to 

individuals di••bled bY DA&A, will create substantial new work for SSA. 


Because SSA has a strategy for significantly improving the way services are delivered, it 
will be able to meet the challenges of increasing work a.nd reduced resources. Without 
this strategy, if SSA 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. T.'w BUSine88 Approadt 

SSA has developed an effective and comprehensive business approach with three primary 
parts. Productivity of the workforce will be enhanced by streamlining:: reducing 
ma.nagement and staff support positions and restructuring the organization. Processes 
will be reengineered to improve customer service and to function more efficiently. And 
ongoing efforts to make effective uses of automation, and to continuously improve Agency 
operations will continue. When taken 8S a whole, the business approach will allow SSA 
to keep up with workload growth. overcome resource- constraints, and improve service 
levels in targeted areas. 

1. Streamlining 

SSA has 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 Bub.organizations and reduce internal controls, and identify the extended use 
of employ€e teams 8S a method for functioning in the future. Overall, SSA plans to 
decrease supervisory ratios, and eliminate 30 percent of staff' support positions by 
IT 1999. 
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Targeted buy~out and discontinued service retirement provisions, and redeployment 
incentives ar. tools that SSA is already utilizing to aide the streamlining effort. • SSA has 
completed almost all of approximately 1,200 buyouts n.t1on,,1de targeted primarily to 
GS~12 and above managers and supervisors, and employees in staff support positions. 
Other employees will be trsnsitioning away from management and staff jobs into 
poSitions that provide more direct services to the public. 

·Streamlini.ng will result in more employee empowerment and a more flexible organiution. 
SSA plans to eave over 1,500 FTE. through streamlining by FY 1996, and almost 
3,500 FTEe by FY 1999. 

2. Reengineering 

SSA was Bmong the first publicweector organizations to successfully initiate business 
process reengineering. SSA is currently implementing 11 ref:!ngineered disability 
determination proce•• (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 2.000 FrEt; through disability 
reengineering by FY 1999. 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 IWSILAN technology. 

A new reengineering effot't to improve the policy development and delivery process will 
begin in February 1995. Although not a core business process in the traditional sense, 
the efficient and effective deve10pment 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 SSA 
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 
headquarters policy-making components, . 

A project to apply reengineering principles to the entire SSA enterprise is getting 
underway. This larger effort will entail high-level 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 proceas changes that can be implemented relatively 
quickly and with 8 high ef5ciem::y andlor 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 initia.tives are consistent with an aD«cncompassing 
model. SSA expects .avings of mOre than 3,200 FTE. by FY 1999 through new 
reengineering efforts. 
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• Critical EkTMnts of SSA. $ Strategy 

3. Automation/Continuous Improvement 

SSA continuously improves and automates work processes to maximize- efficiency and aid 
service delivery. Effective uses of automation, when coupled with tandem process 
improvements, have been key to SSA's ability to dmyusize to a sign:i£icant degree in the 
past and have freed up resourcea to invest in workload growth and service improvements. 

As in the past, current SSA plnns project significant efficiency savings from 
automationlcontiO.uous improvement initiatives outlined in the GBP-more than 
6 •• 00 FrEs in FY 1999. wh.n compared to the FY 1993 b•••. Thes. savings. along with 
savings from streamlining and reengineering, "ft;]l be :redeployed in direct workload 
operation!>, including investing in activities to improve service. 

However, in order for 8SA to aceomplieh FTE savings. it is essential that current and 
future requesta for .utomation r ••ourceB--<lapecially for lWSlLAN-be fully funded. SSA 
cannot achieve FTE savings dependent on automation improvements without the 
hardware and software needed to automate processes made more effective through 
continuoul~ improvement and reengineering. 

• C. Key Enablers 

The key enablers are initiatives of such fundamental importance that the SSA business 
approach cannot succeed without them, The investments required by the enablers will 
retuTn sigrlificant improvements in service and efficiency. 

1) Workforce 

The SSA Hnd State Disability Determination Services (DDS) workforce will always be the 
moat valuable and enabling resource of the Agency, SSA 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 
claims service). While the workforce is technically skilled and customer focused today, 
SSA's benchmarking of world-class organizations confirms the view that employees must 
be empowered. continually trained, and supported with the necessary tools and 
environment 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 88 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. BS bUBin~SS processes are reengineered it is likely that more job functions will 
be consolidated into generalist job descriptions (e.g., 8 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 IWSILAN, 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 IWSILAN. 
These initiatives will only succeed if the workforce is adequately prepared for change by a 
strong and continuous training program. 
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Cri<ical Element. or SSA. Strategy 

SSA ia also committed to providing a safe and nurturing workplace environment fur 
employees. Employees are increasingly concerned with wellnes8 issues! and in balancing 
their personal needs and career demands. SSA will continue to provide services and 
facilities to as many employees as possible to meet fitness, day care, elder care and other 
personal, yet job impacting needs. Within the constraints of mission demands to serve 
the public, SSA will also continue to seek ways to provide employees latitude to arrange 
their work schedule to accommodate their personal lives. Finally. SSA is currently 
reevaluating physical security controls in Agency facilities based in part on employee 
concerns expressed over increased face-to-face public contact opportunities suggested by 
new features of the Disability Process Redesign. ' 

2) 'Technology 

If 8SA is to make full use of its firgt 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 abandoned by the private sector. Timely implementation of 
the Intelligent WorkstationlLocal Area Network (IWSILAN) initiative is essential. 
Without adequate funding of this project, SSA'. technology will become an obstacle to 
improving service instead of a key enabler. 

IWSILAN 

The Import<moe ofrw:gt LAN 

It is impossible to overemphasize the importance of timely implementation of the 
IWSILAN initiative. The key SSA strategic investment. IWSILAN ia the basic foundation 
for critical initiatives and redesign activities throughout Agency hl.udneea processes and 
service delivery interfaces, and 8S a consequente IWSfLAN it; the linchpin for both SSA's 
customer ,service program and the entire business approach. Without rwSIL\N, many of 
the workyear savings SSA is counting on to close the workyear shortfall and to target 
service improvements will simply not occur. Without IWSILAN, there is no reengineered 
disability procesa that can be characterized as meaningful. And without IWS/IA~ there 
is no platform to support the enterprise reengineering and redesign effort necessary to 
advance to a service delivery environment consistent with the expectations of our 
customers, 
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AmO"l! the critical capabilities that lWSILAN provides is the totally electronic .tor~g~ ~i 
aU claim. and postentitrement information, including imaged information, that can be 
transmitted to wherever the appropriate employee happens to be located. It also enable. 
two employees in different locations to simultaneously work on a case (e.g., a disability 
claims manager B..Qd a consulting physician) and to jointly interview the claimant when 
videoconferencing is added. Having the capability t() move the work, withou.t manual 
handoffs t to where the employees are will be essential to meeting customer needs in a. 
streamlined SSA. 

S'SA hae already successfully tested the IWS/LAN concept for several years. Beginning 
with 15 pilot offices, the Agency has expanded "interim" installations of the technology to 
roughly 100 separate field facilities, where the contrasts in productivity and efficiency 
between offices with and without IWSILAN have been studied and dOClunented, During 
this same pilot period, the IWSILAN concept and operating results have been repeatedly 
evaluated by external monitors and various con!!ulting experts, . These authorities have 
uniformly agreed with both the need for a new technology infrastructure and the basic 
soundness of the IWSILAN 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. SSA is moving 
quickly toward the establishment of a truly cooperative architecture that will use a 
di!!tributed processing platform comprised of intelligent workstations (lWS) on employee 
desktops. connected by local area networks (LAN) to each other and SSA mainframe 
computers. 

A cooperative arc.hitecture is an automated system!! configuration that uses both 
centralized and localized processing platforms. It will allow SSA 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 wil1 
permit SSA, in 8 cost-effective manner, to use complex tools such a8 document imaging, 
expert systems, and multi-media oonferencing. IWSILAN will also improve the 
availability and timeliness of information to our employees and appropriate users, and 
help BSA build a more diverse capability for backup and :recovery in the event of a crisis. 

Even without the more sophisticated capabilities. IW'SIl.A.-"'1 can provide benefita today to 
field offices struggling to improve productivity with insufficient numbers and quality of 
personal computers. Most 8SA field offices have one or two personal computers and these 
are primarily older-technology machines, with slower speeds and Bubstantially less 
storage and memory than is required to support modernized software. The effect of this 
antiquated technology in limiting service and productivity improvements is profound, 

• 

• 
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Today, each time an office wishes to produce a professional quality notice, reference 
procedurt'lEl on CDIROM, prepare a travel voucher. use the CDR program or work a Zebley 
case involving a personal computer based computation. an employee must move to the 
personBl computer and lose time and productivity waiting to 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 
I\VSILAN envU'oruI;lent, .For example: . 

• 	 SSA will be testing new electronic forms software in the next few months which will . 
-. 	 eventually allow us to call up a far greater number and variety of electronic forms 

images rather than having to stock. inventory, order, ship, receive, unpack and store 
these items. 

.. 	 IWSILAN will also eliminate the processes neede-d today to manage the ordering, 
receipt, distribution and filing of transmittals to the Program Operations Manual 
System (POMS). and save in administrative cost. and in printing and mailing by 
making POMS available to .ach employee on CD·ROM 

• As these examples illustrate, the IWSILAN environment is more flexible and efficient, 
thereby increasing productivity for each field office employee. It also frees up 
management resources devoted today to administrative processes to focns 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 UBe must be 
sharply curtailed because the one or two office personal computers are 80 heavily and 
urgently required for the few available applications, SSA has already restricted the 
number and length of E·Mail messages that can be sent to SSA field offices, to reduce 
traffic and make as much personal computer time as possible available for customer 
support. As a consequence, the use of E-Mail has been limited in training, public 
information and administrative processe,s. Its value in sharing information and easing 
communication between employees to improve customer service and create an atlnosphere 
of employee empowerment has to date been entirely lost. 

With IWSILAN, SSA can also use the ideas and skills of employees throughout the 
country to supplement the Agency's programming capacity. Field offices are today uBing 
locally-developed software (within the limited personal computer environment described 
above) to support local resource management, and SSA has in place a disciplined process 
to 	move locally developed software applicatioru; to the LAN. In the rich capacity 
environment of IWSILAN, 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 us. nationally, software programs with special local· 

applications, such as the Computation of Military Income. which is used primarily 
by field offices parallel to military bose. for SSI Computations. Having these 
programs means both faster and more accurate service to citizens, 

.. 	 The development of software to support control and processing of cases covered by 
court rulings where special rules and notice language are needed but a national 
application is not necessary. 

• 	 Garnishment and Tax Refund Offset program. used only in the SSA PSC •. 

.. 	 A regionally developed CDR work-issue program that has an estimated annual 

program dollar savings of $3.6 million as a result of improved accuracy. 


Given the pervasive relationship of the IWSILAN initiative 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 goats. By providing options for advanced 
process redesign, IWSILAN creates opportunity for dramatic improvements in service: 
delivery to move the Agency to world·clasB service. By coupling a superior technology 
with simple tools for communicating. the rwSILAN promises major improvements in • 
SM's messages to and between employees lind the public, to provide the foundation for 
rebuilding puhlic oonfidence, By creating a technical environment for develf"pment of the 
single point of contact our customers seek, and many other concepts, IWSILAN ofiers a 
framework for employee empowerment and development. 

Project St!Iluence 

.. Pilots 

A pilot was conducted in 15 IWSILAN pilot sites to gain experience in live operational 
settings and to develop detailed costJbenefit 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 (NCe), one hearing office, the Federal 
DDS office. and an Office of Program and Integrity Reviews Bite. On the basis of simple 
productivity meaSUl'ements taken before and six months after implementation of 
IWSILAN, • study by SSA'. Office of Workforce Analysi. found a 5 percent employee 
productivity increase in the pilot offices. The study also predicted additional productivity 
increases aa 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 aleo 
noted that benefits from the'enhanced communications capabilities of the technology are 
dependent on the capabilities being available throughout SSA and the State DDS sites. 

• 34 



• 	 Critical Elements of SSA's Strategy 

,.; 
.. Interim Buy (pilot Expansion) 

. During FY 1994·1995 SSA has completed installation of 9,000 workstations and 165 LAN. 
to bring the number of lWS/LAN-equipped offu:es to 100. SSA estimates .avings of 
238 workyears through theae interim installations . 

.. , Phase 1 Implementation 

·	In this national IWSILAN acquiaition, equipment requirements of the field offices, 
hearing offices, TSCs. Processing Centers and State DDS sites (States not included in 
DDS baseline automation) will be met with the installation of up to 56,500 workstations, 
1,742 lAN's and 2,567 notebooks. These devices replace aging terminals and provide 8· 

standardized infrastructure enabling aervice and productivity improvements. 

• 
Projecting from the productivity increases demonstrated in the pilot studies, cumulative 
workyear savings over the 7-year systems life are valued at $1.2 billion for Phase 1 of the 
National lWSILAN Buy. SSA e.timates that the total Ph ... 1 sy.tems life cost of the 
national IWSILAN will be $913 million. This cost include. equipment, operating system 
software, communications support aervices. site preparation and ergonomic furniture. 
The cost is offset by $405 million that otherwise must be spent to replace aging terminal 
eqwpment currently in usc with equivalent updated technology and operate it over its 
systems life and to acquire ergonomic furniture. The net cost of $508 million compared to 
51.2 billion in savings, make the IVlSILAN platform 8 cost-effective investment. 

· BENEFITS FROM THE NATIONAL IWS/LAN IMPLEMENTATION ($ MILLIONS)' 

IWS/LAN ImplementaTIon Costs $913 

: Cos! of Heplacing AgIng Terminals ond Fumiture $405 

IWSllA N Net Costs $508 

lWS/LAN Projected Savings $1.155 

IWS/lAN Nel Costs $508 

rwSILAN Net Savings $647 
• 

• COSls/benefil~ fO{ Phose I of noilonollWS/LAN OCQvisltions.
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The total costs of $913 million displayed in the chart preceding, consist of $768 million in 
Bcquisition~ telecommunications and maintenance costs through FY 1998 and $145 million 
in ongoing telecommunications a.nd maintenance expenses for the remaining system life 
beyond FY 1998. The $768 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 
$3?7 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 rwSILAN workstations, 

• 	 Phase 2 Implementation 

A separate series of acquisitions under the National IWStLAN Buy will "piggyback" on the 
previously installed infrastructure. It will provide SSA with document management and 
data ba•• equipment needed for the Reengioeered Disability System (SSA'. first software 
application specifically designed for the cooperative processing architecture) and provide 
the functionality and capacity to allow for further reengineering of our current business 
processes. Under these acquisitions, SSA will obtain data base and facsimile servers. 
imaging devices. bar code scanning hardware and software. optical storage devices to 
complete national implementation of the Reengineered Disability System and a final • 
complement of n minimum of 8,000 IWSILAN workstations. 

These Phase 2 acquisitions will be conducted in parde1 with the Phase 1 acquisitions, 
with release of the Requests for Proposal scheduled fur 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. 

Deployment 

Working with DDS administrators, and external authorities such as the Office of 
Technology Assessment and GAO who have provlded advice and counsel to the agency, 
and with widespread comment and input from SSA employees, SSA has estahlished the 
following principles to govern the nationa11WSILAN deployment process: 

• 	 The deployment strategy must be structured to provide the greatest possible 
productivlty gains: 

" 	To 8upport implementation of the dJ.sability prOCMS redesign and future reengineering 
initiatives, the deployment strategy must concentrate installations to create 
opportunities for "reinventionlreengineering labs"; 

.' 36 



• 	 Critical Elemmts .f SSA:' Strategy 

',;', :: . 
., The deploYInent strategy must reduce as much as p088ible the length of time states will 

be Mquired to run dual software systems; Rnd 

.. 	 The deployment strategy must capitalize on existing investment and minimize the 
adminiutrative expense 8.8socinted with testing and installation. 

Based OIl these general principles, SSA has developed a deployment strategy and schedule 
'which calls for: . 

• 	 Installation in all field office •• hearings office., Regional Program and Integrity 
Reviews Offices and DDSs in a given state, staged over a period of months' to allow 
neighboring field offices to support one another during disruptive times of installation 
and training. Supporting TSCs and PSC module. will also ha included at appropriate 
points in the schedule. Thle element of the .trategy equips all interacting facilities and 
the supporting PSC over a limited period of time, consequently reducing the time dual 
software systems are required in the State DDS and to set up the concentrated 
reengineering labs. 

• 
.. Initial installation in the fifteen states where baseline IWSILAN automation has 

alre.dy been installed or funded in the stat. DDS. Thle approach capitalizes on 
investments already made, and al00 serves the aim of greater productivity since these 
states represent 44 percent of the national disability workload. RhodE' Island is also 
included in this group becam'le it has been 1:1 leading State in testing disability process 
improvements and innovations, 

I> Selection of Virginia (among the 15 baseline automation states) as the Reengineered 
Disability System (RDS) software pilot site. Proximity to the Baltimore headquarters 
facilitates the access of programmers and software engineers and technicians to the 
pilot sites. and minimizes administrative expenses and time lost in travel. 

.. 	 The balance of the roll~out ia- based on state disability workloads. with priority in 
sequence assigned to states with heaviest disability claim volumes and the greatest 
potential productivity gain. The :first four States in the current schedule represent an 
additional 15 percent of the national disability workload. This will bring to 69 percent 
the total percentage of the national disability workload represented by the first 
19 States in the installation sequence. 

Based on 0 September, 1995 award of the IWSILAN nstional buy, installations are .Iated 
to 	begin with emall volumes in January, 1996. "ramping up" to full contract performance• 
levels of 75 offices per month beginning in April. 1996. Final installations under this 

. contract will he completed in May, 1998. 
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As the IWSILAN hardware deployment proceeds, piloting and national deployment of the 
Reangill.ered Disability System (ROS) software will occur in parallel. Pilot activity 
begins in a limited number of Vlrginia field offices in April, 1996, expands to the rest of 
VIrginia in November, 1996, and subsequently mo""s through national deployment, 
fullowing the sequence of IWSILAN installations. The coordinated scheduling positions. 
each field office fur RDS implementation roughly three month. after IWSILAN 
installationl following training and a learning curve period in each office. The schedule 
also prepares offices for implementation of the 800 Number Expert System approximately 
three months after IWSILAN installation. 

Nationwide IWSILAN implementation is a very complex logistical undertaking for the 
agency, requiring coordination of such tasks a8 site preparation (electrical wiring/cabling) 
in over 2,000 remote 8iteai contractor supplied llnd installed furniture and intelligent. 
workstation components; and training of over 50,000 employees in: SSA and state DDS 
components. 

Electronic Service Delivery 

Because of increasing public acceptance of technology and expanding demand by • 
customers to receive information and transact business electronically. 8SA has established 
the Electronic Service Delivery (ESD) project as the next generation and logical extension 
of the technology advances the Agency will realize through IWSILAN. Where IWSILAN 
prmrides technology to streamline and reengineer processes and operations, ESD 
incorporates applications to be used directly by the customer, as well as applications to he 
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 e8sy~urfollow instructions, can potentially make 
services available to clients virtually an)'Wherc 24 hOUTS a day. 
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While many electronic service concepts promise tantalizing service and efficiency '."!~t;;". 
advances, 8M ha, chosen a deliberately cautious approach to ESD. Despite growing 
public enthusiasm for electronic transactions, neither the technologjes nor the public's. 
tastes have matured sufficiently to support long-term decisions, Consequently. the SSA 
approach t.o ESD incorporates both an aggressive program of technology research and a 
.significantly more cautious strategy t.c?ward implementation which includes an exhaustive 
program cf piloting and evaluation. While developing public preferences and the potential 
for advances in service delivery demand action now to build a base of knowledge and 
e:q)erience around these technologie~, SSA believes a sensible level of investment in 
research and gradually expanded testing will best position the Agency for prudent 
decisions aa distinct advantages and opportunities materialize. 

• 

For example, videO' conferencing increases access and reduces travel CQsts for 
geographically dlstant participants when used to conduct administrative meetings, 
employee training, or client interviews, such as those planned in the reengineered 
disability process, SSA has pioneered in the administrative use of video conferencing, and 
in November, 1993, video conferencing systems were installed in the Wilmington, 
Delaware DDS and the New Castle, Delaware field office to demonstrate the feasibility of 
using the technology for initial disability and pre·denial interviews conducted between 
field offic,~ and DDS locations. The concept is being continued as a pilot and expansion is 
planned fC)t offices in ~isconsin and Iowa. 

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 detailed 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 nve core business processes and six service delivery methods used by 
SSA to interface with the public. 

Core Business Processes 

.. Enumeration 
to Earnings 
.. Claims 
.. Postentit1ement 
.. Informing the Public 

Service Delivery Modes •
.. Face~to~Face Service 
.. Field Office Telephone Service 
• 800 Number Telephone Service 
• Mail 
.. F8ce·to~Face Service Provided by Third Parties 
.. Automated Self-Service 

As with any large organization. SSA has ather processes that serve as critical enablers for 
administering SSA'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, SSA is pursuing Borne significant initiatives to 
improve the operation of other selected enabling procesee6; e,g.• replacement of its 
financial accounting and human resources information management systems and 
development of a new electronic commerce capability wherein goods and services can be 
purchased and delivered ele<:tronicaily, 
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Business Process: ENUMERATION 

• 

Description 

Enumeration ill the process by which SSA assigns Social Security numbers (SSNs).to 
identify workers and beneficiaries, issues replacement cards to people with existing 
numbers and verifies SSNs for employers and other government agencies. 

