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FROM THE COMMISSIORER OF SOCIAL BECURITY

The Social Security Administration’s Business Plan for the”

19397 fiscal year has expanded discussion of 88A's goals:
Providing world-Class Service; Rebuilding Public Confidence; and
Providing a Supportive Environment for Emplovees. It recognizes
that a changed internal environment will be a key to the success
of our business approach and-adds quantified projections of our
future performance.

As you know, last vear’s Plan articulated for the first time in
one document the Agency’'s service goals, assessments of its
performance in core business processes, its strategy for
narrowing the gap between current and desired performance, and
descriptions of key initiatives designed to provide or progress
toward World-Class Service. That first Plan also acknovledged
customer expectations and the challenge of resources and
workloads as primary factors in determining the Agency's
activities.

The Business Plan containg a comprehensive presentation for near-
and mid-term initiatives and commitments that will channel
internal activities. As such, it will serve as a reference for
oyrganizations and autherities outside 88A and as a blusprint for
action within the Agency.

85A‘s clear commitment to planning has contributed greatly to the
Agency’'s past success. Given the challenges we continue to face,
I consider the plarmming process, as embodied in this Business
Plan, indispensable to & successiul future.

ShirYey 8. Chater

Commisgsioner
of Social Security

SOUCIAL SECURITY ADMINISTRATION BALTIMORE MD 21235-0001
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PART1
EXECUTIVE SUMMARY

Introduction

This second edition of the Social Security Administration's (SSA) Business Plan (BP}
complements and integrates SSA's long-range Agency Strategic Plan (ASP), shorter-term tactical
plans and other planning and implementation documents. Written as a comprehensive
presentation of current and projected Agency business planning, the BP describes:

n The drivers of SSA strategy: a commitment to meet both the expectations of our
customers and the challenge of diminishing resources and growing workloads;

L] Qur critical enablers: the absolute necessity for investment in the SSA/State
Disability Determination Services (DIDSs) workforce, in technology, and in the
managerial environment -~ each of which is indispensable to the success of the
business approach;

= A candid assessment of our core business processes and service delivery
interfaces, and,

= An explanation of the key initigtives that support the entire strategy.

While we are confident in the soundness of the business approach reflected here and our ability

te adjust our planning to a typical range of variables, as this edition of the Business Plan goes 1o
press we acknowledge two factors that will have g particular influence on the eventual outcome

of the Plan:

Uncertain Funding - The protracted debate around the Federal budget and the fact that we have
been operating under a continuing resolution have made it difficult for us 10 assume the level of
resources we will have to invest this year in the initiatives that are fiundamental to carrying out
the Plan. -

(April 1996)
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SSA is particularly concerned about the Automation Investment Fund (AIF), which will provide -
the Agency with $1.103 billion for fiscal years (FYs) 1994-98 to support the national 8
implementation of the Intelligent Workstation/Local Area Network (TWS/LAN) initiative. The
AIF will establish an integrated network of intelligent workstations for S5A's 64,000 emplovees
and the State DDSs 14,000 employees, as well as related technology investments to move toward
cooperative and paperless processing.

Receiving requested funding for the AIF is critical for SSA to implement the IWS/LAN on time
and to avoid a sharp deterioration in service as the current terminals wear out and customer
service demands increase. The IWS/LAN initiative is also critical for S8A 1o obtain workyear
savings required to process growing workloads, improve service and meet streamlining/
downsizing goals. Further, IWS/LAN is essential for establishing the technology infrastructure
necessary to support improved work processes for the National 800 Number service and the
disability program. Without IWS/LAN, §SA service delivery cannot exploit the opportunities
for economy and service improvement made possible by rapidly advancing information
technology, and the consequence will be degraded and more costly service o the public.

Pending Legislation - The exact terms and timing of passage of legislation affecting the
programs have the potential to divert Agency focus from business plan initiatives and to further
strain resources, Although differing House and Senate versions of similar legislation are not
resolved as this Business Plan is released, SSA estimates it will take thousands of werkyears if
just the more conservative provisions of all pending legislation are signed into law. ‘
Nevertheless, for planning purposes, we are assuming that any maior welfare reform legislation
which is enacted will include statutory language proposed by the President to adjust discretionary
spending caps to permit the allocation of related additional resources to SSA,

SSA's Planning Framework
SSA has identified three major goals under which our activities are organized:

Goal: To Rebuild Confidence in Social Security - Public support of the Social Securnity programs
is eritical to their success, and the programs enjoy a large measure of support. Unfortunately,
opinion surveys show that the public's confidence in Social Security is at an all-time low, SSA s
working 10 understand the sources of the public’s low confidence and pursuing activities 1o raise
it. Al present, we are moving along four important avenues:

- izzmésing public knowledge about the Social Security programs.