• 

The SSN is used to record earnings covered by Social SecuritY andlor Medicare· and to 
process and pay claims for Social Security and Supplemental Security Income benefits, 
Even if a person does not have wages or self·employment income that is covered 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 a dependent on 8 Federal tax 
return must have an SSN. A provurion of the General Agreement on Tariff and Trade 
(GA'IT) legislation extends this requirement to all persons claimed as dependents, 
regardless of age, effective with tax year 1995. Countless other organizations. both public 
and private, also use the SSN for identification and administrative purposes. 

An SSN is obtained by submitting an application 'and documentary evidence of age. 
identity and U.S. citizenship or legal alien status. Wbile customers may request an SSN 
application by telephone. they must submit the application and appropriate 
documentation to local SSA offices by mail or in person. Local offices are the primary 
points for processing applications boca use of the need to examine documents to verify 
identity. 

SSA verifies the validity of SSNe (that a given uame 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 SSN 
information used in other Federal and State benefit programs. SSNs may be verified by 
calling the 800 Number or local offices, or by mailing to SSA large-volume ~quest8 on 
magnetic tape for batch processing. Many requests from government agencies are 
handled through autotnated data exchange systems . 

• 
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Workloads 

SSA processed 16.1 million requests for new or replacement Social Security cards in 
FY 1994. About 39 percent of all SSN requests are for new numbers and 61 percent for 
replacement cards for people with existing numbers. Requests for new SSN& 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 eli~bility verification system, SSA may be required to assume additional 
work in the enumeration area related to verifying SSNa for employment eligibility . 
purposes. 

Of the new SSNs issued in IT 1994, about 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 SSNs issued at 
birth has steadily increased since the Enumeration at Birth (EAB) process was initiated 
in IT 1988. Upon full participation of all 50 States, expected to hE acmeved by 
mid-IT 1995, SSA projects that about 60 percent of all new SSN. will be issued through • 
the EAB process. 

Service Delivery Performance 

The Agency's customer service plan sets two service standards for the enumeration 
process. One is to issue new or replacement cards within 5 work.ing days of receiving all 
necessary documentation. The other is to tell customers their SSN within 1 working day 
of receiving all needed information, when they have an urgent need for a number. 

Another Agency service objective is to issue SSNs cards accurately. SSNs can be issued 
inllccurately in two ways: an applicant is iS8ued an SSN that belongs to someone else, or 
an applicant already has an SSN but is assigned another original SSN and the SSNs are 
not cross·referred. 

jMEASURE 

, % SSNs issued wi'hin 5 :d0yS of receiving all information 

i % Applicants who can be notified of SSN within 24 00. 
, 

,; % SSNs issued accurately 

CURRENT PERFORMANCE 

94.6$ (FY 1994) 

86.6$ (FY 1994) 

99.7% (July '92·)une '93) 

• 


• 
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Operational Efficiency 

About 3 percent of SSA' e administrative resources are expended on enumeration 
activities. Cost and productivity indicators for the enumeration proceS8 are shown below 
for FY 1994. 

MEASURE VALue 

SSNs ~su.,d {Including replacements) , 16.142.409 

Worityears Expended 2.559 

SSNs Processed per Workyeor 6.J07 

Unit Cost $10.30 

Assessment 

Input recent1y obtained from its customers confirms that, overall. SSA's current 
performance measures correctly define what customers consider to be good service 
regarding issuance of SSNs. Modernization of the enumeration system, which i8 
essentially complete, haa dramatically improved processing times and enabled the Agency 
to meet its customer service standards most of the time. 

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

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

For parents who request SSN. through the EAB proceBs, it can take up to 120 daYB for 
acme States to transmit the data needed by SSA to process these requesta. This lengthy 
delay generates duplicate SSN reQuesta and follow-up inquiries. an inconvenience to the 
public and added operational cost to SSA. These problems will be further exacerbated 
when parents are required to have an SSN for children under age one in order to claim 
them as dependents on their FY 1995 Federal tn returns, It has been succeasfully 
demonstrated in certain States that the time to transmit SSN data to SSA can be reduced 
to 30 days by implementing an electronic birth certificate process. 
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Foreign·bom individual. reaidiog in the U.S. must visit. looaI SSA office in person to 
apply for an SSN beca_, a. proof of identity and citizenship, they must submit •
Immigration and Naturalization Service (INS) documents that must be kept with them at 
aU times. In addition to the increased number of peopl~ coming into a local office, and the 
resultant long waiting times that trus causes in some metropolitan offices, the' 
authenticity of INS document. is difficult for 8SA employee. to verify. 

Employers who have an immediate need to verify SSNs for hiring or payroll purposes may 
do so by calling the 800 Number or local offices, However, it ia not practical for 
employers, or for SSA, to handle large numbers of SSN verification requests in·thls way. 
High-volume requests DlSY be sent to SSA on magnetic tape for processing through the 
enumeration verification system (EVS). 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 

In the long-term. expansion of current electronic verification capabilities, as well as other 
technological means of identification that will become available in the future. offer 
possibilities for enabling most SSN requests to be handled in one contact. SSA is •currently engaged in a pilot to provide SSA employees direct access via terminals or 
IWSILAN to State \';tal statistics data bases. Thi. capability will expedite validation of 
information needed to issue a new or replacement SSN card, We ruso are exploring the 
use of kiosks and other technology to allow customers to request SSNs electronically in 
.order to free employees U:l interact with customers on other SSA business. In the 
meantime, several efforts are being pursued that focua on ilnproving service for the 
particular customer groups discussed in the assessment section. 

To reduce the time it takes to assign SSNs at birth, efforts are underway to increase the 
number of States that use electronic birth certificate processes. SSA must accelerate 
these efforts in order to avoid potential service problems and additional resource demands 
that could result from the new requirement that all persons, regardless of age, who are 
claimed as dependente on Federal tax returns have an SSN beginning: with tax year 1995. 
Currently 34 States have agreed to meet a 30~day prooessing time objective in return for 

•funding to implement electronic birth certificate processes. By FY 1996, SSA intends to 
have cooperative agreements in place with the remaining States. 
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• Current Agency Assessments 

8SA has initiated discussions with the Immigration & Naturalization Service (INS) about 
ways that we can provide one-stop service to foreign-born customers who need SSN cards. 
Options heing considered include out-stationing SSA employees at INS facilities to take 
SSN applications or having INS employees take tbe applications, review supporting 
documents and forward the information to SSA for processing. We also continue to work 
with INS to improve telecommunications linkages, eo 'that our employees can 
electronica.Uy verify ~en status. 

ImprovemE nts are planned that will make it easier for employers to verify SSNs for 
empleyment eligibility purposes. SSA is expanding the capacity of the Enumeration 
Verification System (EVS) to handle greater numbers of inquiries from employers and 
State and local agencies who need to verify BSNs of applicants for public assistance 
benefits. A prototype online verification system is being developed to test the feasibility 
of providing employers online verification of an em.ployee or job applicant's SSN. These 
improveme-nts also will broaden the Agency's verification capability so that it is better 
equipped to handle more work. and thus avoid a further resource strain. in the event that 
SSA is required to assume a greater role in employment eligibility verification. 

• The fallowing Key Initiatif)es discussed in Part Vare relevant to improving the 
enumeration process: 

"I _ Integrated Client Data 
12. Electronic Service Delivery 
14. Reengineering the Policy Process 
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Business Process: EARNINGS 

Description 

Social Security benefits are based on an individual'. earnings .. reported to SSA. Reports 
of earnings must be filed annually with SSA by every employer who is liable fur Social 
Security and Medinnre taxes, It is through the earnings prooe8S that SSA .stablishes and 
maintains a record of an individQa)1s earnings for use in determining insured statue. for 
entitlement to retirement, survivors, disability and health insurance benefits and in 
calculating benefit payment amounts. 
~ 

Employers may submit wage reports to SSA on paper or magnetic media. The process for 
recording wages is a centralized annual operation performed by employees in SSA's 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 statements of their earnings records and corrections to those • 
records by contacting SSA in person, by phone or through mail, Historically. correction 
requests Were sent to the Office of Central Records OperationB for handling, As a result 
of recent systems enhancements, much of thi.s work now can be completed wherever it is 
initjally received, Local offices and Processing Centers are typically inrolved in the more 
complicated correction cases and those identified in connection with claims for benefits. 

Workloads 

In FY 1994, SSA processed about 222 million earnings items, This workload is projected 
to increase to over 252 million items by FY 2000, Legislation requiring SSA to issue 
earnings statementa annually to taxpayers age 60 and over beginning in FY 1995 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. Baaed on a recent test 
mailing of PEBES, SSA expects that in FY 2000, when statements must be issued to 
taxpayers age 25 and over. the number of requests for earnings corrections will be more 
than double the FY 1994 level. 
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Service Delivery Performance 

The Agency currently measures its accuracy and timeliness in posting wages and is 
developing the capability to measure how timely earnings corrections are made. 

MEASURE PERFORMANCE 

%reported eamings posted accvro:eIy 98.8% (FY 1994) 

%wage reports posted 'vIIo'ithln 6 months 62.6% (FY 1994) 
fotiowing close of tax year 

SSA steadily increased the nlWlber of annual wage poatings made within 6 months (from 
67 percen' in FY 1989 to 83 percent in FY 1993). largely through automation 
improvements to the earnings process. In FY 1994, start-up problema with new software 
enhancements caused a sign.ificant decrease in the timeliness of the earnings postings. 
We expect to return to the previoualevel ofperfQ)'rnance next year. The accuracy rate has 
remained consistent at about 99 percent over the past 5 years. 

• Operational Efficiency 

The earnings process currently consumes 3 percent of SSA'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 annual issuance of PEBES. the earnings process will demand a 
greater proportion of SSA's resources. However. this increased :resource demand should 
be tempered somewhat by further productivity improvements that will be realized from 
systems enhancements currently being implemented. 

FY 1994 cost and productivity data for the annual wage report and individual earnings 
corrections workloads are shown below. 

• 


Earnings Items Processed 

Worlcyem IWY) Expended 

Items Processed per WY 

Unit Cost 

ANNUAL WAGf ITEMS 

221,949,522 

1,556 

142.652 

$0.51 

INDIVIDUAL 
CORRScnONS 

107,435 

430 
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Assessment 

SSA bas implemented major features of tbe Modernized Earnings System (MES) that are 
improving the service and operational efficiency of the earnings posting and corrections 
functions. By tbe time the Agency faces substantial growth in earnings inquiries and 
correetions requests, anticipated from the required aimual issuance of earnings 
statements, n vastly improved earning corrections process will be fully in place, 

Prior to earnings modernization. the earnings corrections process involved up to 
15 technicians. as many 8e 29 processing steps and the completion of an average of 
14 separate paper forma. This lengthy resolution proces.s, in many eases, took 1~2 years 
to complete, generating duplicate requests and follow-up inquiries from our customere. 
With the most recent software enhancement implemented during FY 1994, virtually all 
earnings corrections can be made online, all paper forms were eliminated and the most 
comple)ccorrections require no more than 3 technicians and 5 steps. It is now possible for 
many corrections to be made within 2 days. 

During IT 1995, online correction capability will be extended to local offices. Teleservice 
Centers and Processing Centers. increasing the Agency's capacity for handling earnings 
inquiries and corrections requests. With this latest enhancement. hand·offa to the Office • 
of Central Records Operations will be reduced and many corrections requests will be 
completed at the point of initial contact. 

SSA alao recently implemented a more automated earnings posting process supported by 
new imaging equipment that eliminates much of the overhead associated with handling 
paper earnings reports (W'-2s) and enables the consolidation of annual wage reporting 
operations into one Data Operations Center (DOC). (The mission of the DOCs previously 
contnsted primarily of processing paper earnings report$.) As a result. SSA is redeploying 
employees in the other two DOCs te help improve the 800 Number service performance, 

A high earnings posting accuracy rate of 99 percent still translates to over 2 million 
unposted earnings items and potential earnings corrections requests, Consequently, SSA 
has instituted continuing efforts to further improve the quality of employer reporting. 
When earnings reports cannot be posted to an individual earnings record, they are placed 
in the Earnings Suspense File. Ongoing a.nalysis of the Earnings Suspense File is 
conducted to identify problem employers in need of training. SSA haa 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 
assistance in reaolving problems. In a recent survey, many employers who contacted SSA 
with wage reporting questions or problems reported a high level of satisfaction with the 
services they received. However, some employers expressed dissatisfaction with service 
from SSA headquarters, indicating it was difficult to locate a person who was 
knowledgeable 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 frOin the annual issuance of PEBES. The new earnings posting process has 
enabled SSA to consolidate posting operations into one site and redeploy employees to 
improve telephone service. As the earnings corrections process has become more 
automated. SSA has retrained and redeployed employees in central recorda operations to 
other jobs in teleservice. disability operations and local offices. TIlls practice will continue 
as automation allows more earnings correction work: to be completed in local ,offices. 

-, .. 
Further incremental improvements are planned to make the earnings process easier t'J 
use and more efficient. For example, ESA is piloting the use of optical disk storage to 
el.imina.te dependency on mierofilro and make more earnings documentation available 
online. TAlis automated approach will be combined with unique software, reliant on the 
IWSILAN platform, designed to locate record& that traditionally elude computer searches. 
Such capability will allow more earnings inquiries and co.rrections requests to. be handled 
in one contact a.nd free employees now manually searching microfilmed employer records 
to do other priority work. 

Several a~:tivitie8 are directed at improving the quality of emplo.yer wage reports. SSA is 
evaluatinl~ the cost-effectiveness of using the EVS for annual payroll vCI.:1ication purposes. 
Preliminary analysis of pilot data indicates that the accuracy of wage posting-a improves 
dramatically when employers use the EVS to verify employee SSNs prior to submitting 
wage reports. Additional alternatives will he made available to the business community 
to allow employers to file their wage reports electronically using SSA software standards 
and edits, To improve service to employers who eall SSA about wage reporting problems. 
SSA planB: additional training for headquarters employeefi and is considering the 
establishment of a special.ized unit in headquartere to answer employer wage reporting 
Questions. 

An initiative recommended by the National Performance Review to simplify wage 
reporting government-wide is one that may have major implications faT 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 eDlp]oyers' wage reporting burden and increase compliance and accuracy, 

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

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

Description 

To become entitled to benefits under any of the programs that 8SA administers, an 

individual must file an application Bnd submit proof of eligibility, Those who are 


'dissatisfied with SSA's decisions may request further review. The claims proceas 
comprises the actions that SSA 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 a.ppeal that a claimant may request. 

The process for determining eligibility for benefits involves certain basic functions that 
are consistent across each of the programs that 8SA 'administers: outreach and 
information, intake, evidence collection. determination of eligibility, notification of award 
or denial and initial payment. HQWever, eligibility requirements, service and cost 
performance vary considerably by program nnd type of benefit. For this reason. the 
analysis that follows provides distinct information about the claims processes for the four 
major types of benefits that SSA administers: the DASl, Dl, SSl Aged, and 831 • 
BlindIDisabled programs. 

Workloads 

In recent years, the Agency has experienced unprecedented increases in both DI and SSI 
disability workloads. 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, a 77 percent increase over FY 1990 levels. Over the same period. 
OASI claims have decreased slightly, while SSI Aged claims have declined by over 
14 percent. 

Disability claims and appeals workloads are prOjected to continue to grow over the 
FY 1993 to FY 1999 period by about 14 percent. DASI and SSI aged claims are not 
projected to increase during this period. 
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Service Delivery Performance 

The Agency measures performance in processing claims Bnd appeals in terms of both 
accuracy and tUne-liness. The "initial payment aceuracy rate" is the measure of accuracy 
of the first payment made to newly awarded OASI and SSI claimants (without regard to 

. the determination of disability). The "index of dollar accuracy rate" measures the dollar 
accuracy ot initial adjudicative decisions over the retrospective. current and prospective 
lifetime of the payment. For D! and SS! initial blindidiaability claims, the "decisional 
accuracy rate" is the net average of the percent of accurate decisions made by the DDSs 
regarding medica1eligibility ... determined by SSA's Office of Program and Integrity 
Reviews. 

INITIAL PAYMENT INDEX OF DOLLAR DECISIONAL 
ACCURACY RATE ACCURACY ACCURACY'-

IFf '93) IFf '93) IFf "4) 

OASI 90.8$ 99.S1\ nfo 

551 94.0% 96.2% nfo 

• 01 and SSJ combined nfo nfo 96.SlI 

n/O =no'; aPPlicable 

Timely service in determining benefit eJ.igi.hility is currently measured relative to the 
service level objectives that are set in the ASP. These service objeetivea may be revised 
as SSA is able to better dete:nnioe from customers what they consider to be timely 
service. In its customer service plan, SSA has made a pledge to improve service in the 
disability area by redeSigning the disability claim process 80 that, ultimately, customers 
can expe,:!t to receive a decision within 60 days of filing ror disability benefits. 

As indicated by the FY 1994 performance data shown below, the greatest gaps between 
current performance and service level objectives are in the disability and appeals areas. 
Processing times, on average, are much further from Agency service objectives for 
disability claim. and sppeala than for OASI and 5S! Aged claim •. 
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.; AGENCY SERVICE LML OBJECTIVE 


. 

~' . 

. . . . • 
Complete initiol OASl applications before first regular 
payment due or within 15 days from effective dote of 
filing. if loter (FY 1994) 

Payor deny initial $51 Aged dcims 'Within 14 days of 

filing date (FY 1994) 


Poy or deny initiol Dj claims within 6 months after onset 
or I!VHhin 60 days 0' effective filing do1e, whichever Is 
later (FY 1994) 

POy or deny inifia! S51 dIsability claims 'Nithin 60 days of 
filing date (FY 1994) 

Moke ond send notice of reconsideration decision 

within 60 days ofter filing dote 

551 

01 (Sept 94) 


Make ond s~nd notice of hearings decision within 120 
days ofter filing (FY 1994) 

Make ond send notice of Appeals Council review 
decisions within 90 days after filing date ,data for FY '94 
fhru July) 

Operational Efficiency 

PERCENT 

MEEIING 


OBJECTIVE 


81. 1% 

63.211: 

45.4% 

23.4% 

57.4% 
54.211: 

8.6% 

40.4% 

• 

AVERAGE 

'PROCESSING 
TIME (DAYS) 

15 

17· 

87 

110 

NIA 
64 •306 

126: 
. 
i 

Approximately 67 percent of SSA's total administrative resources are used to process 
initial claims and appeals-including a.bout 15 percent for OASI and 881 Aged benefits 
and about 52 percent for DI and S8! Blind and Disabled benefits. About 95 percent of all 
appeal requests result from claims for disability benefits. The follov."ing two tables 
provide FY 1994 coats and productivity data for initial claim. by type of benefit and for 
each administrative level of appeal Figures include both Federal llnd State resources' 
(workyears and dollars) expended in processing disability work. 
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FY 1994 OASI SSI AGED 01 SSI lUND t. 
DISABLED 

Inltiol Claims Processed 3,205,793 204,402 1,888.807 2.052.347 

.wor1<yea~ IWYI Expended 8,836 675 12,Q.43 11.084 

Inltiol Claims Processed Per WY 363 303 157 185 

!Unit Cost per Initial Claim $169.18 $228.12 $498.43 $420.35 

fY 1994 RECONSIDERAnON HEARINGS' APPEALS 
(OASDI{SSI) COUNCIL 

REVIEWS' 

Appeals Processed 1.152.322 421.129 70,063 

wOtkyeorl IWYI Expended 4,497 8.436 583 

• Appeals Processed Per WY 256 50 120 

Unit Cast $287.15 $1,158,09 $481.48 

Assessment 

The costs for processing disability determinations are enormous---eonsuming more than 
half of SSA'. total $5.2 billion administrative budget in FY 1994. Unprecedented 
disability workloa.d increases have severely atrained Agency resources. Large numbers of 
pending caees and long processing times are the result. High workloads will continue 
with disability claims and resulta.nt appeals increasing by 14 percent from FY 1993 to 
FY 1999. 

The current disability process, essentially designed in the 19505, is fragmented, 
paper-bound, burdened by overly complex policies. has too many steps, makcalittle use of 
technology, and is clearly not customer-oriented. Faced with workload growth and limited 
resources, SSA has determined that significant service-level improvements cannot be 
realized without completely reengineering the process for receiving and deciding disability 
claims and appeals. 
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When the redes;in is fully implemented, it is expected thet average proceaeing time to 
payor deny initial claim. will improve to 60 days and processing time through the 
hearing stage will improve to 2.25 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 goals. To achieve some 
near·terro results in reducing disability case pendings and processing cases in less time, . 
SSA has developed a Short Term Disability Proiect Plan that is designed to expedite 
claims processing in a way that will support the redesigned diaability process. The plan 
is a temporary initiative with targets for significantly reducing pending cases in the State 
DDS. and hearinge in SSA'. Office of Hearings and Appeals, by Deeembor 1996, 

Other Claims Processes 

The OASI and 881 Aged claims processes aN not nearly as complex as the process for 
determining disability. Because eligibility factors, such as insured status, income and 
resources. are more clear--cut. a.ppeals are infrequent and there l'J.N significantly fewer 
processing steps overall. For OASI claims, hand-off's between locations are generally 
limited to tho.. caees that cannot be fully processed electronically. The.SSl claims • 
system was designed at its inception to allow claims to be processed completely in the 
local offices. 

While these processes are considered essentially sound and SSA's service is good. there is 
room fur further improvem.ent in the OASI and 58I aged claims areas. SSA's approach 
for improvement focuses on completing more claims at the initial point of contact and 
increasing efficiency through paperless processing. The IWSILAN is the requisite 
platform for tools such as document imaging and document workflow management 
software, that will enab1e paperless processing. Key efforts include completing the 
modernization of the programmatic systems and data bases that suppOrt the claims 
processes and establishing an entirely electronic claims file. The benefits of doing so are 
many_ For example: 

1> Employees will be freed to focus on aerving cU6tomers rather than processing 
paper; 

• 	 Customers will only need to provide information once when filing for benefits 

under more than one program; 


• 	 Most applications can be fully processed at the point of eonta'ct: 
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... 	 Employees will have immediate access to customer information whenever a 
customer requires subsequent service; 

.. 	 Authorized employees will be able to access files, no matter where they work, on a 
n••d·to·!mow basis; 

.. 	 Work can be redirected to where it ca~ most appropriately and efficiently be 
completed: . 

.. 	 The tremendous eosts (several hundred million dollars each ye8J') of movirig 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 proceBsing, One is to 
redesign tile Title II s}"8tem to enable automation of the remaining claims and 
poste'ntitlcment actions that are now processed manually. The redesigned Title n system 
and a second initiative to modernize the SSI system will also provide more data online 00 

that employees can more frequently handle customer requests in one contact. The third 
initiative i.nvolves a pilot to test the use of imaging and document management 
technologies in combination with the lWSlLAN in support of paperless :1rocessing. A 
fourth init.iative is to establish a "whole client" record by integrating SSA's various 
programmatic data bases 60 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 a.s ima.ging, to 
eliminate the need to retain paper documents that are not appropriate for electronic 
certification. Finally. and key to a totally paperless environment. the Agency is 
de....elopinlf 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 file 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 persona] 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 ita other claims processes or programs are administered. This is 
particularly true with respect to claims intake procedures and the administrative appeals 
process. As the disability process redesign is implemented, SSA will consider whether 
parallel process changes or modifications are necessary or appropriate in its other claims 
processes or programs. 

The following Key Initiatiuu discussed in Part V are relevant to improving the claim 
process: 

1. Disability Process Redesign 
2. Short-Term Disability Plsn 
5. Title II Redesign 
7. Integrated Client Date 
9. S8! Modernization 
10. Notice Improvements 
11. Paperlee Processing 
12. Electronic Service Delivery 
14. Reengcineering the Policy Proce .. • 
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• Current Agency Assessment8 

Business Process: POSTENTITLEMENT 

DescriJltion _ 

Once individuals become entitled to Social Security or 881 benefits. any changes in their 
circumstances that affect the amount or continuation of payment must be reflected in 
SSA's records. The postentitlement (FE) process encompasses the actions that SSA takes, 
after an OASDI or SS! claim is proceas.d to an initial award. to ensure continuing 
eligibility and timely and correct payment of benefits_ Example. of the.e actions include 
ehange of address, non~receipt of checks, change of payee and review of payee accounting 
information. benefit recomputations, overpayments and reviews of continuing eligibility. 

A PE activity may be customer~initiated or it may be generated from internal Agency 
processes based on existing or updated automated data. A client is usually contacted 
through the mail when SSA initiates the action. Clients may contact SSA by telephone. 
mail or in person to report an event. Employees throughout the Agency, in SSA's local 

• 
offices, hearing offices. Teleservice Centers, Processing Centers and central record 
operations. and in the State DDSs. are involved in varying aspects of processing PE 
actions, 

Workloads 

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

Recent legislation will generate significant additional workloads in the postentitiement 
area. The Social Security lnckpendence and Program Irnprouements Act of 1994 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 diaability. and requires that SSA perform CDRs for a minimum 
number of SSI recipients each year for 3 years. 
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Service Delivery Performance 

SSA does Dot presently measure the dollar accuracy rate for all postentitlement actions, 

but is developing the capability to do 30 in the future. Specific measures of accuracy. 

however, do exist for ssr redetermination. and CDRo: • 


For postentitlement; an indicator of timely service is the number of continuing payments 
that are made on the scheduled deli".ry date.. SSA also is developing the capability to . 
track how quickly replacement payments are made in situations involving non~receipt of 
benefit checks. The average processing time of PE actions is measured for certain 
workloads at the component leveL but is not available for the Agency overall 

IMEASURE mfOllMANCE 

: Index of Dollar accuracy rote for 551 96.8% 

i redeterminations rFY 1993) 

I 

I Performance accuracy rote for 96,2')1, 


CDR, {fY 1994) 


% continuing mon1hly payments OASDI 99.9% 

made on schedule (FY 1993) SSI 99.9% 
 • 

Operational Efficiency 

About 24 percent ot SSA's administrative resources 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 SSA·initiated events such as benefit recomputations or 
overpa}'1llent detections, The remaining amount is used to conduct various SSA-initiated 
reviewB to ensure continuing eligibility. These reviews include annual reports of 
earnings. verifications of school attendance, SSt redeterminations of income and 
resources, representative payee accountings and CDRa, The follo\\1ng cost and 
productivity figures for FY' 1994 include both Federal and State resources (warkyear-s and 
dollars) expended in processing record changes and continuing eligibility reviews. 
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C~t Agency Assessments 

FY 1994 RecORD CII4NGU CONllNUING EUGIBIUlY 
REVIEWS 

PE Acflons Processed 78.962.547 

• Worlcyeo" (WYj Expended 10.343 8.017 
•• 

1.401: PE Actions processed Per WY 7.634 

i una Cost $8.69 $48.46 
• 

Assessment 

SSA is delivering the "baSICS" of good service to its CUBtomers -in the postentitlement 
area-continuing monthly payments are made on schedule 99.9 percent of the time. Even 
80, the paylnent delivery problems experienced by the remaining .1 percent of our 
customers generate a considerable amount of work for SSA Check non«receipt is one of 
the most frequent reasons that customers call the 800 Number and SSA expends 
considerable a.dministrative resources, over 2!200 workyears in FY 1993, to resolve 
non-receipt issues and handle other payment-related work such liS returned checks. 
Many of the situations that cause check non-receipt and other payment~h"lated work could 
be avoided through the use of electronic funds transfer. Beneficiaries who use direct 
deposit to receive their payments are 10 to 15 times less likely to experience a problem 
with their payment being lost, stolen or delayed than are check recipients. In addition, 
SSA is able to more efficiently recover payments that are not due (e.g., payments issued 
after death) when they are issued electronically, 

The Agency's performance in managing debt is also strong, Overpayments 8S 8. 

pereental;e of benefit payments are approximately 0,6 percent, Annual debt detections 
average about $2 billion, with debt collections and debt write-offs being about $1.3 billion 
and $.4 billion respectively. SSA collects $8 for every dollar invested in its debt 
management program; about 3,200 workyears are expended annually on overpayment 
work. 

It is not so clear how well the Agency is doing in other faceta of PE service, While 
average processing time for PE actions taken in the Processing Centers is measured, 
there is no overall Agency measurement of the timeliness of PE record changes, that is 
from the time of the initiating event (e.g., customer reports, cyclical updates and data 
match•• initiated by SSA) to finaJ resolution. Although the accuracy of CDR., 88! 
redeterminations and 800 Number calls is measured, no Agency-level measurement of the 
overall accuracy of PE record changea presently exists. 
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As our customers prefer, SSA completely handles many PE transactions at the customer's 
first point of contact. Most Title n address changes and annual reports of earnings are 
prime examples, However. significant numbera.of PE transactions require that 
subsequent actions be taken. many in a location other than the one that received the 
original report. TSea refer to local offices any reports that cannot be handled to 
completion over the telephone. such BS those requiring Bubmission of verification 
documents or forms Bigned by the customer. Processing Centers resolve Title II 
automated processing exceptions: that :result when actions input by the local offices or 
-Teleservice Centers cannot be processed through the automated system. The hand-off's 
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 SSA to ensure 
correct payment of benefits. SSA performs various cyclica1 operations to update payment 
amounts, such as cost.of-living adjustments, benefit recomputations baaed on additional 
earnings, and annual earninglJ 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 SSI, SSA maintains regular computer interfaces 
with other Federal and State agencies (e.g,. Internal Revenue Service, Veterans •
Administration, Railroad &ard, State unemployment and workers compensation offices. 
SSA also has computer interfaces with the Medicaid program (nursing home admissions) 
and Federalllnd State prisons to determine changes of living arrangements that affect 
SSI payment amounts, At; the number of beneficiaries continues to increase, the PE 
workload increases as welL The investment in electronic interfaces helps to protect the 
integrity of the prograpt8 but also creates lllore work be<:auae of the nUlllber 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 uBing 
computer interfaces to detect incollle and resources, SSA regularly conducts continuing 
eligibility reviews to ensure the integrity of the rolls. Our 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 contact), "mid-level error" potential (reviewed annually by 
personal contact or through completion of a mailed form) and "low error" potential 
(reviewed every 6 years by peraonal contact or through completion of a mai.led form) . 
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Current Agency Assessments ' 

..~;;.. 
Of the VBlWUS continuing eligibility reviews conducted by the Agency. CDRe are the most 
resource intensive. SSA is required to complete periodic review8 of disability beneficiaries 
to determine their continuing eligibility to benefits. However. since 1991, the pressures of 
the growth in disability claiIns a.nd resource constraints have significantly hampered the 
Agency'. ability to complete CDRe in 8.I'ly significant number. GAO ha••stimated that 
30.000 ineligible beneficiaries were receiving payments at the end of FY 1990, • cost to 
the TrUllt Funds of about $2.5 billion through FY 1997. To improve this situation, SSA 
has implemented a new CDR mailer process to eliminate nonwproductive reviews and 
allow the Agency to conduct a greater number" of CDRs with the same level of resources. 
Even with the new. more coet-.effective CDR process, SSA is unable to complete many 
CDRs that come due. 

In addition to the currently required periodic CDRs. the Social Security Independence 
and Program Improvements Act of 1994 requires that SSA process 100,000 more SSI 
CDRe, along with CDRe aD one-third of SSI children .t age 18 for FY 1996 through 
FY 1998, Other promioDs of the legislation place a further Gubstantial a.dministrative 
burden on SSA. These include a 36«month payment limitation where Bubstance abuse is 
material to disability, suspension fur non-oompliance with treatment requirements. limits 
on the size of retroactive payments, and extension of existing S81 representative payee 
requirements to DI beneficiaries. The specifications for these new workloads are 
discussed in greater detail under the initiative titled "l.egisl.ted Provisions Related to 
Drug Addiction and Alcoholism" in Part V. 

Since 1988, many changes in SSA's representative payment business policies and 
processes have enabled us to improve service performance in such areas. as beneficiary 
due p,rocess, 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 database. the Master Representative Payee File. does not 
yet contain information on more than 1 million beneficiaries with payees. This 
information is needed to track the performance of these payees and is a prerequisite to 
eliminating the less efficient systems now used to control the current accounting process, 

Unlike many of SSA's other processea, 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 or a vulnerable clientele. With the increase in the disabled 
population (among whom payee turnover also is especially great) bas come a rapid 
increase in the representative payment rolls. This growth is expected to continue 
outpacing growth in the rolls as a whole, and, along with a concomitant increase in 
administrative coats, signals a need for streamlining efforts. 
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SSA operates a rehabilitation reimbursement program in which Stata vocational 
rehabilitation (VR) agencies are reimbursed for the oost. ot the .ervices they provide to 
SSA's beneficiaries if the services result in 8 return to work at the substantial gainful 
activity level tor 9 continuous montha. In FY 1994, SSA reimbursed the State VR 
agencies $63.5 million for successfully rehabilitating about 6,000 beneficiaries with' 
disabilities. 

General Business Approach 

The Agencis approach tor improving the postentitlement process focuses on: providing 
better customer service primarily by enabling Inore business to be handled in a single 
contact, freeing resources for other priority or increasing workloads by automa.ting 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, find 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 also 
reduce payment-related workloads and the costs associated ~th disbursing checks. 

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

The focus of other Agency efforts to improve the p08tentitlement is on automation 
enhancements that will reduce tbe hand-offs and manual work effort now required to 
effect many status and payment 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 eS6entialiy those that ~ contribute to claims process improvements and 
the achievement of the electronic claims file. most importantly: 
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Current Agency Assessments 

• lWSILAN; 
• Paperless Processing; 
• Title n Systems Rede.ilPl; 
• Integrated Client Date; 
• SSt Modernization; and 
• Reengineering the Policy Proc •••. 

In addition, an initiative to provide clearer notices should help to reduce PE work that 
0CCUl'1!I when custOmers do not understand our correspondence, and 8e a result, do not 
properly report changes or make additional contacts with SSA for explanatioDs. 

The combination of increasing automation and the public's growing preference for 
reporting changes by telephone rather than by mail, haa 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 
worklonds. For example, they now perform 8 direct service role. in answering 800 Number 
calls on p.ak calling daYB. 

The red.silPled Title II system, when fully io 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 can be 
best accomplished in a centralized operation. However, predicted reductions in Processing 
Center work resulting from planned automation are of such a ma.gnitude that it will be 
necessary for SSA to ",define the role the Proce.sing Centers will have in future Agency 
work prO(:eases and determine what organizational structure can best support that role, 

Consistent with the goals of the NPR, SSA plans to ioereas. the number of CDRe 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 SST CDRs in FY 1995 to 
evaluate how best to proceed with the additional reviews recently mandated for FY 1996 
th:rough FY 1998. 

The NPR also called for the Congress to provide SSA greater authority to use standard 
debt collection tools such as those available to other Federal agencies. Specifically, it 
called for permitting SSA to use privste collection agencies and credit bureaus. to charge 
interest and penslties on delinquent debts and to permit recovery by offsetting other 
Federal payments to which debtors nre entitled, The Domestic Employment Reform Act 
of 1994 C',.nted SSA limited access to some of th... tools. SSA will tak. the steps 
necessary to implement these additional debt collection tools in order to enhance its 
performance, In,addition to,the new legislation, SSA plans to expand on existing 
authorities as well, This includes broadening the universe of debtore who can be referred 
to the Internal Revenue Service for offset of their tax refunds. expanded use of credit 
cards ss a. repayment me(:hanism 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 proce8s that focuses on risk asseasment. Though it IS generally agreed that 
the current procesa, while providing some deterrence effect, does little to detect misuse, 
the .Agency spent some $60 million in FY 1993 on a process that is bllrdensome to the 
public and our employees alike, Changes based on the' OIG recommendations will require 
the approval of a Federal diatrict ,court with oversight in this area due to a recent court 
case, and the Congress. 

As SSA:is sensitive to the need to avoid incurring unacceptable risk in the payee area (of 
harm to beneficiary property or persons), SSA also.is exploring establishing a special 
advisory committoo to hold public hearings on representative payment and recommend 
changes to existing policies and processes. The comnrittee'.s deliberations would focus on 
protecting beneficiary rights. promoting beneficiary well~being and self~8ufficieney, and 
setting, appropriate standards for payee performance as well as sanctions for malfeasance. 

SSA IS expanding the reimbursement program for vocational rehabilitation by 
implementing regulations that were puhlished in March 1994 that permit SSA to refer a 
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 SSA'B 

beneficiaries by increasing the number of providers participating in the reimbursement 
program. SSA is also in the process of developing a comprehensive employment strategy 
to increase the number of current and potential beneficiaries with disabilities who choose 
employment instead of income maintenance. 

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

5. Title II System Redeaign 
6. Payment Cycling 
7. Integrated Client Data 
8. Legislated Provisions Related to Drug Addiction & Alcoholism 
9. SSI Modernization 
10. Notice Improvements 
11. Paperless 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 earnings 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 programs. Thia fifth businea-s 
process is summarized under the heading Informing The Publi.c. . 

• 

Informing the public about Social Security programs, and educating them about the value 
and operation of these programs. is a basic Agency responsibility. Public support for 
Social Security depends on the public having an accurate understanding of the basic 
principles of social insl1l"ance programs, of the value of these programs to themselves and 
society as a whole. and an appreciation of the role Social Security programs play in the 
nation's income security system. The public ai.60 needs accurate and understandable 
information about key public policy issues, such as the role of the Trust Funds in 
financing Social Security oonefits, the value of Social Security to younger workers. and 
the scope and nature of potential changes to the prograMS. And the public needs to know' 
that SSA is a careful custodian of the taxpayers dollar. and the beneficiaries' benefits. 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, Bnd this is the responsihility of the business 
process SSA d~scribes as Informing the Public .. 

This business process involves SSA's extensive public information activities as well ss 
data exchanges with other Agencies and the statistical and other program data SSA 
provides to support research and policy making throughout the government and in the 
private st>ctor. The customer end-product resulting from this business process is 
essentially "information." broadly construed. 
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Workloads 

Personal Earning. & Benefit Estimate Statements (PEBES) 

Since 1988 SSA has offered a PEBES to member. of the public, upon reque.t. The.e 
statements provide s. report of the life-long' earnings record maintained by SSA on each 
worker participating in Social Security~ and an'estimate or the worker's potential future 
Social Security benefits. Annually SSA receive. and proce.... about 4 million .ueh 
requests. In addition to their general role of informing specific members of the public 
about sn important collection of information SSA maintains regarding their participation 
in the Social Security program, the PEBES statement. are al"" expected to play an 
important role in SSA'. goal of rebuilding public confidence in Social Security. The 
expectation is that as workere 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 a greater sense at' confidence in the future 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 audio, video and 
computer media. SSA publishes about 50 consumer pamphlets, booklets and factsheets to 
inform the public about Social Security programs and polices.. SSA also produces about 
40 administrative publications that are sent as "stuffers" with notices sent to Social 
Security beneficiaries. These "stu££ers" contain information that beneficiaries need to 
know so that the official notices can be kept ahorter and casier to understand. In total, 
SSA produces an annual volume of more than 95 million of these 90 or so publications. 

SSA also produces a monthly camera~ready newsletter that is sent to more than 
15,000 nonprofit and governmental organizations; a quarterly newsletter (the SSAIIRS 
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 materials (newspaper articles, scripts for radio programs, 
etc.) which is distributed to all 1,300 Social Security field offices; a series of radio spots; 
about 90 videotape programs each year; and SSA operates a live satellite broadcast 
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, SSA 
intends full-Bcale distribution. 
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Online Computer Access 

SSA is beginning to disseminate its public information materials via the latest online 
computer technologies. SSA now has an online service over the world-wide Internet 
telecommunications network, that makes availa.ble the text of many of ESA's publications. 
SSA also operates aJorum on the Compuserve online network. Since 1993 SSA has also 
operated s,n electronic bulletin board service for the nation's employers and other 
interested parties, to provide information about annual wage l'€porting, 

Data· Exchanges 

• 

SSA's probJTammatic data, while critical to the administration of Social Security programs, 
is important to other government agencies as well. The Social Security Act and other 
statutes provide for the dissemination of Social Security data to other agencies for 
legitimate gOvernment purposes, such as administering State benefit programs, SSA 
currently maintains about 20 computer matching operations by which we provide 
programmatic data to other Federal. State and local agencies. MOTe than 30 States also 
have the ability to make indirect electronic inquiries to SSA'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 ita role in fostering knowledge about Social Security, SSA distributes statistical 
and research data in &everal forms. SSA publishes about a dozen standard reference 
reports. SSA alao makes available statistical data in electronic form for use by other 
government agencies and researchers. 

Public Inquiries 

SSA receives millions of inquires from the public each year via its SOD Number telephone 
network and its 1,300 local field offices, (These operations are discussed below under 
Service Delivery Interface). ln addition to these two sources of inquiries, aSA's 
centrruized Office of Public Inquiries (OPI) responds to written or phone inquiries that are 
received in SSA headquarters. Each year. OPI handles about 100,000 inquiries of this 
type. 
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SSA also receives formal requests fur information under the Freedom of Information Act 
(FOIA). Last year SSA received almost 27,000 requesta under FOIA and also processed • 
about 100 appeals on requem that could not be granted. The Congressional Relation. 
Staff answers inquiries from members of Congress and their staffs. And SSA's Press 
Office handles inquiries from the media, The primary source for the distribution 'of SSA's 
public infurmation material. is SSA'. network of local field offices. 

Service Delivery Performance 

For most' of its public information activities SSA does not have specific performance· 

measures. SSA assesses its performance more in terms of the accessibility of products to 

various audiences and in terms of the volumes of materials distributed.. For example, one 

performance goal is to make SSA publications available in other languages in addition to . 

English. All major publications are now available in Spanish and a number of our Social 

Security Factsheeu are available in the five most common Pacific·Asian languages. 

Many local field offices also conduct public information activities in non~English 

languages prevalent in their service area. 


In assessing public service announcements and similar materials SSA monitors the 

number of "placements" the-se materials achieve in radio or television ontIe· 3 and use this 
 •
as an assessment of the success of the product. SSA also conducts occasional feedback 
surveys and focus groups to obtain customer input on its public information materials. 