" Continuing implementation of the initiative to issue SSA-Initiated Personal
Earnings and Benefit Estimate Statements (SIPEBES),
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®  Reducing incidence of fraud and abuse,
. Addressing the financing issues,

Goal: To Provide Worid-Class Service- SSA's five core buginess processes--enumeration,
earmings, claims, postentitiement and informing the public—all relate directly 10 the services S5A
provides to the American people. We provide those services using six service delivery
interfaces: face-to-face service provided directly by SSA, telephone service in the field office
(FQ), telephone service over the 800 Number, service through the mail, service provided by third
parties and automated self-service. As many as 87 percent of SSA's employees provide direct
service 1o the public, in addition to alt of the State DDS employees; and virtually all other 58A
employees provide support to the front Jine.

SSA is dedicated to providing world-class service to all of the people it serves. In basic terms,
world-class service is defined as service equal or superior to that provided anywhere in the
comparable public or private sectors. Most of the activities and initiatives described in this
Business Plan are directed toward the goal of world-class service.

Goal: To Create o Supportive Environment for SSA Employees -Serving our customers well
requires that SSA's employees, our key resource, have a professional working environment that
makes available the tools and resources they need to do their jobs effectively and efficiently.
Beyond the concern with emaplayees’ impact on service, however, lies SSA's conviction that
employees deserve opportunities for an enriching career. Employees will be treated as whole
persons whose job is but ong, albeit important, thread in the fabric of their lives. '

The Unified Planning System

SSA has a strong, mature Agency-level planning system. Known as the Unified Planning
Systemn (UPS), two of its major components are the Agency Strategic Plan {ASP) and the
Planning and Budgeting System (PBS). The ASP has been the cornerstone of all major planning
efforts at S8A, and the PBS details the process by which Agency-level tactical plans and related
budgets are developed. The Business Plan reflects the important planning activities that take
place in the PBS.

As useful as the current planning construct has been, it is continuing to evolve to meet SSA's
needs for a comprehensive system of strategic management. To ¢reate such an environment,
S8A is pursuing an ambitious strategic managermnent agenda.
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Performance Measures

Thé ASP, which was published in 1991, includes quantified service-delivery goals and objeettves
to gmde SSA's business plannmg We continue to evolve in t.lus arcammcorporamg customer
input in the formulation 6f measures and moving toward better measures of the outcomes of
Agency action rather than simply inputs and outputs. SSA recently completed participation as a
pilot agency under the provisions of the Government Performance and Results Act (GPRA) that”
deal with performance measurement. Transitional measures and associated goals were
established for FY 1997, they are shown in this plan. SSA is now focusing its energies on
developing a comprehensive set of Agmcy«lavei measures that will gtude: pianmng and
budgeting in FY 1998 and beyond. e remee e

Critical Elements of SSA;S‘S‘tra.:tnagy

Strategy Drivers

The strategy drivers are powerful external factors that shape the focus, timing, and direction of
Agency planning and operetions, Each factor profoundly influences all 8SA activity, In the
planning year just passed, developments which validate yet also suggest modification in the 85A
business approach have emerged in each of these drivers.

Our Customers' Expectations

In the September 1994 status report of the National Performance Review (NPR), SSA was

highlighted as an agency “putting the highest premium possible on customer service,"

i}ctcrmmed to szwng‘thza that commitment, SSA 15 continuing a reorientation toward excellence
as define e customer, rather than as defined by the Agency.
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A number of general themes, which customers repestedly identify as important, have emerged
from SSA's extensive customer survey activities as critical to S8A's goal of Providing

World-Class Service: .
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-

Annual surveys by S8A’s Office of the Inspector General (O1G) report that most
customers are satisfied with the service provided by SSA, aithough customer
satisfaction with the disability program is significantly lower than for other SSA
programs. Keying from these findings, for the coming planning period SSA
continues to focus resources and improvement initiatives on the Digability
Insurance {DI) and Supplemental Security Income (851) disability programs, with
particular investment in the progress of the Disability Process Redesign.

OIG's FY 1995 Client Satisfaction Survey noted a strong correlation between
customers’ ratings of staff courtesy and their overall satsfaction with 8SA’s
service, Since being treated with courtesy is an important characteristic of service
for most of SSA’s customers, the Agency works toward maintaining or improving
performance in this area.

Customers feel that having a choice in how they deat with SSA is important.
Although some groups prefer face-to-face service for filing claims, an zver
increasing number prefer to use the telephone for non-claims business and would
like SSA 1o provide additional services through the 800 Number and through
nontraditional mechanisms such as kiosk and Internet. Providing the choice
customers are seeking is a primary impetus in a range of S3A key initiatives,
particularly those associated with Electronic Service Delivery (ESD), where a
variety of altemative access technologies are being developed and tested,

Ready access to SSA's services is important 1o customers. People want minimal
waits in field offices and fewer busy signals when calling the 800 Number. SSA
iz addressing these customer expectations in part through activities which will
redeploy resources from management and staff support positions into front-line
service jobs, and process improvement activities which will free up resources for
the same purpose. Also, under a new series of telephone service improvement
frutiatives, in FY 1997 SSA expects 95 percent of callers to get through to the
800 Number within 5 minutes of their first try,
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Customers are most satisfied when transactions are completed with one call or
visit, whether they are visiting a field office or calling the 800 Number, Many of
the initiatives described in this Plan are geared toward providing the information
and systems that field and 800 Number staff nced to meet this customer
expectation {e.g., online access to State vital statistics records). In addition, over
the next several yvears SSA will be exploring technology that will enable complex
800 Number requests to be transferred from teleservice representatives to staff
who have the specialized skills needed to serve the customer completely,

When business cannot be completed at the initial contact, customers would prefer
to deal with the same SSA employee throughout whatever process is involved,
SSA is first responding to this preference for a single point of contact in the
Disability Process Redesign, where 2 single Disability Claim Manager (DCM) is a
key feature of the reengineered process, and in the next year SS5A will be 1westing
transition scenarios toward full implementation of the DCM, For nondisability
areas, a 1996 workgroup will be analyzing how best to satisfy this customer
expectation. .

SSA should be able to provide "one-stop shopping" for benefits from other
agencies” programs and a wider range of off-site services, ¢ccording to focus
group participants. The NPR also noted a similar need. SSA is working toward
this in initiatives with other Federal, State and local agencies.

Although customer survey activities to date have largely focused on the goal of Providing
World-Class Service, customer input is also a primary driver of SSA planning 1o achieve the goal
of Rebuilding Public Confidence in Social Security. Public confidence surveys conducted by
organizations putside SSA have shown a decline in public confidence in the programs over the
past few years. Tg validate and vield further insight into that apparent trend, SSA has been
conducting various activities to elicit customer concerns and preferences. Specifically:

In 1995, focus group participants told SSA that public confidence in the Social
Security program is low and there is generally poor knowledge of the program. In
particular, younger participants voiced the concern that trust funds will not remain
solvent long encugh for them to receive benefits or that Social Security isnota
good investment.

A 15885 survey conducted by SSA's Gffice of Program and Integrity Reviews
{OPIR) provided more structured data which confirmed the public confidence
problems and identified areas where the public lacks information about $SA
programs.
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= SSA expects 1o conduct focus groups in 1996 to learn whether the messages SSA
conveys through public information materials are responswe t{} customer congerns
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Employees is just getting started. In 1995, employee focus groups were conducted around
internal communications issues and concerns. [n 1996, additional focus groups will be heldand -
will address the full range of employee concerns, including working conditions, job satisfaction,
training and tools, Results will be used in the formulation of more detailed plans to achieve this

Agency goal.

The Resource and Worklead Challenges

The second critical driver of SSA's direction is the tension between growing workloads and the
need in the current figcal environment to reduce the size of the workforee overall.