Operational Efficiency 

Generally speaking, SSA does not capture budget resources and efficiency data separately 
for this business process, Resources and efficiency data are captured as part of the data 
reported on the other business processes described above, since the bulk of SBA's efforts to 
inform the public take place through the day40·day work associated 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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ORGANlIAnON APPROXIMATE ANNUAL WORKLOAD 

Press OffICe 1.700 media inqullies (FY '95 estlmate) 

Office of Public Affairs {millions of public information 
malerial,) 

Office. of Public Inquiries 1O~OOO Congressional ond publ.ic 
inquiries (FY '94) 

Congressional Relations Stoff is,QOO Congressional inquiries 
(Calendar '93) 

FOIA Stoff 27,000 FOIA requests (Calendar '931 

• 
This is only a partial listing of resourees and workloa.ds involved in Informing the Public, 
and much oftJria. work has impacts larger than the numbers suggest on their face. For 
example, when the Press Office answers a single media inquiry this can he an indirect 
way of informing millions ot 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'SSA's other business processes in which we have a multitude of 
performar:~ce measures, it is more difficult to assees the effectiveness of public information 
activities. The usual approach is to measure the number of publications produced, the 
number of pla.cements of a public service announcement (PSA). the number of 
organizations to which n newsletter is mailed, etc., rather than measuring how successful 
the publication, newsletter OT PSA is in communicating the deaired messages. In other 
words, organizations typically measure efforts rather than results., 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 V~ "till underway. 

Also, the :redesigned disability procees places 11 major emphasis on better-informed 
applicants and on hetter~i.nformed medical record providers to facilitate the development 
of medical evidence for disability claims. This will be a major area for emphasis for SSA's 
public information efforts as the redesign is implemented. 
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Since information is the "product" produced by this business process, those technologies 
that facilitate access. retrieval and dissemination of iriformation are key enablers for 
inIOttning the public, Among the technology initiatives critical to improving this business 
function are: 

• The IWSfLAN platform 
• Title Il Sy&tem8 Redesign 
.. Integrated Client Data 
• SSI Modernization 
)- Notice Improvements 
.. Paperless Processing 
.. Electronic Service Delivery 

These initiatives provide the tools SSA needs to do a better job of responding to inquires 
from the public and disseminating vital information quickly and efficiently. For example, 
one recent highly-effective innovation at SSA is the capability for the Commissioner to 
communicate directly with field facilities through electronic mail When important, • 
time-critical, information needs widespread distribution, the Commissioner can send an 
"all ha.nda" message via electronic mail. However, the E:Mail system is a personal 
computer baaed system, only available to those employees with ready access to networked 
personal computers. Presently, in those offices without IWS/LAN technology, the message 
is transmitted to a Bingle employee who must print the message. make photocopies and 
hand-deliver the photocopies to each employee, In the IWSfLAN 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 m.8.ke 
significant improvements. 

Rebuilding Public Con{UUnce 

The biggest shortcoming in SSA's efforts to inform the public involves the public's low 
level of confidence'in the future of Social Security. Overall confidence in Social Security is 
low and haa been declining for e.everal years. There are many reasons for this decline. 
but shortcomings in SSA's efforts to educate the public about the true value of Social 
Security, is clearly one of the key reasons. SSA i.s finalizing a comprehensive plan to 
rebuild public confidence that will provide the framework to address this shortcoming . 
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Improve .<tcce.sibility of Public Information Material8 

• SSA's network of field office. is the primary vehicle fur distributing much of the public 
information materials prepared by SSA, It is also th.s. same frontline employees who 
answer tbe public's questions and provide the bulk of the effort involved in lnform·ing the 
Public_ Materiala and information that originates in one of SSNs central office or regional 
components also often goes to the field offices for subsequent dissemination to the public. 

Provide Mor. Material for the Non.English Speaking 

• 

Juat as SSA has recognized the need to make special efforts at delivering service to the 
non-English speaking, SO too, it needs to make special efforts to successfully inform those 
members of the public who lack proficiency in Englisb. Many of the publications SSA 
produce. are currently produced in Spanish, but by no mean. all of them. Only one of the 
90 or so video productions crafted by SSA last year were produced in a Spanish~18ngua.ge 
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 avail.ble in languages in addition to 
English. 

Sotellite Network 

SSA's satellite network is a vast untapped resource that could playa much fuller role in 
the dissemination of some types of information. Currently there' are only 46 downlink 
sites that have B maximum potential of reaching only about 4,000 of SSA's 
64,000 employees. Twenty-one States have no downlink site within their borders. The 
network is also currently limited in its mission to internal communications. Other 
organizations use their satellite networks to distribute materials to the media and to 
other broadcast outlets in order to reach vast numbers of the public. SSA is considering 
the feasibility of expanding the role and reach of its satellite network. 
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E:x:pand·the Direct Availability 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 In/orming 
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. SSI Modernization 
10. Notice Improvements 
11. Paperless Processing 
12. Electronic Service Delivery 
14. Reengineering the Policy Process 
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B. Service Delivery Interface Assessments 

Common tC' each of the business processes is an interaction between the public and BSA. 
Typically, this interaction occurs at tlie beginning of a process when customers contact 
SSA to request a service and at the end of a process when the service is delivered. SSA
also. can initiate the contact, 

Customers expect to have a choice in how they conduct business with SSA SSA haa 
responded by offering customers the choice of: 

• 	 Visiting or calling one of SSA's fi~ld offices or hearing offices; 
• 	 Calling SSA'. national 800 Numb<or; 
• 	 Meetuig with a third party intermediary who provides services on 8SA's behalf; 
• 	 ContaGt!ni SSA through the mail; or 
• 	 Automated sclf-scrnce options. 

• Overwhehningly, customers prefer to talk to a person. either face·to-face or over the 
telephone. Customers are least likely to request services through the mail. (Since most 
arc still in the exploratory or pilot phases, liutomated self-service options are too new yet 
to assess tbeir popularity,) 

In meeting its goal of proViding world~class service. 8SA faces significant challenges: 

to 	 The mUllber of SSA customers and the size of associated workloads are growing. At 
the same time, S~A does not have unlimited reaources to devote to improved services. 

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

.. 	 Customers repeatedly express certain themes in surveys conducted by SSA. One 
theme associated with choice is that an increasing number of customers prefer 
telephone service and would like SSA to provide additional services through the 
800 Numb<or, 

.. 	 Two other important customer expectations are to complete buainess during the 
initial contact. where possible. and to have Ii case manager wben repeat contacts are 
necessary. 
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• 	 Because they are a key to world-class service. 8SA must create front-line. direct 

service delivery jobs which are attractive fur its employees, • 

In the remainder of tbi.s section, each service delivery interface i8 examined in terms of. 
workloads, customer expac.tations and satisfaction, oost and how SSA will meet its aerviee 
delivery challenges. . 

• 
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Face-to-Face Service 

• 

SSA has n long tTadition of providing face-to-face service for customers in ita field offices. 
8SA has 1,300 field offices nationwide which provide a full array of services for customers, 
from answering general ques.tions about programs to making complex eligibility 
determinations, Field office. are open to the public generally from 9:00 a,m, to 4:30 p.m. 
every business day. Field office representatives also make regular visits to outlying areas 
to serve SSA customers who live at a distance from a local office or who cannot visit due 
to illness. In addition to serving customers. field office emplOyees disseminate public' 
information in their communities to heighten awareness of and increase confidence in 
Social Securit,r programs. 

8SA also has a tradition of cooperating formally and informally with other agencies to 
provide a Bingle place to conduct related business 80 that mutual customers do not have to 
go to multiple locations and furnish similar information multiple times. Some of these 
"one-stop" service agreements involve SSA employees in the field offices helping to 

• 
administer other programs, including establishing entitlement to Medicare benefits for the 
Health Care Financing Administration (HCFA); some tier I benefits for the Railroad 
Retirement Board; and Black Lung. Part B benefits for the Departrnent of Labor. In 
certain situations. 8SA takes food stamp applications for the Department of Agriculture 
and the SSI application and eligibility determination .erve to e.tablish Merucaid 
eligibility in some States. 

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

• 	 The Greenville, NC Field Office has established a contact station at the University 
Medieal Center of Eastern North Carolina that is open 1 day each week to take 
disability claims from patients and their families. Hospital social workers identify 
potential claimants, schedule appointments with the SSA representative and collect 
necessary medical reports. The SSA Claims Representative uses the hospital's online 
system to immediately initiate processing of the claim. 

• 	 In Lo. Angele., Dalla •. and New York City. SSA employee. and State Disability 
Examiners are out-stationed at the Veterans Affairs (VA) hospitals to expedite SSI 
disability and Disability Insurance claims for homeless veterans. A VA aocial worker 
assists in the scheduling of consultative examinatinns. Many of the medical records 
are 8 vailable 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 field office employees with INS. . 
 • 
Immigration documents are authenticated by INS agents before SSN applications are 
taken by SSA represent.ti.... Over 40,000 SSN requests Were processed at. the INS 
location in the first year. 

Alt}lOUgh service is available in off'site locations. most face~t<rf~ interaction with SSA 
customers takes place in the field oUices. One important exception is hearings. Clients 
who appeal unfavorable decisions for SSA programs, and HeFA's Medicare program, can 
request a face-to-face hearing with an SSA Administrative Law Judge. The face-to-face 
hearing is it statutory right for claimants who desire this opportunity. While 60 percent 
of hearings are held in one of the 132 hearing omees throughout the country, ALJa also 
travel to approximately 325 remote sites to conduct the remaining 40 percent of the 
hearinga. 

Workloads 

During FY 1994, an e.timated 24 million people visited SSA field offices. SSA anticipate. • 
additional calls and viaits during FY. 1995·1996 resulting from the implementation of 
legislated requiremencs relating to drug addiction and alcohol and the SSA·initi.ted 
PEBES. Historically! the vast majority of visitors (93 percent) walk in without 
appointments, making it difficult to fit resources to daily traffic. 

A growing segment of walk·in visitors is made up of non-English speaking and SSJ 
clients. According to the Office of Inspector General (OIG) client satisfaction surveys, 
non-English speaking persons (87 percent) are more likely to visit offices 8S compared to 
English speaking persons (56 percent). S8I clients also are more likely to visit, 
(65 percent) as compared to insurance program clients (56 percent). 

Non~English speaking and SSI clients need more personal service; e.g., face~t(}-face 
interviews, assistance in obtaining documents, and referrals to other agencies for 
additional services. These workloads are higher in offices serving low income areas, often 
located in inner cities. Offices in economically advantaged areas have fewer non~English 
speaking clients, higher insurance program workloads, and clients who are more likely to 
request appointments, complete forma without assistance and use the telephone in 
conducting business. 
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Over 50 percent of walk·in traffic involve. new or replacement SSN cards. One of the 
reasons clients prefer face·to·face contact for this busine.. 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 important documents 
would have to be mailed to SSA and returned through the mail . • 

Another important workload factor i.e the inereasing volume of c1aims~ particularly thOBe 
involving disability. These are labor·intensive workloads. taking an average of 
62 minutes to complete a retirement or survivors cla.in::i to 97 minutes for a disability 
claim. To maximize the use of client and interviewer time, field offices enCourage 
claimants to make appointments. 

Offices offer clients the choice of conducting the claims interview over the telephone. 
Although nationally 45.7 percent of claims are initiated this way. 8.3 percent of theBe 
clients CODle to the field office to complete the claim rather than use the mail to submit 
important proofs and signed applications. 

• 
Historically. client visits are not evenly distributed throughout the month. SSA clJ.H'ently 
sends payments to 43 million insurance program beneficiaries on the same day (usually 
the third (If the month) and to 6 million SSI recipients (usually tbe first of tbe month). 
This payment delivery pattern results in workload surges during the first 10 daYB of every 
month due to beneficiary questions concerning non~receipt of checks, the amount of 
payment, etc, SSA is considering ways to smooth peak workloads by spreading, or 
cycling, 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 
institutions are about 15 times lese likely to report problems with' benefit receipt than 
those receiving checks. 

In the hearing offices, over 417,000 hearings were processed during FlY 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 climb_ 

• 
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Service Delivery Performance 

Up-to-date lWSILAN technology is critical to ensuring availability and improvement of 
face-to-face service delivery_ With installation of lWSlLANs, aging office equipment will 
be replaced with new equipment which is leBS prone to failure and easier and cheaper to 
maintain. Enough equipment will be acquired 80 that employees interacting directly with 
customers will no longer have to aJ?a.re works,tatioDs to process customer actions. The new 
technology will support new and more efficient processes which will enable employees to 


, serve customers better. For example, employees using IWSILAN equipment will be able 

to display client information on their workstation screens and. at the same tUD.e. process 

the actions 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 Jetters which are easier for customers to read using word processing capabilities; 

and quickly request and receive client information located outside of SSA using electronic 
mail and ~ capabilities. saving customers time. 

The older equipment also 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 face-ro.faee 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 
aites. close existing ones, or collocate a site within another facility. During recent years, 
the overall number of field 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 1993-1994 were ofthi. type_ We'anticipate a rew field 
office consolidations and/or openings in FYs 1995-1996. 

Accessibility is more of an IGSue far claimants who request face·to·face hearings. 
Claimants and ALIs in sparsely populated areas aften travel long distances to reach 
hearing sites. In fact, claimants may be requiTed to travel up to 75 miles to attend 8: 

hearing. (If travel over 75 miles is necessary, SSA will pay the travel expenses for the 
claimants and their representatives and witnesses.) To increase accessibility, SSA is 
testing the feasibility of using video conferencing to bring claimants and ALJs together 
without the need to trnvellong 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 
elapse be tween 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. SSA's peiformance measures show that 17 percent of customers with 
appointments waited more tban 10 minutes after their scheduled time. Customers 
without 8,ppointments have even longer in-office waits, In FY 1994. 31.2 percent of 
visitors without appointments waited more than 30 minutes after arrival to 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 IWSfLAN technology, however, before'some Of these efforts to improve ' 
productivity are possible. 

Waiting Times 

FY 1994 WITH WITHOUT 
APPOINTMENTS APPOINTMENTS 

Wait lonl~er than 10 minutes 17 % nfa 

Wait longer than 30 minutes nja 32% 

'nJO InOlcales 0010 no! copll.JI'eo 

Part of the waiting time experienced by non*English speaking customers is due to the 
unmet demand for bilingual service. Based on a recent comment card survey, almost 
30 percent of aged SSI customers" up to 10 percent of SSI BlindIDisabled customers, and 
15 percent of SSN customers, want to conduct business in a language other than English, 
usually Spanish. In FYs 1993 and 1994, SSA 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 paint of first contac't, Today, this 
is not always possible, especially when employees must request information located 
elsewhere, refer actions elsewhere for decillion, or defer final action because manual 
processing is required. Without a final outcome, a client is more likely to call or revisit an 
office to r-equest status, adding to office workloads and lengthening waits for service. 
SSA will address this customer expectation through enterprise process reengineering and 
automation efforts, including implementation of rwSILAN technology, 
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Customers want to deal with a single person when conducting complex businesa which 
may involve several contacts, like filing a disability claim. CUI'rent processes do not 
address this customer preference. In the redesigned disability process, SSA responded to 
customer expectations and provided a case manager to assist claimants and their 
representatives. 

Staffing constraints have affected service mthe- community. The Qverall number of 
contact station visits and personal visits to homes has declined from traditional levels 
since the early 19806. 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 service 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 FrEB has 
declined 15 percent since FY 1984. The reduction was achieved through .:.ttrition. and the 
overall effect was field office staffing imbalances. 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 FrEs in FY 1994. The number of FrEe 
was increased by 5 percent from the FY 1993 level to handle the growing number of 
hearings, 

General Business Approach 

SSA's strategy to improve face40·face service delivery refieds all three aspects of the 
general business approach: streamlining. reengineering. and automation/continuous 
improvement. In addition, SSA is working to manage demand better and offer 
alternatives to face~to-face service in field officee, 

• 82 



• 


• 


• 


Current Agency Assessments 

, ,,,',..• 
Waiting tiJnes are longer than cuatomera expect in some offices. particularly in urban 
offioos where the number of SSI claimante and non·English .peaking customer. generally 
are higher, In ....nt yo ..... , SSA directed additional FTEs to the.e offi..s through it. 
Metropolitan Office Enhancement Project. To improve service for non·English speaking 
customers, over half of the fi.ld office and Iel.service center employ.e. hired ,during 
FYs 1993-1994 were bilingual With-continuing resource constraints, however. other 
initiatives will be necessary to keep pace with the growing number of customers. Through 
streamlining, SSA i. improving the 8uperv:iBor,to-employee ratio in field offices, 
~orkyears freed up can be used ttr meet growing workloads. 

8SA also is reenginooring. automating and continuously improving its processes to 
increase employee productivity! thereby freeing up additional workyean to serve more 
customers. Many of these initiatives were described in the Core Business Process 
Assessments and include disability process redesign, S8I modernization. Title II system 
redesign and integrated client data. ' 

SSA is using reengineering, automation and continuouB 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 assiBt claimants and their representatives with claims development. 
SSA needs to do better, however. to enable more business to be completed within the 
initial contact. SSA will be examining its processes through enterprise reengineering to 
identify likely candidates for change, Automation and continuous improvement initiatives 
which will facilitate more one-contact completions by making mare client data available 
online are in progress, including integrated client data and paperless processing. Both 
initiatives were discU8sed~under the Core Business Proce58 Assessments, Implementation 
of many reengineering, automation and continuous improvement initiativee are dependent 
upon installation of new IWSILAN technology, 

Up·to·d,Ie IWSILAN technology in field and hearing offices i. critical to ensuring the 
availability and improvement of f8ce~to~face service. SSA is replacing aging equipment in 
its offices with more reliable IWSlL..o\N technology and providing enough workstations so 
that emp10yees dealing directly with customers will no longer have to share equipment. 
The new IWSILAN techno1ogy alao will support electronic tools, such 8S multitasking, 
E·mail, fax, expert systems and CD·ROM, which will enable employe.s to work more 
efficiently and knowledgeably. Even in advance of the completion of these efforts, the 
IWS/LAN technology hae demonstrated through pilot teets 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 aece .. to face-to·fee. hearings. Given the 
growing volume of requests for face-to-face hearings and the Agency's expsctation th.t the 
number of field facilities will remain stable, SSA is exploring the r••..,bility of video 
confarencing to brtOg claimants and ALJs tOgether without the need to travel long 
distances. Video conferencing is part of SSA's reenginecl'cd disability process and 
electronic service delivery efforts and Will be piloted in Wisconsin uBing SSA facilities, and 
in Iowa using a combination of SSA facilities and the State's communication network. If 
the pilots are successful and SSA exp,ands the use of video coruerencing in the hearings 
process, the number of remote hearing sites could be reduced in the long-range period 
beyond FY 1996. 

SSA also is exploring the feasibility of various technology solutions to lower waiting time 
for non-English speaking customers, On a test baais. SSA plans to place courtesy 
telephones in selected field office reception areas which would connect customers to 
bilingual employees at other locations, Kiosks utilizing mwti.language 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*fllce service, SSA is using several approaches, Payment • 
cycling is being considered to spread payment-related inquiry w-orkloads more evenly 
throughout the month. To improve payment reliability and reduce the need for customers 
to call or visit SSA regarding nonreceipt of checks, SSA will more aggressively market 
direct deposit to customers and the financial community. Electronic payment alternatives 
will be developed for beneficiaries without bank accounts. SSA also is continuing to 
improve the clarity of ita notices to reduce the number of customers who eall Or vieit with 
questions concerning content. Informing the public better about documents and proofs 
that are needed to complete claims and other business also will help decrease the number 
of cuatottler who ttlust revisit. Short-term disability improvements will increase the 
number of disability claims and hearing!') proceased which should reduce the need for 
clients to contact SSA for status. 

Finally, SSA will continue to deveJop convenient alternatives to face~to*face service. In 
improving the SOO Number. SSA will identify additional business which may be feasible to 
conduct using this service delivery interface. In addition, 8M is exploring automated self 
service options, including using community~based kiosks, touch tone telephone 
capabilities, the Internet and commercial online services 88 options for conducting 
business, SSA also will continue to seek opportunities to expand current 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 shorten as employees are increasingly available to help customers.. 
Cooperative efforts with third parties provide an additional benefit to cus.tomers by 
providing seamless government services in one place. 
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• Currwt A,eency ABsessmentB 

The following Key Initiatiues discussed in: Part V are relevant to im.proving 
face ..to..face service: 

1. Dis.bility Frace.. Redesign 
2. Short·Term Disability Project 
3. 800 Number Improvements 
5. Titl', II Sy.tem Red••ign 
6. Payment Cycling 
7. Integrated Client Data 
9. SSI Modernization 
10. Noti"" Improvements 
11. Paperl••• Proce.sing 
12. Electronic S.me. Delivery 
13. Electronic Payment Semc•• 
14. Reengineering the Poliey Process 

• 
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Field citfice Teleplwne Seroice 

Instead of visiting, customera can receive moat of the full range of services by calling 8· 

field office during regular business hours, Field offices serving high numbers of clients 
with henring impairments can communicate through telephone devices for the deaf. For 
non~En:glish speaking callers, some bilingual 'employees are available, 

Generally speaking, the workload, staffing, equipment and service delivery issues involved 
in facewto·face service apply to 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 
difficult to know how many customers try to reach field offices or how many calls are 
handled. Although this data is coUected for the sao Number, similar data 8t the field • 
office 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 SSA 
Service Delivery Evaluation. When asked how they would like to conduct businees in the 
future, 26 percent of recent OASDI awardees, 42 percent of recent SSI awardees and 
3S percent of respondents with recent enumeration business said they would call the field 
office, In assessing this information, it ia important to compare customer preferences for 
calling versus visiting field offices since the same employees serve both sets of customers. 
The SSA study indicates that 19·20 percent of r«ent OASDl awardees, 28 percent of 
recent SSI awardeee 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 CU6tamers want to conduct business with local offices by 
telephone. AB with face·to~face service. accessible telephone service is important to 
customers. Today, SSA cannot alwaya meet this expectation. 
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Current Agency .A.ssessments 

~'. 

SSA implemented the 800 Number in 1989 in order to increase acee •• by telepho~~~'" 
through providing dedicated personnel to answer calls. To facilitate this, SSA stapped 
publishini~ field office telephone numbers and cut back the number of phones lines going 
into field offices to permit staff to concentrate on in~o£fice clients. Subsequently. Congress 
raquired SSA to re.tore the number of phone line. in the field offi"". and publiah the field 
office phone numbers. However, additional funds fur .staffing and telecommunications 
coats WerE! not provided for these purposes. An SSA study conducted .after the 
restorations indicated that call volumes built quickly and that it appeared that offices " 
affected did not have sufficient personnel or in"ooming lines to handle the calls. Relying 
on anecdotal information, it appears' that telephone access to field offices continues to be 
poor, Objective measurement of field office teieoorvice accuracy and courtesy is not yet 
pos.sible in BOlne field offices due to technicallimitatlons, 

Operational Efficiency 

Telecommunications usage and maintenance costs were approximately $30 million in 
FY 1994. The same employees providing face-to-face .service in the field office provide the 
telephone service, SSA estimates that apprOximately 1 workyear per office is needed to 
handle general inquiries from callers. AJIJ more kinds of business are conducted over the 
telephone: additional workyears will be required. 

General Business Approach 

Customer preference for telephone service is increasing, and a. significant number of 
customers want. that service from the local office. Because the same resources are 
involved, the same business approach being us.ed for face~t()-face service will apply for 
field OffiCE! telephone service, 

In addition. to improve access, SSA began testing several automated telephone 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 available, The 
second feature will give callers self-service options for requesting general program 
information, forma. etc. 

Courteau!, and knowledgeable employees are also important to customers, SSA is in the 
process of installing upgraded telephone systems in field offices. and new functionality 
incorporated in these systems will allow measurement of call courtesy and accuracy_ 
Systems have been replaced in apprOximately 500 offices . 
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The following Key Initiatives discussed in Part V ore relevant .to improving field office 
telephone sert!ice: • 

1. Disability Process Redesign 
2. Short·Term Disability Project 
3. 800 Number Improvements 
5. Title II System Redesign 
6. Payment Cycling 
7. Integrated Client nata 
9. SSI Modernization 
10. Notice Improvements 
11. Paperless Processing 
12. Electronic Service Delivery 
13, Electronic Payment Services 
14. Reengineering the Policy Process 

• 
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Current Agency Assessments 

800 Number Telep1wne Seroice 

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 caD furnish directions to local offices, make appointments for claims interviews in 
local offices, Bend general program information and application forms, release letters 
verifying benefit amounts, make simple corrections to benefit records, and help clients 
with othe,r matters that can be handled quickly. Clients wishing to file claims 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 is discussed under "Automated Self-Service" below . 

Workloads 

Call volumes 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 
handle.) :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 re8llOn. for calls are requesta fur SSN applications and PEBES forms, 
general inquiries (mcluding requests for program information, loca.tion of nearest local 
office, verification of client data, etc.). reporte of change (such as address) and requests to 
file 	a claim. 

Service Delivery Pert'ormanee 

Customers are gener8lly satisfied with how their calls are handled. Teleservice 
Representatives are courteous, and moat are knowledgeable. Some improvement is 
needed in response accura.cy. While information given in 97 percent of calla lead!) to 
correct payments, only 85 pe~nt 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, SSA haa employed expert systems technology to develop a set of 
prompts to guide TSRs 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 IWSILAN technology in the 
TSCs and spike units of the Processing Centers, 

It is important to custozner& to be able to reach SSA with fewer busy signals, and SSA has 
pledged to enable callers to get through to the BOO Number within 5 zninutes of their 
original attempt. 

SEPTEMBER 1994 PEAK DAY REGULAR DAY 

% of calls to na1ional800 Number 71.6% 73.8% 
answered within S min. 

Since 1989, SSA has used non-TSR, temporarily-assigned employees known as "spike" 
employees to increase call·taking capacity on peak calling daya. Spike employees are 
located in the Processing Centers and normally process postentitlement and certain 
manual claims actions. Additional actions are being taken to increase access: 

.. 	 Regional readiness plans have been prepared for the 1995 peak sesson , 
(January-March). These plans will maximize the number of employees available to 
answer 800 Number calis. 
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Current Agency Assessments 

... 	 Additional spike employees have been trained and will be available for the 
1995 peak se880n. 

.. 	 Ce:ntral 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 8S TSCs in 
FY 1996. 

SSA is alno exploring technology 88 a way of increasing call taking capacity. Automated 
self-serve options are available in Borne locations for certain actions that do not need 
assistance from a TSR. New network prompt technology is being assessed as 8 means of 
accepting more calls, 8S well 88 a platform for further automated call features, such 8S 

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 plana to implement the best practices where feasible and cost-effective, SSA has 
begun the process of initiating 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 1:0 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 costa, SSA pays the long diatan"" telephone 
charges for it. 800 Number customers. For FY 1994, line charg•• were roughly 
$45 million, and telephone maintenance added another $4.6 million. Although total 
800 Number coste (personnel and other coats 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 because our 
customers tend to prefer hnlding to hanging up and possibly receiving a busy signal). To 
manage these costs better, SSA haa begun to temporarily deactivate lines exceeding the 
number of personnel available to answer calls. This reduces calls on bold. but also 
increases the busy signal rate, 

General Business Approach 

For the short term. substantia] improvements will continue to be a function of the 
reeource.e that can be allocated to increaae intake capacity, particularly for FrEe. To 
improve 800 Number aceeBB, tbe number of TSRs will be increased from 3,063 to 3.200 • 
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 1995-1996, the SaIin.s 
and Albuquerque DOCs will be remissio-ned as Teleservice Centers. Until the new 
employees can be trained and equipped to answer 800 Number calls. they will be 
redeployed to handle caller message transcription. Transcription duties will be offioaded 
from tbe TSRs, freeing them up to handle more call.. Emphasi6 ..ill continue to be 
pl.ced on hiring bilingual employees to handle calla from Don-English speaking callers. 

As' new employe •• are hired and employee. are redeployed through streamlining to 
telephone work. training and easily accessible reference materials will be increasingly 
important. IWSILAN technology for teleservice employees will be essential to support 
electronic procedures on CD·ROM and the BOO Number expert system. SSA will also 
explore long distance video training technology, which can be delivered via the IWSILAN 
platform. as a way of delivering uniform training quickly and inexpensively to employees 
involved in teleservice. 

In order to assure high~qllality service, SSA must improve the TSR job in other ways to 
attract and retain emp]oyees, Recently. SSA upgraded the position and assigned other 
priority work away from the telephone to reduce burnout and turnover. 
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Current Agency Assessments 

While hwoan 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 bua-iness to be completed in one contact and by 
expanding telephone service to include more complex business. Approximately 16 percent 
of 800 Number cella are not handled to completion but are referred to field offices' for 
answers, inconveniencing callers and diverting field office employees from visitors. 
Another 18 pereent of callers want SSN cards and PEBES. TSRs can mall request forms 
but they cannot input requests over the phone, causing customer delays and SSA multiple 
bondling. 

Aa SSA rE~deBigns processes for the telephone envIronment to complete more business in 
one contact and evaluates the feasibility of undertaking rnore complex actions, TSRs will 
need the same rwSILAN technology as field office employees to access online client 
information and automated processes. Other initiatives, like Title II system redesign, 
integrated client data and paperless processing. will increase the amount of online data 
available to respond to more caller inquiries. 

SSN verification is another potential process for redesign. Employers and social services 
agencies are calling the 800 Number more frequently to check SSNs for job applicants and 
clients. By redesigning the verification process, it may be possihle to allow callers to 
directly access the enumeration verification system, thereby freeing up TSRs for other 
callers. One of the ohstacles to increasing the amount of business that I.:..m be concluded 
on the telephone is a reliable method of authenticating callers. SSA is pursuing ways to 
authenticate client identity, a.nd once the problem is solved, more telephone«bssed 
business may be possible, 

BSA is also assessing technology for other ways of improving 800 Number service. To 
increase access, automated 8elf~service options are svailable now to certain callers. 
Additional options are being evaluated a.s part of the electronic service initiative. To 
improve productivity and efficiency, automated transcription of caller requests received 
via the adf·serve options is also being studied" 

As with face·to·face service, SSA is pursuing ways to manage demand better, Payment 
cycling and electronic service delivery should help reduce the number of incoming calls, 
smoothing the demand for service and lowering the busy signal rate early in the month. 
Notice lnlprovements also should reduce the number of callers and resulting busy signals. 
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The following Key Initiatives discussed in Part V are relevant to improving 800 Number 
telephone service: 

3. BOO Number Improvements 
5. Title II System Redesign 
6. Payment Cycling 
7. Integrated Client Data 
10. Notice Improvements . 
11. Paperless Processing 
12. Electrordc Service Delivery 
13. Electronic Payment Services 
14, Reengineering the Policy Process 

• 
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• Current Agency Assessmen.ts 

Mail. 
The public can initiate requests for all information and services by writing to SSA. As 
noted earlier, mail i. the public'. least preferred option for contacting SSA SSA. on the 
other hand, frequently interacts with clients 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 .Bent to explain eligibility and payment decisions and to 
inform clients of their rights and responsibilities. Forms are mailed periodically for 
beneficiaries to report change. affecting eligibility or payment•. 

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 not.ices are available in Spanish. Similarly, for blind 
clients, records can be coded to receive special notice services. SSA can also produce 
Braille versions of some: notices. General program information is available in several 
foreign languages. 

• VVorkloads 

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

SSA authori1.es about 18 million paper checks to be sent each month to OASDl 
beneficiaries and about 5 million to SSI recipients. This represents 43 percent and 
76 percent respectively of the two populations which do not have direct deposit. SSA also 
mails an estimated 240 million notices and forms a year to claimants and beneficiaries. 

In IT 1995, SSA wili 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 million statements by FY 2000. 
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Service Delivery Performance 

An ASP objecti ... ia to respond to inquiries from the public within 15 days. Ancording to 
oro client satisfaction sur...ys, only 39 percent of clients who have sent SSA requests 
report receipt of replies within 15 days.. Twenty-five percent report replies taking over 3D 
day •. 

SSA 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 calla and 
visits to field offices for explanations can be avoided, if customers 'understand the notices 
and forms they receive, SSA estimates that Sl00,OOO can be saved for every 1 percent 
reduction in notice~related inquiries. With the help of experts and focus gTOUp.s. SSA has 
developed notices standards and regularly tests notices to see how well they can be 
understood. 

Despite SSA's efforts, 15 percent of customers who responded to the most recent DIG 
satisfaction 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 a]so harder for non-English speaking customers (34 percent). 

SSA 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 language changes, the notices have been revised and will 
be used for correspondence beginning in FY 1996. 

One of th~ barriers to notice improvement is the fragmentation of SSA's notice programs. 
Notices are now developed from 20 different software applications which contain 
thousands of paragraphs. Selections from these paragraphs are combined into a single 
letter. often in a 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 
questions about customer.specific issues. 

Operational Efficiency • 

In FY 1994. charg•• for msiling OASDl and 881 check. were $72.6 million. Postage (or 
all other mailings in IT 1994 was $103 million. Due to a postage rate increase and 
implementation of SSA~initiated PEBES, total mailing costa are expected to increase in 
FY 1995 by roughly $39.4 million or 22 percent. 8SA uses 9·digit ZIP Codes, bar coding 
and other mail management techniques to contain these coats to the extent possible. 
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General Business Approach 

Customers should understand how decisions are made and what actions to take as 
described in notices Bent to them. To meet this expectation, 8SA is continuously 
improving the clarity of notices using input from focus groups and by removillg technical 
barriers which prevent clear notices from being generated from SSA's automated systems, 
as in Title II systems redesign. SSA i.e also translating more notices into Spanish and is 
evaluatinl!: the ways to address other languages. 

AI; notices are improved, face-to·face and telephone service delivery also should improve. 
By making notices clearer. fewer customers will have to contact SSA for an explanation, 
reduciilg the number of contacts and freeing employees to serve other customers. 

• 

Because of increasing postage costa. SSA continues to look for viable alternatives to mail. 
One way is to reduce the number of benefit. paid by check using direct deposit and other 
alternatives. A description of SSA's electronic payment effom is included in the Core 
Business ProceBB Assessments. Greater use of electronic mail and fax for requesting and 
receiving medica) services and evidence is planned in the reengineered disability process. 
SSA is also exploring the use of kiosks, electronic mail, fax and other electronic service 
delivery methods to disseminate information to customers, 

The following Key Initiatives discussed in Part V are relevant to improuing mail -service 
deliuery: 

1. Disability Process Redesign 
5. Title II System Red ••ign 
10. Notice Improvements 
12. Ele<:tronic Service Delivery 
13. Electronic Payment Services 
14. Reengineering the Policy Process 

• 
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Face-to-Face Seroice Provided by Third Parties 

SSA has informal :and formal agreements with private and government organiutions to 
provide service on 8SA's behalf. Third parties supplement 8SA's semce delivery in 
important ways, First, they assist target populations with completing application forms 
and developmg the evidence needed to establish eligibility. Many field offices have 
informal arrangements with large employers, hospitals and advocacy groups to provide 
these services to varying degrees. In addition, SSA has formal grant'agreements with 
private and government organizations to perform outreach to selected. hard4o~reach 
populations, such 8S the urban and rural elderly; persons with AIDS; the homeless; the 
severely mentally ill; and members of minority and ethnic communities. These grantees 
identify mwviduals potentially e1igible for SSI and provide assistance during the claim. 
process, including transportation or translation services, completion of forms, development 
of evidence and finding representative payees. Third~party claims taking also will play an 
important part in SSA's reengineered disability process. 

Second, SSA cooperates with private organizations and other government agencies to 
dellver related program services: to mutual clients at one convenient location. This 
so-called "one stop" eemt€ reduces the burden on the customer of having ttl go to multiple 
locations to furnish similar information multiple times. For example: • 

.. 	 SSA customers living outside of the U.s. and its territories can receive services 

from foreign nationals empioyed by the Department of State in 39 roreign service 

posts around the world, 


.. 	 As a resu1t of Enumeration at Birth agreements, parente have the option of filing 

SSN applications for newborns while at the hospital as part of the birth 

registration process in 47 States and the District of Columbia. 


• 	 Many financial institutions collect direct deposit enrollment information for mutual 

customers. sending it to SSA for action. 


• 
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• 	 Current Agency Assessments 

Workloads 

About 3 million requests for new SSNs1 or 48 percent of the total workload. were 
processed by the Stste. under EA.B agreements in FY 1994. With the '''''''ption of SSN 
requests processed by the States, work for SSA performed by third partie. represents a 
Small portion of the total workload. B.sed on an SSA analysis of third-party claim • 

. taking. an estimated 1 percent of OASDI and Medicare claims, 6 percent of DI claims and 
7 percent of SS! claim. are developed for SSA by third parties. As SSA expand. current 
relationships and develops new arrangements under the reengineered disability process, 
the num!>" of claim. taken by third parties will inereas•. 

- When viewed as a percentage of work performed for the target population, the figures are 
more reflective of the aillnificance of third party services. In FY 1994, 24,000 claim. wore 
taken by the foreign service posts .nd sent to SSA for adjudication. This rapresented 
71 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 
SSNs. or 28 percent of the total SSN applications received from foreign residents. 

• Service Delivery Performance 

Customers expect that government services should be eeamleaa: and provided in a aing1e 
place. SSA's cooperative efforts with other organizations are helping us meet this 
expectation, SSA intends to continue to work with Federal, State and local agencies to 
find better ways to coordinate services. For example, in the Georgia Common Access 
Applicotion Project. in whlch SSA. the Health Care Financing Administration, the 
Administra.tion for Children Ilnd Familic.s, the U.s, Department 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 application that will 
enable CUfltomers to apply for related, needs-based progra.ms in one visit. The common 
application reduces the number of form pages from 64 to B. 

Little data is currently collected to assess service quality or customer satisfaction. The 
cooperative efforts clearly offer clients choice and convenience and save SSA resources, 
but they may not result in faster processing times where application information and 

• 	 supporting evidence is on paper and must be :£axed, mailed or hand~carried to SSA for 
review, data entry and processing. Conversely, in tho8e arrangements where agencies 
have ready access to required evidence. BUch as hospitals having needed medical evidence, 
time Baved developing claims could outweigh time added due to hand-off's . 
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To speed up the transfer of claimant information and eliminate data entry workloads for 
SS~ SSA is considering technology to give third parties access to its automated claims 
system. SSA also is planning to procure new software to provide an interactive 
completion capability for forma now available on CD·ROM. Placement of e1ectroniG forms 
on publicly accessible computer bulletin boards is also being studied. The feasibility of 
the.. options is dependent on install.tion of SSA's IWSILAN technology which will give 
SSA employees the capability to receive electronic claims via fax and e-mail 

Although the number of claim. developed by third partie. is small, the populations'.erved 
by third parties can be difficult to reach and otherwise might not receive adequate service, 
Outreach is particularly important in the SSI program, where SSA estimates that up to 
40 percent of aged persons eligible for SSI may not be receiving benefits, With 
hard·to-reaeh populations, third parties have proved effective in assisting clients throu'gh 
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 SSA. 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" p:'Isisting 
non-English speaking SSI applicants may have used fraudulent practices. To prevent 
ahuse, SSA may have to step-up oversight of certain third parties and increase public 
awareness that SSA services can be obtained without paying fees to "middlemen," 

Operational Efficiency 

SSA pays for certain third party services provided under formal agreements. Since 
FY 1990, Congress has made available $6 million each year in grant monies for 58I 
outreach demonstration projects. Most third party aesistance has been arranged 
informally and is provided gratis as a cODvenience to customers, 

Except for the outreach grant projects, little data is syatematically collected about the 
savings and costs of cooperative projects. As a result~ the effect of cooperatiVe agreements 
on SSA's resources 1& unknown, Presumably, SSA workyears that would have been spent 
procesaing additional SSN and claims actions would be available to serve other. customers,'. 
reducing wait times. A recent SSA 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 other agents must be good or part of the savings will 
be offset by SSA peraonnel answering client inquiries and reprocessing actions. 
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For example, the .avings to SSA from EAB are expected to he $22 million for FY 1994. 
While the cost of processing SSN. through EAB is significantly lower than the cost. to 
process SSN. in field office., the delay in issuing the SSN carda in Stat.s where 
transmisHion 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 
assisting 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's cooperative efforts with other organizations are 
helping us meet this expectation. SSA intends to continue to work with Federal, State 
and local agencies to expand efforts and find better ways to cool-dinate 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 releoont to improving 
face-tD-face service prouided by third-parties. 

1. Dioability Process Redesign 
12. Electronic Service Delivery 
14. Reengineering the Policy Process 

• 101 



G5D • 
Automated Self-Service 

Opportunities for creating new service delivery choices for customers are possible with the 
increasing prevalence of electronic in(orInlltion processing equipment and COInmumcations 
networks capable of transmitting data, voice and images. Self-service options accessible 
via. telephone. personal computer or publicly~loca.ted kiosks, using well~designed electronic 
menus and easy~to-fonow IDstructiol,ls, can make services available to clients virtually 
anywhere 24·hours a day. SSA is in various stages of testing and applying new 
technologies. 8S follows: 

'" 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 a TSR to request program literature and 
forms for SSN cards and PEBES. After husiness hours. automated services are 
available for all calls. The service. are in both English and Spanish, in .elected 
geographic areas. 

.. Other technologies under consideration include: Fax on Demand to allow callers to 
request and receive SSA forms by fax and Voice RecoC'l':rition combined with 
automated service to respond to the customer's spoken words and generate requested 
information for mailing, 

• 

., SSA Online makes information about SSA programs and services accessible to the 
public through the Internet and commercial online services. 

.. SSA is uBing an electronic bulletin board to enable employers to access updated 
software and filing instructions and transmit annual wage reports. 

• Separately, Bnd in cooperation with other agencies, SSA will be installing 
demonstration kiosk systems for the public to use in accessing genera) information 
about programs and services, SSA is developing scripts in four 
languages--Vietnamese. Navajo, Spanish and English-to learn if kiosks can 
increase the level of service provided to the nonw English speaking. 

~ SSA also is assessing the feasibility of using kiosks and personal computers for the 
public to verify data in their records, complete program«related forma a.nd transact 
other business. To test these application., SSA will first develop reliable methods to 
authenticate user identities and to protect data integrity, 

• 
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• 	 In Iowa, SSA is exploring the possibility of one·stop government shopping centere 
which collocate Federal and State social service agencies to process claims for 
monetary benefit •. At the Indian Hill Community College in Ottumwa 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 service-so Customers could receive faster information and service 
with less coat for travel and time, 

Workloads, Service Delivery and Operational Efficiency 

The electronic service delivery initiatives are highly diverse and relatively new. Many are 
&till;expE~rimental. ·The client satisfaction, performance and cost data that are available 
larg~ly have been colJected during the evaluation phase of those initiatives. 