[ Disability claims will continue 1o grow, although at a slower pace than projected
in the year just past. By 2001, the number of disability claims and hearings filed
anrually will be 10 percent and 4 percent highor, respectively, than they wers in
FY 1995.

u Calls received by the SSA 800 Number are expected to increase from 62 million
in FY 1995 to 78 million in FY 1997,

n Postentitlement workloads will increase by about 11 percent over the FY 1954-
2001 perted, approximating the growth in S8A's bencficiary population. In
addition 10 these workioads there are two major disability workloads:

- $8I and DI Continuing Disability Reviews (CDRs) performed will increase
from 285,000 in FY 1995 10 $75,000 in FY 1996, and t0 864,000 in FY 1997,
This increased level of effort depends in part on passage of legistation to adjust
discretionary spending caps, thus permitting aliocation of additional funds to
SSA.

- Provisions of potential welfare reform legistation that affect the SSI program
could create substantial additional work for SSA,

L S8A will provide SIPEBES 1o increasingi}; larger segments of the population,
The increased issuance of BIPEBES is expected to generate follow-up work in the
form of public inquiries and requests for eamings corrections.
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While disability workload growth has slowed compared to the rate projected in the last planning
cycle, the implications of that somewhat slower growth combined with the dramatic growth
which has already occurred over the past § years are still severe when reduced resources are
considered. SSA’s customers would without question face unacceptable deterioration in most
service areas if the Agency were to continue 10 process work as it has in the past,

The Business 'Apprcach

Through the planning cycle just past, the SSA business approach has become more fully
developed. Streamlining initiatives are now integrated into ongoing management practices and
are not considered 3 separate element in the business approach. Two powerful alternatives will
allow SSA to keep up with workload growth, overcome resource Sonstraints, and improve
service jevels in targeted areas. With an enterprise-wide focus, SSA will determine where to
focus on continuously improving Agency operations. In arcas where the techniques of
continuous improvement cannot reasonably be expected to yield the productivity or service
advances needed, processes will be reengineered (o produce more dramatic changes in customer
service and to function more efficiently. Under cither sltemative, 8SA increasingly emphasizes
the evaluation of projects on a cost-benefit basxs to provide more s&izé {i{mswm;akmg ami to
enharice the quality of our planning. ~— T

Continuous Improvement

SSA has a successful track record in improving and automating work processes to gain greater
efficiency and create service improvements. In particular, automation projects and procedural
changes have been key to SSA's ability to downsize by substantial numbers in the past, and have
freed up resources to invest in workioad growth and service.

Continuing what has worked well in the past, one strategy of SSA"s business approach is an
ongoing program to identify processes in need of adjustment or susceptible to improvements
which can yield better service or resource savings or both. As part of that ongoing review, 85A
also reviews processes to identify activities which can appropriately and more effectively be
conducted by other agencies or private sector parties, and those which should be discontinued
entirely to save Agency resources and move toward government that works better and costs less.-

Consistent with past improvement activities, this business plan outlines a range of initiatives
expected to yield resource savings of over 5,000 full time equivalents (FTEs) in

FY 1999, when compared to the resources we would need if we made no change in our process
or productivity. Most of these savings will be reinvested within direct workload operations.
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Reengineering S s

Business process reengineering is the secofid-stFategy:in SSA's two-part busingss spproach. The
Agericy uses reengineering in circumstances where business processes are dysfunctional or
performing so poorly that continuous improvement techniques cannot be expected to vield--
enough improvement, and where dramatic improvement in cycle time, process cost, and
customer satisfaction are needed. SOA plans and related budgets commit 8SA to obtain
disability and other process reengineering savings of about 5,000 FTEs (in addition to'the
5,000 FTE savings from continuous improvement initiatives) in FY 1999 when compared to the
resources we would need if we did not change our process or improve our productivity.

SSA was among the first public-sector organizations to successfully initiate business process
reengineering, and we are making progress in implementation of our first major-scale -
reenginzering initiative, a redesigned disability determination process that will prove on
implementation that complex government operations can deliver dramatically better customer
service at jower cost. The redesign of our palicy process was completed in 1995, and
implernentation is now underway, 5SA will also be taking on new process innovation challenges
through an intiative known as “enterprise reengineering.” Rather than considering new”™
reenginsering work on an ad-hoc basis as the Agency has done previously, new projects will be
initiated in a continual manner until such time as core programmatic processes have been
optimized.