The only reliable data readily available wa. collected by SSA in evaluating the automated 

• 
..If·serve feature. for the national 800 Numher. 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 i.n£ormation record their names and 
mailing addresses, These voice messages are later retrieved and proce88cd by SSA 
employees. Because or the manual transcription step, the total cost of proce88ing an 
automated call reque.t i••lightly higher ($2.40) then one handled live by a TSR ($2.30). 

The study suggests that 800 Number callers have a strong preference against using 
automated self-serve features, Eighty-five percent of those surveyed choac to speak to a 
TSR Of those who recognized that their business could he conducted using the 
self~serve options but chose not to use them, 60 percent said that they did not like to 
listen to recorded messages; 15 percent said that they thought the recordings wou1d not 
be able to help them or answer their questions; and 10 percent had rotary dial telephones. 

The 	data also indicates that service delivery is better it husiness is conducted with a TSR. 
Satisfaction was similar between callers who used eelf~service and those that spoke to a 
TSR. but significantly fewer" callers who used self-service had received the requested 
materia.s by the time of the study,

• 
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General Business Approach 

The use Qf telephones, fax machines, personal computers and e~mail is common in 
busine•• today_ Many individuals do .ome banking at automated teller machines (ATM.) 
located throughout communities. Most people have telephones in their homes. and there 
is 8 steady increase in the percentage of households owning personal computers with 
modems which can access local public networks, the Internet or commercial online 
services. The Information Superhighway will multiply opportunities through schools. 
libraries and other public sites. 

Given the public's increasing familiarity with technology, SSA has begun to demonstrate 
the feasibility of automated self-service optionS: ss convenient, effective alternatives to 
traditional assisted service. At present, customers have not displayed strong preference 
for automated 8elf~Bervice, but as the types and number of options grow and customer 
exposure increases, usage is expected to gradually increase. 

Over the long term, automated 8elf~service has the potential to absorb significant 
workloads, enabling employees to serve more customers. SSA has implemented an 
automated self-service option for the 800 Number and is testing and planning others. • 
Kiosks, fax on demand and electronic access to information are other alternatives to 
traditional assisted service being explored. 

One of the obstacles to increasing the amount of business that can be conducted is a 
.reliable method of authenticating callers or users accessing SSA electronically, SSA is 
considering ways to ch~k 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 88 replacing SSN cards and requesting PEBES by telephone, 
interactive kiosks or personal computer. 

As promising as automated self-service appears, there can be drawbacks. 
Telecommunications networks and equipment 5upporting the services are expensive to 
implement and maintain. SSA must be sure that enough customers seeking assisted 
service today will choose self-service tomorrow, or SSA risks substantially increasing costs 
without commensurate service improvement for its. ~raditiona1 customers. 

• 
In developing automated self-service opq.ons, SSA will partner with Federal and State 
agencies to distribute costa and to utilize existing net'i\'orks, equipment and expertise to 
the extent possible and tap into experienced customer base~ likely to have SSA clients. 
Several cooperative projects are in the planning stages. 
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The follOl;;ing Key Initiatives discussed if'!. Part V are relevant to improving automated 
self·service: 

3. 800 Number Telephone Improvement. 
12. Electronic Service Delivery 

13.. Elec<~ronie Payment Services 

-14. Reengineering the Policy Process 


• 

• 
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Part V 
Key Initiatives • 

The following key Agency initiatives are described in this section: 

1. Disability Process ll<!design 
2. Short-Term Disability Project 
3. 800 Number Improvemenw 
4. SSA-Initiated P.,...,nal Earnings & Benefit Estimate Statement. (SIPEBES) 
5. Title II System ll<!d••ign 
6. Payment Cycling 
7. lntegrated Client Dats 
8. Legislated Provisions ll<!lated to Drug Addiction & Alcoholism 
9. SSI Modernization 
10. Notice Improvements 
11. Paperlesa Processing 

.12. Electronic Service Delivery 
13. Electronic Payment Services 
14. Reengineering the Policy Process 

The relationships betw'een these key initiatives and the business. processes and service 
delivery interfaces previously described. arc summarized in the following matrix, which • 
indicates which of the initiatives support each of these business areas: 

., 1 2 3 4 5 6 7 8 9 10 11 12 13 14 

SSM. X X X 

Eamlngs X X 

Claims X X X X X X X X X 

PE X X X X X X X X X X 

Informing Itte Public X X X X X X X X X 

FQc;::e~totFac;::. X X X X X X X X X X X X 

,Aeld Offtce Phone , 

,800 Number 

X X X X X X X X X X X X 

X X X X X X X X X 

Moll X X X X X X 

3·RD Parties X X X 

Aulomaled 
Se~-Servlc. 

X X X 
. 
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Key Initiatives 

• 

1. Disability Process Redesign 
Lead SSA Official: Director, Di••bility Proce •• Red.sign Team 

Major components of the new disability process are: 

.. Process entry and intake; 

.. Dillability decision methodology; 
to , Medical evidence developmentj 
.. Administrative appeals~ and 
to Quality assurance. 

Process Entry and Intake 

Making Program Information Available 

SSA will laue 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 process, 
evidence needed to establish entitlement and the claimant's role in pursuing a claim. 

Claimants Will Choose Mode of Entry 

Claimants and their representatives will be allowed maximum flexibility in deciding how 
they will participate in the claim process. ContaC't6 via telephone. mail, 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 SSA or may choose to appoint 8 

representative to act on their behalf. Electronic entry into the claim process. either 
directly by claimants or via thlrd parties, depends on access to SSA's rwSILAN network 
and other systems., 
Disability Claim Manager 

This will be a new position whose incumbents will be responsible for the complete 
processing of an initial disability claim and, therefore, will be the focal point for claimant 
contacts throughout the claim intake and adjudication process. We view the ideal 
approach t.o the Disability Claim Manager (DeM) a8 vesting all functions for this position 
in one perlIDn. (Even with a single person serving as the DCM, there will still be a "team" 
approacb '0 disability adjudication in that tbe DCM will still work with medical 
consultants and other personnel in processing caBes.) Howevcr•.until the following key 
enablers are in place, we expect to have these duties carried out by more than one person 
in a team environment: 
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• 	 Automated claim proce ..ing system (the Reengineered Disability System on>~;;' 


that permits full electronic claim processing (such a system will be dependent on 

SSA's IWSILAN technology being in place); 


• 	 Simplified disability decision methodology that is standard th:rough all adjudicative 

levels of the process; 


• 	 Ready accesa. to internal medical and nc:nmedical experts in a team environment; and 

.. 	 Intensive tra1ning to ensure the Disability Claio:l Managers are highly trained and 

fully equipped to handle the position. 


Clainumt Partnership 

Building on the information packets and Disability Claim Manager concepts, SSA will 
encourage claimants to be full partners throughout the claim procesa in pursuing the 
claims. When necessary, SSA will assist claimants andlor 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. 

Perwrwl Interview with Clainumt 

\¥hen 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 elridence andior have a 
personal interview within 10 calendar days. If a personal interview is requested, it will 
be t:onducted in person, by video-conference or by telephone. as appropriate. 

''SUltement of flu! Claim" 

In support of the initial claim determination, the "statement of the claim" will set forth 
the issues in the claim, the relevant fat:ts, the evidence considered and the rationale in 
support of the determination. To support this feature of the redesign, the IWSfLAN 
technology as well as the automated claim processing system (the Reengineered Disability 
System) and the Decision Support System are requisites. 
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Disability Decision Methodology 

FOIlI'Step Evaluation Process 

The methodology for evidence collection and the disability decision ma.k.ing will consist of 
four step" that aow from the statutory definition of disability. This will enable a 
standardized approach to disability decisions and will result in more consistent decisions, 
The IWS/LAN technology and the reengineered' disability system that will be supported by 
this technology are critical enablers to effective implementation of this feature of the 
redesign plan. Decision support systems are also required to fully enable this 
implementation. 

(Note: A similar process will be used for clilldhood disability claims.) 

Medical Evidence Development 

Medical evidence will be guided by the rour.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 t.:eating sources. 
SSA will develop and use a standard form that tailors a request for evidence to the 
specific diagnostic and functional assessment information necessary to make a disability 
decision. A national fee reimbursement schedule for medical evidence will be established, 
using a sliding.scale mechanism to reward providers fur 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 considered probative evidence . 

• 
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Administrative Appeals Process 

The fir.t level of admin:i&trative appeal after the initial determination will he the hearing. 
The reconsideration VoiD. be eliminated. 

• 
An adjudication .officer will conduct an interview with claimants who request an ALl 
hearing and will have full authority to issue a revised favorable decision jJ the evidence 50 

warrants. 

For hearings, the evidence will be more fully developed and presented to the ALI. The 
primary burden of compiling additional av:idence for the hearing will he .hifted to the 
claimant's representative (if one is appointed) or the claimant (if helahe is able to do 80) 

with a8sistance from SSA 8S necessary. The ALJ will, therefore, be able to close the 
record at the end of the hearing and render a prompt decision. 

If a claimant is dissatisfied with the AlJ's decision. the next level of appeal will he to 
Federal District Court. AB with the current process, the Appeals Council will evaluate all 
claims in which a civil action has been filed and decide within a fixed time limit whether 
SSA wishes to defend the ALJ's decision. The AppeaJa Council will also conduct It. own • 
motion reviews of ALJ deciBions as part of an in~line quality assurance process. 

Quality Assurance 

[11IJ<!SIme1lt in Ernploy£es 

SSA will develop comprehensive national training for employees. As part of the quality 
assurance effort, SSA will rely on targeted in·line quality reviews and monitoring of 
a.djudicative practices for all employees. 

To ensure the integrity of the administrative process and to promote national uniformity 
at all levels of disability claims adjudication, SSA will institute comprehensive. end-or-line 
quality reviews. of the whole adjudicatory process. • 
CrJstDtn£r Satisfaction Surveys 

• 
Customer surveys, periodic focW! groups, surveys of claimant representatives and third 
parties. and employee feedback will all be used to measure customer sa.tisfaction, 

no • 
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Implementation Strategy 

Teamwork 

SSA will work in conjunction with the National Partnership Council and various internal 
advisory groups and task teams in a c90rdinated approach to implementation, 

SSA will establish teet sites to incrementally implement and evaluate redesign features 
and process changes. All redesign initiatives will continually be evaluated or measured 
against the five overall objectives of the disability redesign: 

1) Thj~ process is user-friendly for disability applicants and those who assist them; 
2) The right decision is made the first time; 
3) Decisions are made and effectuated quickly; 
4) . The process is efficient; and 
5) Employees will find the work satisfying. 

Enabling TecI'uwWgy 

Successful implementation of the redesign plan is dependent, among other things, on the 
Intelligent Work Stationfl..ocal Area Network (IWSlLAN) infrastructure and an automated 
claim system that provides full electronic claim processing. The RDS will greatly enhance 
the redesign implementation efforts. In fact, timing of implementation of some features 
must be deferred awaiting IWSILAN and RDS availability, but realization of the redesign 
total vision assumes automated support, both hardware find software with data base and 
imaging capabilities beyond that expected for the initial implementation of RDS. Expert 
system support for decision-makers, electronic collection and storage of medical evidence, 
and video·conferencing for certain interviews, are some of the automated expectations 
inherent in the redesign. Full benefits of the disability claim process redesign cannot be 
achieved unless the technological support presumed in the vision is available. 

~.I\lthough disability redesign is an Agt?:ncy priority, it will not be accomplished in isolation 
from other Agency initiatives or ",,'orkloads. SSA will ensure that redesign 
implementation activities are accomplished in the context of overall SSA goals and 
strategies, including the Agency Strategic Plan, the Human Resources Plan, the 
Information Systems Plan, the Customer Service Plan, streamlining initiatives, 
partnership, short·term initiatives to reduce pending: disability workloads and other 
re-engineering efforts. 
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SSA haa identified statutory areas where chang-ea might be necessary in order to fully 
implement the new disability process vision. These include statutory- requirements 
regarding who makes disability determinations, the 12·months of evidentiary 
doCumentation required for making determinations, and the requirements for Federal 
review of State determinations, A2, SSA proceeds with refining its implementation plan, 
expectations regarding necessary legislation could change. An exact timetable has not yet 
been established for 8ubmitting specific legislative changes to implement the new process . 

• 
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Schedule 

(A more compkte sch.edttk and fuller descriptions of tluse initiatives can be found in SSA~ 
"Disabilit, Process I/elksign.: Neo:t Step< ImpkmentatUm Plan . ., 

1997-1998 1999-2llOO1"5-1996 

Implement options tor thirdDevelop consumer-oriented Establish the Disability Cloim 
pubficotions and educational parties to assist in the Manoger position as the 

moterial on the disabiliiy 
 completion and single point of contact for 

development of disability disability claims intake. 
claims 

process 
odjudk:oiion and poytTlent' 

. effectuation 

participation in evidence 

fncrease applicant 

Implement Claims 

collection 
 Representofive/Dlsabllity Estab!ish an Index of 

Examiner teams for disability Disabling Impairments to 

Develop a single 
 Intolee, adjudication and rep~ace the listing of 

prerenta'lion of substantive 
 payment effectuation Impairments Otid publish 

policy guidance 
 regulations for new disabilfty 

Provide ptedecision notice decision methodology 

Establish :oint training 
 and opportunity for a 

progro",,; for all disability 
 personal confact with the implement fully integrated 

decisionrnokers in the DDSs 
 decision maker prior to aoobllity Clairru processing 

and in $SA components 
 issuing an inmel denial system with paperless cloims 

determination processing 

Implement on initial release 

of the reengineered disability 
 Implement stondordi2ed 

system [RDS) in Pllot sites 
 fOITTlS for medical evidence 


collection. including fraud 

Test ways to facilitate Claims 
 preventIon measures 

Representative ond DisabUity 

Exominer interaction cnd 
 JmJ)tement Adjudication 

teamwork in toldng and 
 Officer position ond publish 

adjudicating claims 
 regulations to eliminate 

Reconslderation 

Initiate several prehearing 

activities to streamline the 
 Implement 0 comprehensive 

administration appeals 
 ena..of-line review system 

process: I. prehearing 
 and 0 revised in-Une quality 

revie'NS to identify possible 
 review system at all levels 

Ollowances prior to hearing, 
 , 

! 2. preheclring conferences to : tenplament RDS '.<lith 
: narrow hearing issues. i enhanced decisional support . 

,i 3. test elimination of . ;: Reconsideration 
; 

i 
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2. Short-Term Disability Project 

Lead SSA OffICial: Regional Commissioner, Philadelphia Region 	 • 

The Short Term DiSability Project plan include. 19 actiona designed to .ignifieantly 
reduce p.nding disability e•••• andh••ringg by th',.nd of calendar year 1996, (Soo table 
below fur list of initlatives and see SSA'. 'Short Term Disability Proiect Plan" for detailed 
descriptions of the initiatives.) Th. project began at the .tart of FY 1995. At that time, 
there were 729,000 cases pending in the State DDSa and 486,000 hearings pending in 
SSA'. Office of Hearingg and Appeals (OHA), The pl.n calls fur a net reduction in 
pending ca •• level. in th. DDS. of 100,000 cas.s by or before December 1996 and a net 
reduction in the pending hearingg in ORA of 111,000 hearings by that ••me date. 

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

~ 	 Diverting additional funde as they can be identified over the course of the year to 
increase DDS case processing capacity; • 

Ii> Redirecting centrnl office staff to assist in processing disability workloads; and 

.. Enlisting the assistance of local offices to increase claimants' participation in 


obtaining the medical evidence needed to support their claims. 


The strategy for reducing heanngs pendings focuses on stemming the flow of claims into 
the hearings process by assuring that allowable claims nre paid earlier in the process and 
increasing capacity to handle those claims that must be passed on for a hearing. Actions 
will be taken to increase the effectivene8s of screening units: in identifying cases for which 
a fully favorable modified determination can be made on~the·reeord and to expand the 
Pre-Hearing 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 pteparing cases for hearing and drafting hearing decisions. 

The initiatives undertaken by the Short-Term Disability Project are integrated with the 
long·tetm disability redesign strategy and all the initiatives in the short~term project are 
supportive of the longer~range goals of the redesign." ~ 

• 
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INlllAllVES IN $$A'S SHORT·TERM DISABllIlY PROJECT 

1. 	 PubrlCation of WorlCloOd Reducfion Targets 
2. Informal Denials for NOnirnpoirmenf Cases 

'3. Reduction of Pre--effecruation Review Reconsideration Sample 

4. 	 Increase DDS Review of Reconsideration Claims 
5. 	 Res:ind DDS Adoption of Initial level Residual Functional COPocii)' or Psychiatric 

Review Tecnnique Form for Reconsideration Decision 
6. 	 Increase Effectiveness of Screening Units -
7. 	 Expand the Preheating Confetence Initiative 
8. 	 Assure Effective UtifJZotion of NecessoJ)' Automation in OHA 
9. 	 Increose OHA Cose Preparation Capacity 
10. 	 Increase OHA Decision Drafting Copocfty 
11. 	 Implement StandorcflZed Folder Assembly Format 
12. 	 Increase DOS Systems PurChases Flexibilliy 
13. Enlis1 Field Office Cooperation in Medical Evidence Cotiecfion When Heoring is FHed 
14, Impiamenf Field Office Medicol Evidence of Record Process 
15. 	 Make Office of Disability & Internatlonol Opero1ions Exominetl A vaiJable to Assist OHA 

• 
16. Idennty FY 1995 ODS Costs that can be Forward Funded 
17. 	 Fronl-Ioad FY 1995 ODS Budget 
18. Redirect Central Office Stoff to Process O~obi1iiy Woncloads 
19, Continue Office of DisabIDty Evaluation of Process Improvemenf Suggestions 

Schedule 

DECEMBER 1996 

Net Reduction in DDS Workloads 100,000 cases 

Nef Reduction in OHA Hearings 111,000 hearings 

• 115 



GBP • 
3. 800 Number Improvements 

uad SSA Official: Deputy Commissioner for Operations 

Description 

The national 800 Number achieved the purpOIle fur 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 initiate their business with SSA 
by calling the 800 Number. 

AB originally conceived, the 800 Number was designed to provide answers to general 
information type questions and to conduct brief, one-eontnct business with cuetomers 
requiring these types of services. Customers' expectations and their use of the 
800 Number ha. changed over the years. During the last 12 months, SSA has surveyed 
or monltored tbe calls of over 50,000 members of the public. The preliminary analysis of 
this customer input indicates that 8SA's customers increasingly prefer to use the 
800 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 
service is much greater than anticipated, Many customers are unable to get through 
easily, and some are unable to do so at all. In FY 1994. of the 109 million calls made to 
the 800 Number, only 64 million were answered by SSA Based on surveys of customer 
expectations, SSA is defining a key dimension of world~clua telephone service as making 
certain that our callers can get through to SSA within 5 minutes, We are unable to meet 
this pledge today, The purpose of this initiative is to improve SSA's 800 Number 
telephone service so that we are able to fulfill our ple~ or world·clasa service, 

Major Activities 

In December 1994, SSA's top executives and selected employee groups, began planning a 
comprehensive approach to improving SSA's telephone service. Included was a discusaion 
of the barriers to providing world~class service. Over 60 items were identified as barriers 
to world·class telephone service at SSA and as an outcome to this effort an executive·level 
workgroup has begun the process of initiating a fundamental change in service delivery to 
respond to customer expectations. 
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Key Initiatives 

Recently. SSA visited eight well ..known companies to benchmark their telephone service. 
We plan to implement their best practices where feasible and cost..eifective. 

In 	the near~term. SSA will provide more call~answering capacity. Among the actions 
being taken to increase capacity are: 

• 	 Regional readiness plana have been prepared ror the 1995 peak season 
(January-March).. These plaIl!:l will maximize the number of employees available to 
answer 800 Number calla. 

• 	 Additional spike employees 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 Telesenrice 
Centers in FY 1996. 

SSA is also exploring technology as a way of increasing call·ta.king capacity. Automated 
self-service options are available in some locations for certain actions that do not need 
assistance 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 as automated transcription which would eliminate this manual 
workload. Customers who reach an open line may be placed on hold 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" 
feature. 

SSA has developed an BOO Number expert system to guide personnel through responses to 
frequently asked questions and is examining ways to streamline procedures. (The system 
is updated periodically to ret1ect changes in policies and procedures.) PSC personnel will 
benefit significantly in their role as spike units when the rwSILAN platform is available 
to them since it can support the BOO Number expert system that is a key tool available in 
the IWSILAN environment. 