Key Enablers

Three key enablers, the SSA/DDS Workforce, Technology, and a Changed Managerial
Environment, are factors of such fundamental importance that the SSA business approach cannot
succeed without them, Each of the enablers i3 dependent to some extent on the other two, and
the investments required by the enablers will return significant improvements in service and
efficiency.

The SSA/DDS Workforce

Over the past several years, the Commissioner of Social Security has repeatedly affirmed the fact
that the SSA and State DDS workforce is the most valuable and enabling resource of the Agency,
and one of the three overarching goals the Commissioner has established for the Agency isto
Create g Supportive Environment for Employees. Technically-skilled and customer-focused
today, employees nevertheless face a period of profound change as customer expectations
coupled with static or diminished resources drive the Agency toward fundamentally altered ways
of doing business.
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To facilitate the change process, SSA is investing in new enabling tools such as IWS/LANs and
document imaging devices, videoconferencing, electronic mail, expert systerns and other
advanced software. Without modem office automation and the efficiencies that these technology-
based tools provide, the ability of SSA employees to keep up with their work will be senously
diminished.

As business processes are reengineered, it is likely that jobs will be less specialized (e.g.,a
disability claim manager as envisioned in the Disability Process Redesign). This means a more
flexible workforce; for example, thers will be more employees available 10 handie 800 Number
¢alls on peak days, It will also help fulfill a strong desire of SSA customers (as expressed in
customer focus groups) to be able to deal with one empioyac throughout the course of even
complex business transactions.

Ongoing investments in employee training and career development will be crucial to continued
workforce effectiveness at SSA, Streamlining plang will result in 3 number of employees
redeploying to direct service positions from management and staff support jobs. The success of
streamlining, which will reduce the number of supervisors, rests on the premisc that employees -
will be well trained and retrained as they need to be redeploved 1o different work, -

Significant training will ¢lso 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 Jarge training efforts are also
planned in support of technology-based initiatives such as IWS/LAN. These initistives will not
succeed unless the workforce is adequately prepared for change by a strong and continuous

training program.

Legistative and program-related changes (such as termination of benefits for people disabled
because of drug addiction and alcoholism and the changing role of the claims representative
under the redesigned disability process) have already created a heightened concem for the
security of employees in public contact jobs. While SSA has a solid base of security, we will be
investing in new approaches to ensure the safety of employees, clients and visitors.

-
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Technology
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While the SSA workforge is SSA’S most valuable asset, technology runs parallel in importance
because it is essential fo the effectiveness of that workforce, and indispensable to the success of
the SSA business approach. In order 16 meet growth in both customer expectations and
workloads, and imiprove or maintain service while satisfying staffing and streamlining goals,
SSA must use enabling technology to support improved or dramaticaily altered processes which
simplify, speed, and eliminate tasks, and free employee time for the more complex activities
which are not susceptible to simplification or antomation. Beyond providing employees with
state-of-the-art taols which will atlow them o deliver world-class service in the near term,
technology opens up exciting new future possibilities for doing business with our customers in
nontraditional ways such as via Intemnet.

The following are the major technology development themes on which 8SA's Information
Technology (IT} resources will focus over the next 5 years.

The IWS/LAN -- The single most important initiative on 88A's technology agenda is acquisition
of the IWS/LAN infrastructure. TWS/LAN is the basic foundation for critical initiatives and~
redesign activities throughout Agency business processes and service delivery interfaces, and as
a conseguence IWS/LAN is the linchpin for both SSA's customer service program and the entire
business approach. Without IWS/LAN, many of the productivity improvements SSA is counting
on will not materialize, Without IWS/LAN, full reengineering of the disability process cannot -
take place and most of the processing time reductions and other improvements projected in the
redesign will be lost. And without IWS/LAN, there is no platform to support the enterprise
reengineering and continuous improvement ¢fforts necessary to meet the expectations of our
customers, Equally imporntand, IWS/LAN is required 10 replace S8A's aging terminal network
which, if not replaced, will jeopardize the performance of a wide range of current business
processes, including claims taking and providing service to 800 Nwnber calars.

Applications Development for the Local Platforns -- Although SSA continues 1o achieve
significant service and efficiency improvements through expansion of mainframe applications,
the emphasug is shifting as S8 A begins to deploy the cooperafive architecture.