Additional initiatives will he forthcoming in the immediate future as SSA continues to 
plan better ways to provide improved service in all aspects of it!; telephone service 
delivery. < 
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Benefits 

Improving telephone access to SSA and the service SSA provides, will provide major 
benefits of convenience, acceasibility and timeliness to SSA'a customers, 

Schedule 

Completed 

Regional readiness plans for 
FY 1995 peak period 

FY 1995 

Mission statement & service 
objectives eSlabfished 

Implementation plans wmten 

Additional splktHJnlt 
employees trained and in 
service 

f>liols to assist TSRs with 
transcription wOrklood$ 

FY 199& 


DOCs remissloned 


• 

" 
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4. 	 SSA-Initiated Personal Earnings & Benefit 
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"13B million additional PEBES over the next 6 years. The Omnibus Budget 
ReconcilifLtion Act (OBRA) of 1989, with amendment in OHRA 1990, requires that SSA 
begin issuing SSA·initiated statements (known 8S SIPEBES) to various eligible 
individuals. Eligible indiuiduals are defined 8S persons age 25 and older who have 8 

Social Sec:urity number (SSN). who have wages or net earnings from self-employment, 
who are not receiving benefits under Title II. 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 F'Ys 1996-1999 to persons who turn age 60 during these fiscal years. 
No later than October I, 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 -TIME VOLUME -fREGlUENCY 'WORKYEARS 
Rl!GlUIRED 

Wot1cers age 60 or older FY 1995 8.9 million once 340 workyeors i 

Those attaining age 60 FYI996 1.6 mlmon once 6Oworkyeor..; 

Tho~e attaining age 60 FYI997 1.7 million once 60 workyeors 

Those o~a.irnng o~ 60 FY 1998 1.8 million once 70 wort.yeors 

Those attaining age 60 FY 1999 1.8 mimon once 70 workyears 

All workers oge 25 and FY 2000 123 million onnuaf!y 1.400 workyears 
older 

TOTAL 138.8 milrlOn 2.000 workyeors • 

We also conducted a public opinion survey of the recipients of the pilot mailings to 
ascertain our customers' views on the usefulness and frequenCy of the SIPEBES. Three 
Qut of four individuals indicated they were glad to receive the information. Nine out of 
10 found the information useful. Although 40 percent of the responders prefer SIPEBES • 
every year, 60 percent believe the statement should be sent lees often. Overall. only 
27 percent of the responde", thought the SIPEBES should he sent to those age 25 and 
older, although 60 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 be designed to assess the reaction of the recipients to 
receiving a SIPEBES in 2 consecutive years, and to assess the workload impacts upon 
SSA Findings from these studies will be of value as the Agency begins to implement its 
long-range plans for the delivery of SIPEBE8. 

Implementation Activities 

Statements will be released on a phased basis. In preparation for the release of the first 
statements in mid-February 1995, .several activities have already come to fruition. The 
PEBES processing system has been expanded to provide for selection of eligible 
individuals £rom SSA's SSN data base, procurement and association of address 
information and creation of an issuance history file, A vendor contract for printing and 
distribution of the statements has been awarded. High-speed communication linea have 
been installed between SSA and the vendor site for transtnission of the personal data 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 recipients. 
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An extensive public information campaign is underway now to prepare the public for the 
SSA-initiated PEBES mailings and to answer many of the general questions the 
statements are likely to generate. Once the mailings begin, SSA will monitor public 
reaction closely to determine if changes may be needed for subsequent iaeuance8 of the 
statements. Additional focus group diSCUSslOM with younger workers will identify any 
need for additional explanatory information or shifts in emphasis in the messages . 
presented. Systems enhancements will be considered where necessary, 

• 

Most of the workloads resulting frOIn the PEBES initiative are expected to come from the 
first statement each worker receives, smce this is the first time most of them will have 
Been their Social Security recorda. SSA'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, SSA will even the annual 
workloads by i.suing initial SIPEBES to individual. under age 60 during the 
FY 1996·1.999 period. SSA's goal is to release as many initial statements as possible 
before the annual issuance process begins in FY 2000. 

Once reis8uance is in place, SSA will continue to monitor public reaction and workload 
volumes. A key factor in the ongoing procesa will be SSA's ability to corr':'ct reported 
earnings problems before the worker's next annual statement is produced, 

SchedlJLle 

FY 199~ FY 199&-1999 FY 2000 

SIPEBES sent to all WOrKe3 SIPSES sent to aU workers SIPEBES .ent annually to all 
oge 60 and older . attaining age 60 during workers age 25 and older 

these yean: 

• 121 



GBD • 
5. Title II System Redesign 

Lead SSA OfficiaL· Deputy Commissioner fur Systems 

Today. 82 J"'roent of Title 11 initial claim. are fully automated. The remeining claim. and. 
numerous p08tentitlement transactions cannot be proce88ed through the system without 
aome manual intervention. The Title II System Redesign Project focuses on automating 
the Title II initial and postcntitlement cases that are not automated today. 

The current system for processing postentitiement actions is a series of 28 applications 
programs that, either independently or in harmony with each other, perform various 
functions to adjust payments and update client information. (TheSe 28 systems are said 
to have a "stovepipe" arehitecture because they are sta:nd~alone systems that are not 
integrated with each other.) Because the.. program. were originally written in COBOL 
programming language during an era preceding todais structured design and 
documentation standards, any changes to them require extensive analysis and cro.ss 
validation. As SSA expanded ita efforts to completely automate claims and eliminate • 
postentitlement systems exceptions and limitations, it became clear that the need to 
make a multitude of changes to 28 different software programs would impede progress 
significantly. Further, the batch postentitlement program6 precluded a full transition to 
online processing. 

The goal of the Title II Redesign initiative i6 to provide a eingle system for processing 
virtually all initial claims Ilnd client~initi8ted postentit1ement actions in an online 
interactive mode. The backbone of the redesigned system will be the use of common code 
to perform processing of common business function6. When a business function is 
common to two or more processes, a single business module will be developed and shared 
by all of the processes that require it. On completion or redesign, the 28 "stovepipe" 
p08tentitlement programs and the original initial Claims Automated Processing System 
(CAPS) will be eliminated. 

The Title II Redeeign 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 a single contact. 
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... 	 Processing actions online, 80 that employees are able to immediately re801~(t< '­
systems edits. and exceptiona and tell customers how and when a transaction will 
affect their payment, reducing the- need for follow-up contacts, 

• 	 Automating manual tasks that can be performed more efficiently by computers, 
thus speeding processing time,. eliminating band·offs and freeing employees to 
spend more of their time interacting with customers. 

" 	 Simplifying data. input routines by staildarrlizing various input formats required 
lor the existing multiple systems 

... 	 Providing more flexible modernized software that is easier to maintain. 

Scj1edule 

• 
fY 199& 	 fY 1997·fY 1999 fY 2000 

Provide automotion for Expand redesign structure Complete redesign strudure 
multiple entitfement claims 
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6. Payment Cycling 

Lead SSA Offic",l: Deputy Commi.sioner for Finane., As••••m.nt & Manag.m.nt 

.Description 

SSA's customer base continues to grow, During the first 10 days of the month when 
payments are released, 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 CUstomBrf:J is to create 
additional payment date. throughout the month rather tban continuing the traditional 
beginning-of-the-month payment pattern. Payment cycling will have the effect of 
spreading out the peak workloads SSA now encounters 8a a result of payment delivery. 
This, in turn, will allow the public better aece •• to 8SA servi ..s. 

During 1994 SSA conducted 10 focus groups, 5 with current beneficiaries and 5 with 
prospective beneficiaries. More than half the current beneficiaries stated they would 
volunteer to receive their checks later in the month and the coDacDeuB a"10ng 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 w.re also held with key stakeholder groups. including Congressional staff and 
representatives of member organizations and private industry. These sessions revealed 
strong support for implementing payment cycling for new beneficiaries. Private industry 
representatives indicated that the current process creates workload peaks for their 
operations as well, Bnd a similar impact on their operations hy reducing service and 

. increasing costs. 

Major Issues 

There are several decisions needed prior to implementation. One is how should payments 

be cycled. Other issue. to be addressed are: 


• 	 Determine the extent to which ~SA 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 Treasury Department will need to 
make significant changes in its current payment issuance operation to achieve 
additional efficiencies. 

Benefits 

SSA i. quantifying the benefits and costs of payment cycling a. background for further 
decision making. 

, 
" Schedule 

"', 

• 

FY 1995 FY 1996 FY 1997 FY 1998 FY 1999 

Submit plan Promulgate Develop Resolve human Conduct 
regulofions softwore resource public 

Decide cycling issues Informotion 
option a. campaign 
associated Improve 
issues telecommunlcotions OHer current 

linKs with Treasury beneficiaries 
cycling option 

Troin 
employees 

Implement 
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7. Integrated Client Data 

• 

Lead SSA Official: Deputy Comrni"';oner fur System" 

Historically, SSA haa collected and maintained data about the clients we serve in each of 
the various systems that support the programs administered by the Agency, As with 
most legacy systems, there is 8 lot of redundancy iT;l our storage of data, The goal of the 
Integrated Client Data initiative is to use current technology to establish a client~t;pecific 
data base. 

Integrating client data will allow data to be shared among programmatic systems, reduce 
data redundancy and improve datil consistency among systems. Work began On this 
initiative in early 1993. An analysis was performed of the largest modernized systems, 
the Modernized CLaims System (MeS) for Title IT initial claims, the Modernized SS! 
Claim. System (MSSICS) for Title XVI initial claims, the Representative Peyee 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 sys~ms. In 1994, changes were made to propagate data captured 
in the 800 Number l.ad. system to other systems (MSSICS and RPS). Thia 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 OCDB) is a natural extension of the data propagation prototype. 

The benefits of the Integrated Client Data Base are: 

.. 	 Establishment of a central data store to house data specific to individual clients. 

" 	 Increased efficiency by eliminating the need to key data more than once and 

alerting employees when critical client data has changed in another system. 


• 	 Improvement in the consistency of data shared across systems through standard 

element length. definition and edit criteria. 


• 	 Improved service by eliminating the need for employees to ask customers for the 

same information mort! than once in multiple claims situations. 
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Schedule 

fy 1995 

Estobr~h the Integrated 
Client Doto 80se (ICOS) thot 
stores cHant information in 
one common fite for the 
following systems; MCS. 
MSSICS. sao Number Leads 
System and RPS. 

FY 1996 FY 1999 

Expand ICDB I~o include the Interface with TItle II 
Enumerotion sysfem and Redesign 
postentftiement functions for 
TIfle XVI (MSSICS) and TIfle II 
(POS). 

Provide integro1ed query 
capobmty lor RDS. 

• 
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8. 	 Legislated Provisions Relating to Drug 
Addiction and Alcoholism 

Lead SSA Official: Deputy Commissioner for Programs 

On August 16, 1994, the President signed into law P,L.103·296, the Social Security 
Independence and PrograIll Improvements Act of 1994. The law contains several 
provisions that place new restrictions on DI and SSI benefit payments to disabled 
indh~duals for whom drug addiction or alcoholiam (DA&A) is a contributing factor 
material to the determination of disability. Major provta1o:n!:l of the law are: 

... 	 All beneficiaries, both DI and SSI. who are disabled baaed on DA&A must receive 
payment through a representative payee and must undergo 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 i. 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 paymenta 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 installments. 

.. 	 All DI and SSI beneficiaries for whom DA&A is a contributing factor materinl to 

the finding of disability must b. notified within 180 dsys of enactment that they 

must receive benefit payments through payees, muat undergo treatment, if 

available. and may receive benefit payments for only 36 months. 


.. 	 Referral and monitoring agenciea will refer individuals who are disabled ba&ed on 
DA&A to appropriate substance abuse treatment providers, monitor compliance 
\\;,th treatment and report individuals' treatment statuB to SSA . 
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Implementation 


Becauae"of the magnitude of the changes involved in processing DA&A cases, every SSA 
field employee, DDS employee. and Hearing Office employee will be issued revised 
instructions and be provided training on the new policies and processes. 

In February 1995, we will be sending letters to beneficiaries currently on the rolls who 
are identified as being disahled 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 m!\ior workloads: 

II> The field offices and Teleserviee Centers will likely receive a large volume of calla 
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 appeals to have the reason for 
their dieability chang.d, This will translate into incr....d PO traffic. DDS 
caseloads and. ultimately, ORA pendinga, 

to 	 DA&A beneficiaries not currently served by representative payees but who, under 
the new law, now must have a payee appointed. (In addition to the payee 
dElvelopment workloads, some percentage of appeals is inevitable.) 

DA&A Case Processing 

Beginning March 1, 1995. all new DA&A cases must be processed under the revised rules. 
At least initially, limited automated support will be available for case processing and 
notices. which translates to decreased productivity and longer procesaing times. Potential 
problem areas include: 

to 	 Payment of past due benefits in installments. This. can be done oruy 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 local priority. 

• 129 



GBP • 
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 outset, 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 TermiruItions 

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~intenaive, reqtPring much manual processing and locally produced 
notices. These actionsfnotices are expected to generate large numbers of inquiries and 
appeala, 

Even after paymente terminate for a beneficiary disabled based on DA&A, hislher 
Medicare or Medicaid entitlement, as well 118 Title II payments to hislher auxiliaries, • 
continues as long as the DA&A beneficiary remains disabled. However. Medicare and 
Medicaid will not continue if the benefits have been terminated for non<-colr'uliance with 
the treatment requirements. Some level of monitoring will be necessary to eOSlU'e that 
these prO'visions are nO't abused. 

The initial 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 

""bNary ltt5 March ltt5 

letters sen1 to current OA&A All new cases processed 
beneficiaries under new provisions 
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9. SSI Modernization 

Lead SSA Official; Deputy Commissioner fur System. 

Prior to the modernized 88! claim, system (MSSICS). S8! initial claims were completed 
by taking a lengthy paper application and subsequently keying the data into the system. 
Today. non-disability application iDiorrnation is collected online for nearly all S81 initial . 
claims, eliminating the need to prepare paper input documents. Rather than in its 
previous summarized form, the actual data collected from the SSI applicant is posted to 
the data base and remains completely available to employees for subsequent reference. 
MSSICS alao provides automated support for performing certain developmental actions 
req~d to process claims, such as the computation of income and resources. 

The :next major enhancement to MSSICS will be to extend the data collection function to 
postentitlcment situations. By doing so, local offices will continue to have online. 
real-time access to detailed information about factors affecting SSl eligibility payment, 

• Examples of significant improvements in customer service enabled by MSSICS are: 

,. 	 An automated claims intake system prompts for queationable answers helping to 
ensure the application is accurate and complete, Direct input and automated 
procesaing features eliminate errors inherent in manual data transcriptions and 
computations. 

,. 	 MQre 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 1797 

Expand MSSICS to posfenntlement 
situotlof"',s. 
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10. Notice Improvements 

Lead SSA Official: Deputy Commissioner for Policy II: External Affairs 

Description 

SSA Bends its customers 240 million notices annually. In the past j SSA has been 
criticized for the poor quality of its notices. being both hard·to·read and 
hard·to·understand. ·Thirty4wo percent of the Agency's notices require some manual 
action by employees, creating opportunity for error and inconsistency in language and 
format. In addition to customer dissatisfactIOn, poor notice quality results in unnecessary 
inquiries in field offices and to the BOO Number. The Notices Improvement initiative is 
intended to increase notice readability and clarity and to reduce unnecessary operational 
workloads, 

Major Activities • 
By 1992 the Agency had accumulated a sit.esble number of Title II and Title XVI notice 
projects awaiting implementation, Although improved language was available for many 
of these notices, a shortage of resources had prevented their implementation. The Agency 
identified 11 of these projects as involving critically needed improvements, and 10 of the 
11 projects have been completed. The remaining project will be completed in 
September 1995, 

SSI Notice Improvem<l1lls 

Field office employees must manually prepare nearly 20 percent of SST notices. This 
workload is complex and labor~intensive, particularly in the overpayment 9.l'ea. To 
alleviate this burden, SSI notice automation ;Will be increased to the extent possible. 
Language and format for many automated SSI notices will be improved at the same time. 
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OASDI notices have """eral major prohlems. Many are produced manually in field offices 
and ProceSalng Centers; the language is hard to understand and sometimes not t¢1ored 
to the beneficiary's specific situation. Overpayment notices, in particular, generate 
munerOU3 field office inquiries. As many as 1.8 million disability notices are issued each 
year and are produced manually, using language that is above the average reading 
comprehtmaion level The Agency is moving forward with its plan to improve the 
language and format of its OASDI 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 language in each of theBe 
applications and then folding it into the Target Notice Archltecture (TNA). Under the 
TNA plan. SSA will consolidate 80 notice language databases into one central data base 
and streamline SSA's notice production environment. Thia will greatly reduce the time 
and effort needed to code automated notice changes and will eliminate duplication of 
notice language across software a.pplications. Notices produced 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. employees cannot recall a copy of a notice on their computer terminals 
when 8 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 first notices to be stored electronically should be 
available for retrieval in August 1995, 

Outdated, standalone word processing equipment in the Processing Centers is being 
replaced with centralized Mlrext notice production software, eliminating 60 separate 
notice language data bases. The new system will help reduce clerical error with online 
edits, spE!ed notice preparation, ensure the uniformity of notice language. and direct 
output to automated mailing facilities to lower handling and mail costs. Mtrext will be 
implemented in all sites by February 1995. 

Notic:e Evaluation 

Notice improvement will be a continuous process. As part of this ongoing activity, public 
opinions ~ill be solicited through the use of focus group tests and surveys. SSA also 
plans to gather information on the literacy skills and special needs of its non-Eng1i6h 
speaking clients. 
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Benefits 

.. 	 Improved customer understanding of 8SA decisions and customer rights and 

responsibilities. 


.. 	 Fewer inquiries, freeing field office and 800 Number employees to ~lp other 

customers. 


__ 	 Fewer reeontacta with electronic notice retrieval. also freeing field office and 

800 Number employees to help other customers. 


• 	 Fewer manual notices, freeing field office and PSC employees to process other 

customer business. SSA is estimating expected savings. The first group of 

improved SSI notices will free- up 250 workyears. 


.. 	 Lower overhead costs. Mfl'ext will eliminate $1,1 million to maintain the outdated 

word processing systems. 


Schedule • 
Fl'slH3·19H ONGOING 

Bocklogged Notices SSI NOTICes OASDI Notices Notice Evaluation 
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11. 	Paperless Processing 

Lead SSA Official: Deputy Commissioner for Systems 

Over the past few years, SSA has undertaken a number of actions to lay the groundwork 
for,Q paperless processing environment. These include refining our evidence~retention. 
criteria, creating electronic record fQrmsts and establishing new practices for discarding 
unnecessary paper. The purpose of the Paperless Processing Project is to test and 

• 	 evaluate document imaging and paperless technologies as potential'means of enabling 
SSA to redesign business processes that will allow employees to work more efficiently in a 
paperless environment. ­

• 
The IWSILAN provide> the supporting infrastructure for tho pilot effort which will apply 
document workflow management and imaging technologies to BSA's paper~intenBiv~ 
programmatic process, The system will keep filee in electronic format that normally 
would be printed out on paper for technicians to process, It will also scan the letters, 
folders and other paper that are mailed to SSA, and convert them to digitized images for 
electronic processing. These two sources along with access to other electronic files will 
give technicians total information access to do their job, 

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

.. 	 Provides employees with immediate access to all the information needed to 
acc.urately and efficiently complete an action for a customer; 

.. 	 Delivers work to the technician's workstation electronically and allows all 
processing to be completed without reliance on any paper; 

• 	 Eliminates lost or misfiled folders; and 

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

A Test Processing Module prototype began in January 1994 and will continue to operate 
as a test·bed environment to support the pilot. The purpose of the prototype is to 
inoorporate electronic information and document imaging technology. and to test 
redeSigned workflow scenarios . 
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Using knowledge gained during the prototype phase, we are enhancing current 
functionality and developing new, automated ~ctionality 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 8 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 SSA Official: Deputy Commissioner for Systems 

Description 

Anticipating increasing public acceptance of technology and expanding demand by 
customers to receive information and transact business electronically, SSA has·establiahed 
the Electronic Service Delivery (ESD) project as the next generation and logieal extension 
of the technology advances the Agency will realize through IWSILAN. Where IWSILAN 
provides technology for SSA's use in streamlining and reengineering processes and 
operations, and in promoting efi'ectivenc8$ in service deliver:Y. E,SD incorporates 
applications to be used directly by the customer, as well as applications to be used 
administl'8tiveiy by SSA to ilnprove customer service. 

Opportunities for creating new service delivery choices for customerli 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 eaay-to-follow instructions. can make services available to clients virtually 
anywhere 24 hours a day. 

While ma.ny electronic service concepts promise tantalizing service and efficiency 
advances, SSA has chosen a deliberateiy cautious approach to ESD. Despite growing 
public enthusiasm for eledronic transactions, neither the technologies nor the public's 
tastes have matured sufficiently to. support long-term decisions. Consequently, the SSA 
approach to ESD incorporates both an aggressive program of technology scanning and 
research, and a significantly more cautious strategy toward implementation which 
indudes an exhaustive program of piloting and evaluation. While developing public 
preferentea and the potential for staggering advances in service delivery demand a.ction 
now to b'Jild a 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 8S distinct advantages and opportunities 
materialize. 

Within the framework described above, the follOwing principles will be observed in the 
ESD program: 
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• 	 Continue to provide choice in tei'lnB of how customers wish to be served (telephone. 


f8ce--to~face. fax. home computer, cable television, etc.); 


.. 	 Eneure that the eame level of service ia provided in all looations; 

" 	 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 any public access to SSA data bases. SSA has sought expert 
advice from the Loa Alamos Research Laboratory, which hae special expertise in systems 
security, and from the National Institute for Standards and Technology (NIST) and will 
continue to consult with other Federal. State and local organizations on these important 
issues of privacy and security. 

Major Activities 

ESD is an umbrella project covering both applications to be used administratively by SSA •
to improve customer service and applications to be u6Cd directly by the customer. The 
applications are grouped under Bubprojects, as follows: 

With Agency streamlining, increased use of automation and continuous systems and 
procedural chsnges, a faster, less expensive and more uniform method must be found for 
simultaneous delivery of training to large numbers of employees. Today. SSA uses its 
Satellite Teletraining Network to deliver interactive video broadcasts simultaneously from 
a central site to employees in multiple remote locations. However, the network. as 
currently configured, is capable of reaching only 4,000 of our 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 SSA is currently testing it to deliver training to technical staff in the 
network management centers. Other satellite broadcast and video conferencmg options 
also will be explored before a final decision is made. 
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Video conferencing increases access and reduces travel ooats for geographically distant 
participants when used to conduct administrative meetings or deliver employee training. 
ss discussed ~bove, SSA has pioneered in the admi.nistrative use of video" conferencing, 

Although early administrative uaes of video eonferencing have proven successful, more 
substantial benefits should be realized by the public when interviews are p06sible between 
disability claimants and decision makers, as planned in the reengineered disability 
process. In November 1993. video conferencing syatems were installed in the Wilmington, 
Del.ware DDS and the New C.stle, Delaware field office to demonstrate the c.ncept of 
conducting initial disability and pre-denial interview. using the technology. In FY 1995, 
8SA will expand upon this initial effort and carefully test customer acceptance. as well as 
the kinds of equipment and networks needed to support client 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 
recngineered disability process. 

II<• In another pilot to take place in Iowa, SSA will install video conIerencmg systems 
in • field office, • hearing .ffice and the DDS to t ••t the fea.ibility of integrating 
SSA systems with Iowa's state-wide telecommunications network and contact 
station facilities. Cooperative partnerahips with States, where possible, could 
reduce the technology'. cost. 

.. A third pilot will involve heari.n.gs offices in Huntington, ";"est VlI'ginia and 
Albuquerque, New Mexico and remote hearing sites in Prestonsburg, Kentucky and 
EI Paso, Texas. In this pilot, advanced video features enabling Administrative 
Law Judges to manipulate cameras at the claimant's site, to view participants 
dose up, and to record multiple hearing participants, will be tested in hearings 
conducted between these sites, The advanced features are needed to support 
requirements unique to hearings. 

Imaging 

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. BaBed on the results of this pilot, equipment will be acquired during Phase 2 of 
the National IWSILAN Buy_ 
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Fax servers and secondary imaging subsystems will assist SSA in moving information 
quickly between processing locations and provide more information online for answering 
customer questions. The fax server acts as a transmission device directing the faxed 
material to the employee who needs it. The image storage systems are used to house fax 
materials and other scanned information as part of the claimant's record. ' 

This effort will enable SSA representatives to provide service at offsite locations 
comparable to in~office service, using lap~top (or notebook) computers with IWSILAN 
connectivity to acooss SSA client information and processing software. Because this 
technology will allow access to client data bases and processes, privacy and systems 
security questions will be resolved 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 AcooS8 servers and 
associated hardware and software. It is anticipated that this procurement will provide 
approximately 800 porta of connectivity for SSA field users. 

This initiative will use remote access technology aa the gateway to programs, client data 
and other SSA information files Cor employers, Federal. State and local agencies, and 
individual., Employers will be able to verify the Social Security Numbers of new 
employees over the telephone. Other Federal. State and local agencies will be able to 
verify Social Security Numbers and benefit amounts for clients. Individuals will be able 
to enter their name and identification information in a kiosk and receive Personal 
Earnings & Benefit Estimate printouts in one easy transaction. This initiative will use 
remote access technology as the ga.teway to program4, client data and other SSA 
information files. 

SSA is also exploring the possihility of allowing three outreach grantees to access the 
Modernized Supplemental Security Income Claims System (MSSICS) online, In a pilot in 
Tennessee, State employees will have the capability to verify SSNs directly online. SSA is 
working with Tennessee in expanding this effort to include other capabilities and working 
with other States to provide like services. 

Customer access also includes plans for "fax on demand" which enables a customer to dial 
a number and choose an SSA form from B menu. Once 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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This subproject also supports the 800 Number improvement initiative. There are three 
initiatives underway: 

.. 	 The Network Promptllnfoworx Pilot has been completed and is being evaluated~ 
Under this effort, callers in 11 States listened to a network'prompt (automated 
menu) which allowed them to select automated self-service options or Rssisted 
service. The autOmated options 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 costs and actual aervice improvements in determining if Network 
Prompt should be continued. 

• 	 A caller behavior study i. scheduled for FY 1995. SSA will conduct a public 
relations campaign to encourage callers to call in the evening. To determine if 
calling patterns can be influenced, dialing data will be captured from the telephone 
sYHtemL 

• • Another effort will aBse•• the fe.Bibility of developing Belf·service telephone 
applications which would interact vlith client data bases. For example. a caller 
would use the telephone keypad to respond to a series of prompto; to reqttest status 
of a claim or a PEBES. The technical issues are complex. Information which must 
be provided by the caller requires alphanumeric input and the design of keypad 
does not provide for easy input of other than the simplest information. The project 
teum is currently researching and evaluating technologies which will overcome 
th~~8e barriers. Implementation of viable applications will also depend on the 
rellolution of security and policy issues, 

SSA is testing the feasibility and customer acceptance of touch screen kiosks 8S 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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• Social Security program information; 
• How to get an SSN card; 
• Disability benefits; 

.. Medicare and Medicaid i.n&urance; 

.. Retirement benefits; 

.. Survivors benefits: 

• Supplemental Security Income; and 
• How to complete SM forms. 

On 8 parallel track, SSA iB developing a prototype kiosk system to determine the 
feasibility of performing functions which would require access to client data and 
processing aoftware through SSA's Wide Area Network. The prototype will not be leslei 
in public until privacy and systems security issues can be resolved. The types of 
applications envisioned are: 

.. Benefit verifica.tion; 

.. SumIilary Earnings Query; 
• Claims status and payment verification; 

... Completion and electronic filing of request for SSN; and 

• Completion and electronic filing of request for PEBES. 

The kiosks will be strategically located in SSA ollices, other Federa!, Sta'"' and local •
government agencies and high~traffic aress such as shopping malIs, transportation centers 
and post offices. 

SSA acquired 12 sy.te",s in FY 1994 ror a pilot involving the kiosks in the Albuquerque, 
New Mexico area. Installation of these systems begins in April 1995. 

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

Agenry-Wuie Internet Access 

SSA is developing an Agency~wide Internet platform to support public access to general 
program information and conduct business using personal computers. Privacy and 
systems security iaauea will be reaolved before any applications involving access to 
personal data or SSA processing software is allowed. 
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'. 
Currently, the public can access general program information thro~h Internet wing 'two 
methods: e-mail server and file transfer. SSA plans to expand access to include the 
Internet Gopher program/server to simplify user access to information and to offer • 
information in graphical furmat. A Moosic server will also be added to allow easy·lo·u.e 
Windows access to multimedia information. Using the new servers. SSA ",'ill be able to 
provide access to'SSA POMS procedures, law1 regulations, and numerous otner public 
documents on the Internet system. 

Infonnation available via Internet will ru80"be available through commercial online 
services (such as Prodigy, CampuSetve and America Online ), public Bulletin Boards, and 
other lart.oe infbrmation providers. The Internet access platform also will provide &e<:ure 
access for SSA 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 information. The 
Internet platform will house this: system. 

interactWe Cable TV 

• 
This .subproject will initially serve as a teBt~bed to determine the feasibility of providing 
information about SSA programs to cable subscribers within designated geographical 
areas. The purpose of this information would be to describe how SSA's programs are 
administered and off'er advice on ways to transact business with SSA 

Benefits 

Each type of access to SSA will be carefully evaluated during pilots to determine customer 
ncceptance and satisfnction. effect on traditional customer service and cost, 
Before~and·after studies will be conducted to quantify changes due to new, services, and 
implementation decisions will be based on subsequent oostlbenefit nnnlysea. 
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Schedule 

FY 1994 FY 1995 FY 1996 180 

~interacftye Pilot of 
~litance Leamlng interactive video 
, training in field 

, offices 

~Vldeo 
"Conferenclng 

Delaware 
Feasibility 
Demonstration 

Wisconsin customer 
acceptance 

Advanced features 
for hearings 

Iowa cooperative 
venture 

Imaging Imaging under 
RDS begins 

Remote LAN Remote LAN 
Access access 

Customer Access A ccess for States 
and corporations 

Tennessee pilot 
expansion 

Facsimile on 
demand 

MSSICS pilot 

Telephone Network. prompt Data bose 
Access pilot access 

Cal! behavior 
study in Mississippi 

KIosk Informational pilots Interactive 
development 

Internet Access SSA headquarters SSA applications 

>tnteradtve Cable Interactive coble 
TV 1V 

• 
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13. Electronic Payment Services 
• 


Lead SSA 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 objechve. 
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 

hllve 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 benefits 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 
dt~layed, unreceived or returned payments, thus freeing employees to do other 
work. 
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Of the 23 million beneficiaries who receive payment by paper check. 15 million have a 
relationship with a financial institution. Further, an estimated 90 percent of all new 
insurance program applicants and 45 percent of new SSI applicants have bank accounts 
at tbe tim. they file for benefits. These individuals could be paid by EFT from the outset. 

SSA's proposed plans to increase the use of direct deposit include: 

.. More vigorously marketing the advantages at direct deposit to the public, financial 
community and other groups; , 

.. Adopting a new government~wide policy that presumes diroot 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 paj'JDents, benefits paid to institutional representative 
payees and interim assistance reimbursements to States. 

Schedule 


, Provide field offices 
with training and 
promotion moteriols 
in support of the 
Agency's new 
presumed direct 
deposit policy 

1995·1996 

Send information 
abou' direct deposi1 
to new beneficiaries 
being paid by check 
and recipients who 
requesl replacement 
checks due to nor;. 
receipt 

Conduct pilot and 
implemenl 0 unique 
toll-free number 
'With electronic 
prompts for banks to 
use in SSA's Oiol 
Direct Deposit 
program 

199' 

Issue regulatioru 
requiting use of 
direcl deposit for 
certain categories of 
payments 

1995·1999 

Expand and 
contlnue to update 
SSA 's pubflc 
information 
materials cnd 
marketing campaign 

• 

• 


• 
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• &:t In.itiatiues 

• 
Both Federal 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 hank accounts (9 percent OASDI and 55 percent 88l). The solution is electronic 
benefits transfer (EBT) through special, debit-only ""counts established at designated , 
financial institutions. Monthly payments will 'be deposited to these accounts using normal 
direct deposit transfers. Beneficiaries will acceSB their accounts by means of a plastic 
debit card at either automated teller machines (ATM) or .point..()f~ae:rvice (POS) terminals, 

Over the next 5 years, 8SA anticipates the following developments in establishing the 
EBT infrastructure for a national program; 

Schedule 

• 1995 

Deve!op EBT infros1nJcture 
and s.elect commercta! 
bonb to service 7 States in 
the sO\Jt~teostern port of the 
U.S, 

1996 

Select odditionol 
commercial bonks to 
provide ESl services in other 
geographlc areas 

1991-1'" 

ROll--out EST infrostructure 
notionally 

Expanding Use of1M NoJ;ional Automated Clearinghouse 

As the number of beneficiaries being paid electronically increases, SSA and the financial 
community become more dependent upon each other for prompt exchange of prograzn 
information. The natural pathway for this ex.change is the ACH system that is 
maintained primarily by the Federal Reserve. 

SSA has taken the lead in adopting the ACH to improve communications 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 
.necessary to recover direct deposit payments issued after death by more than 90 percent. 
by creating a 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, SSA is planning several significant new ACH enhancements. Most 
notable among the ... will be the capability to allow bank. to .end SSA direct deposit 
enrollment information electronically, Another enhancement will allow SSA to notify a • 
bank electronically that a neW beneficiary has requested direct deposit, so that the bank 
can verify account information prior to the first payment. General implementation 
tinieframes for these and other enhancements are: 

Schedule 

1995·1996 	 1"6 1998 

Implement Implement Establish electronic Establish electronic 

automated alfect prenotiflcatlon veriflCation of bOnk verification of 

deposit enrollment process account resources address information 


tor 55l recipients 	 for direct depositors 
who change their 
residence without 
nOTIfying $SA • 

14B • 



• 	 Key lnitiatitJes 

14 . Reengineering the Policy Process 
• 

Lead SSA 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 SSA processes 
(enumeration, earnings. claims, postentitlement and iriforming the public) and result's in 
Bome or Itil of the following: research investments, legislative proposals. regula.tions 
(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 
i.tritiate a reengineering effort to redesign SSA's policy process, The impending 
changeover to an independent agency presents SSA with a unique opportunity to redesign 
ita policy process. Thio 20,week effort, beginning in February 1995, will allow results to 
be available in time to implement organizational changes at the start of the next fiscal 
year. 

All aspects of the business cycle are within the scope of this reenginee:ring effort. 
including how policy decisions are ma.de and disaeminated. Existing policies will not be 
evaluated tiS part of this reengineering effort, 

Recommendations for change will be developed and identified for both 8hort~term (less 
than 1 year to full realization) and long·term (more than 1 year to full realization) 
implementation, The recommendations for change should: 

.. 	 Improve public confidence by creating a strategic process that is closely attuned to 
external concerna, and permits rapid decisionmaking and early action to address 
short and long-range concerns about program design; 

" DI:tliver world-claBs service by improving front-end input thereby surfacing and 
quickly resolving issues, and rapidly providing systems specifications or direct . g1.udance/public information and notices: and 

.. 	 Provide a nurturing environment by providing employees in the process with the 
management support, delegation of authority, technology and other toole, e.g,. a 
stllndard methodology. to do their jobs well and by providing employees in the 
service delivery process with the policy support needed to do their jobs well. 

• 
l 
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GBP • 
The redesign should reault in a business process which contains discrete, identifiable 
steps having outputs that are measurable with regard to timeline••, quality and added 

•value, The redesigned process should also result in an improvement in the overall policy 
proccss cycle time, with no resulting increase in Agency administrative co.gts. 

Schedule 

FEBRUARY 19f5 JUNE'1995 ONGOING 

Reengineerfng teem begins Reengineering team makes Adoption and/or 
analysis of current process recommendations for modification of 
ond consideration ofprocess process redesign and reengineering team 
redesign organizational structure recommendations of policy 

process redesign 

• 
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Part VI• Conclusion 

• 

Staffing Requirements 
With the continuing growth in SSA's workloads (e.g., increasing numbers of disability 
claims), coupled with mandated staff reductions. along with new statutory responsibilities 
(increased CDR., PEBES and DA& A workloads), SSA 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 increase its workforce by as many as 12,000 additional full·time equivalents 
(FfEs) simply to keep up with workload growth. But SSA recognizes that there are 
alternatives to a "business as usual'" approach to deal with these growing workloads. 
These alternatives are contained in SSA's three key strategies: streamlining, 
reenginc.3ring and automation/continuous improvement. By taking full adva.ntage of 
these thr'ce approaches, BSA can deliver services mOre effectively and efficiently. And it 
can do 80, by current estimates, with Bome 4,500 fewer F"TEs than are currently in place. 

• 

ESTIMATES OF $$A', FTE NEEDS 

Addlflonal 
FIEs 

Total 
FIEs 

SSA FlEs in FY 1995 65.000 

Additional FTEs needed 1n FY 1999 to keep up with wol'tload 
grow1h, with no change in the way SSA does business 

8.000 

Addl1ional FIEs needed in FY 1999 to deliver improved services., 
with no change in the way SSA does buSIness cnd no 
prodvcfivity growth 

4.000 

, 
, Total FTEs needed In fY 1999 if no change in the way SSA does 

business 
77.000 

Total REs needed os a result of outomotion/con11nuous 
improvement. reengineering ond streamlIning 

61),500 
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Impact ofGBP on Service • 

SSA's goal for each of the core business processes and service delivery interfaces i.e 
nothing ahort of world·dasB service. The aasessments 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. ThiB first GBP 
does not identify any of the areas ae fully attaining world-class levels by 1999, since the 
paths from current service levels to world"1!laBs 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 class. Subsequent editions of the GBP will 
describe a sequence of steps that can confidently be expected to result in world-claa8 
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 service in all 
aspects. of its business through streamlining. reengineering and automstion/continuous 
improvement. The following tables summarize the projected impact of these approaches 
on SSA's core business processes and service delivery interfaces, These tables should be 
understood aa summaries of the narrative assessments contained in Part IV of the GBP, 
the ratings are not computed based on formal metrics. (The categories are: World Class •
Aspect., Overall Positive, Mixed, and Overall Negative.) 

SERVICE LEVEl.S fOR CORE &USlNESS PROCESSES 

CummI 1995 By 1997 By 1899 

Enumeration (overall) Overall + Overall + Worid Class Aspects 

Eomfngs !overoJlJ OveraJl+ Overall + Wood Closs Aspects 

Cloims (RSI Il. 551 Aged) Overall + Overoll+ Wood Class Aspects 

Cleim, (DIISSIBD) Overall ­ Mixed Overall + 

Poztentitiement {overall) Overall + Overall + OveroU+ 

Postenti11ement {CDRs} Overall- Mixed ~l+ 
Inform the Public Mixed Overall + World Class Aspects 
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• 	 Conclusion 

,,,, 

,, 

• 	 5S... currently has only minimOl services available tor this mode of service delivery. These services will 
DO) expended s!gnificantly in the yeers ahead, 

• 
As the summary charts indicate. additional work will be required in every aspect of SSA's 
core business' processes and service delivery interfaces in order to produce full world-c)as8 
service. The absence of a designation of full world-class service in a business process or 
service delivery interface does not mean that SSA expects les8 than world·clas8 service in 
all these areas by 1999. On the contrary. it is SSA's commitment to pruvide world·dass 
service in all these areas as soon as possible. We fully expect to achieve this level of 
service in Borne or all of these areas by 1999. However, the current iteration of the 
General Business P1an does not yet contain enough planning detail to support an 
assessment of full world~claas 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. 

SSA'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 

3) 	 Provide employees with the toole and training that will empower them to improve 
performance. 

SSA's three-fold strategy of streamlining, reengineering and automation/continuous 
improvement 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 

• 


SERVICE LEVELS FOR SERVICE DeUVERY INTERfACES 

Current 1995 By 1997 By 1999 

Face-fe-Fcce (field office) Mixed 
, 

Mixed Wand Closs Aspects 

Face-to-Face (third porties) Mixed Overall + Overa!.! + 

Terephone (800 Number) Mixed Mixed Overoli+ 

Terephor." (field office) O'veroll- Mixed Overall + 

Moil· Mlxed Overon + Overall + 

Automated Self-Help Minima'· Mixed Overall + 

• 
taxpayers. 
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ACH Automated Clearinghouse 

AIDS Acquired Immune Deficiency Syndrome 
 •ASP Agency Strategic Plan 
ATM Automated Teller Machine 

BENDEX Beneficiary Data Exchange 

BL Black Lung 

BP Business Plan 


CAPS Claims Automated Processing System 
CD-ROM Compact-Disk Read-Only Memory 
CDR Continuing Disability Review 

DA&A Drug Addiction or Alcoholism 
DDS Disability Determination Service 
DI Disability Insurance 
DOC Data Operations Center 

EAB Enumeration at Birth 
EBT Electronic Benefits Transfer 
ESD Electronic Service Delivery •EVS Enumeration Verification System 

FO Field Office 
FOIA Freedom. of Information Act 
FTE Full-Time Equivalent 
FY Fiscal Year 

GAO General Accounting Office 
GLPSC Great Lakes Program Service Center 
GPRA . Government Performance and Results Act 

HO Hearings Office 

!CDB Integrated Client Da.ta Base 
INS Immigration and Naturaliz:a.tion Service 
IRS Internal Revenue Service 
IWSILAN The Intelligent Workstation!L.ocal Area 

Network 
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• Glcssary 

LAN 

MCS 

" MIP 
MOEP , MSSICS 

NCC 
NPC 
NPR 

OASDI 
OASI 
OBRA 
OCRO 
OHA 
OIG 
OPA 

• 
OPI 
OPIR 
OMS 

PE 
PC 
PEBES 

PI 
POMS 
POS 
PPQIT 
PSA 
PSC 

RDS 
ROPIR 
RPS 

• RSOI 

Local Area Network 

Modernb.ed Claims System 
Monthly Information Package 
Metropolitan Office Enhancement Project 
Modernized Supplemental Security Income Claims System 

National Computer Center 
Nalion,u Partnership Council 
National Performance Review 

Old.Age. Survivors & Dieability Insurance 
Old-Age & Survivors Insurance 
Omnibus Budget Reconciliation Act 
Office of Central Recorda Operations 
Office of Hearings and Appeals 
Office of Inspector General 
Office of Public Affairg 
Office of Public Inquiries 
Office ot Program and Integrity Review. 
Office of Management and Budget 

Postentitlement 
Processing Center 
Personal Earnings & Benefit Estimate 

Statements 
Public Information 
Program Operation Manua1 System 
Point·Of~Service 
Pobcy Process Quality Improvement Team 
Public Service Announcement 
Program Sen-ice Center 

Reengineered Disability System 
Regional Program and Integrity Reviews 
Represent8tjve Payee System 
Retirement, Survivors & Disability Insurance 

• ISS 

http:Modernb.ed
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SDX State Data Exchange 
SIPEBES SSA·Initiated Per80nal Earnings & Benefit 

Estimate Statements !­
SSA Social Security Administration 
SSANSN Social Security Administration National 

" Satellite Network 
SS] Supplemental Security J""ome 
SSN" Social Security Number 

TNA Target Notice ArclUtecture 
TSC Teleservice Center 

UPS Unified Planning System 

',1NR Video News Release 

WY Workyear 

BOO Number 800 Number Teleservice Center Network 

" . 
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