Over the next 5 years, SSA’s applications development strategy will focus on designing and
implementing the initial applications to run on the local platform. The first and most important
of these i the Reengineered Disability System {RDS), which will bring long-overdus automation
to S5A's disability process.,
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Electronic Service Delivery -- With the rapid emergence of new technologies, coupled with the
evolution of a world-wide communications infrastructure which can be readily accessed by™”
customers everywhere, there are many new opportunities to deliver service in ways which are
more convenient for the public and more economical for S5A. Qver the next few years, SSA
wiil be conducting a number of pilots providing remote access to SSA services and data by SSA
employees in the field, by customers secking access via Kiosk, Internet, videoconferencing and
other emerging technologies, and by third pa-ties doing business on $8A's behalf. The
Electronic Service Delivery (ESD) project is the umbrella project which provides programmatic
and management focus to SSA's exploration of these emerging technologies. To ensure that
electronic service is controlled and secure, SSA is working with the Office of Management and
Buiget (OMB), the Department of Justice and other Federal agencies to capitalize on
opportunities for commeon policy and shared responsibility for addressing government-wide
issues such as electronic signature for remote access, application forms and important
documents; and definition of "trusted” third parties empowered o do business on behalf of the
Governmnent {e.g., claims taking, customer identification, and other services).

Migravion to Elecironic Folders -- Despite dramatic automation improvements over the past

10 years, SSA operations must continue 1o rely heavily on paper client folders, Because of this,
delivery of customer service is delayed and SSA spends an estimated 3300 million annually
storing and handling these paper files. To address this impediment to world-class service and
improved efficiency, the Disability Process Redesign relies on technology that enables electronic
storage and sharing of medical information, and a second project (Paperless Processing Centers)
is looking at how SBA can improve processing center workflow by using fully electronic title {1
folders. Pant VII of the plan, Key Initiatives, describes these projects more fully.

Better Sharing of Information within the Federal State and Local Government Community «-
While S8A has a long history of sharing information with other Agencies, an important trend of
the next few years will be toward online access to the information of other agencies rather than
after-the-fact matching of files. This strategy will not only improve public service but also
prevent program overpayments and eliminate significant resource expenditure for recovery
activity. SSA is also putting in place the policies and processes needed to provide orderly, secure
online access to SSA data by other agencies. In addition, through the newly formed Data
Integrity Board, SSA is strengthening internal managerment of matching activities,
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Partnering with Other Federal and State Agencigs - In a Federal/State parinering prototype in
the State of Jowa, SSA will be pi iotmg use of a State-owned fiber-optics network and State-
owned videoconferencing facilities 1 do business on a reimbursable basis.

Customers will no longer have to travel the greater distances required to reach an SSA office,
$8A will not have to build a costly videoconferencing infrastructure and lowa will receive
funding needed to underwrite the cost of the currently underutilized State network., The pilot is
intended to serve as a prototype for other types of Federal/State sharing of technology
infrastructure 1o reduce the cost to all levels of government. Such sharing might potentially
include not only videoconferencing ux&asmcm but aliso shared use of telecommunrications
facilities for other purposes.

Year 2000 Changes -- In addition to the strategic themes just discussed, by the end of the century
S8A must modify all programmatic and administrative software to recognize a 4-digit year code.
Failure 1o make the modifications could interrupt or delay benefits to the public. Although 8SA

began addressing this problem in 1989, significant work--estimated at & minimum of

300 workyears--may be needed to modify the 30 million lines of code comprising SSA's national
programs.

A Changed Managerial Environment

To realize the full potential of the SSA workforce and the planned technology investments that
will support them in redesigned work processes, fundamental change must also take place in
SSA organizations and internal business processes to free employees from hierarchical and
paper-bound procedures and reduce the resources expended in overhead. These changes include
reducing layers of management, eliminating handoffs, changing work processes, eliminating
reports and supervisory reviews, and the following major initiatives:

Policy Analysis and Development — As an independent agency, SSA has expanded responsibility
for policy analysis activities that affect the programs we administer and the people we serve.
Consistent with this new status, $SA needs to become more active in policy analysis and
development in order to advise decisionmakers on the important program issues. Accordingly, in
FY 1996 SSA will be developing study and activity priorities to increase the quality of its
research and policy analysis functions.

Policy Pracess Redesign -- The range of activities related to the development and dissemination
of Agency program policies and procedures is an intemal process that is undergoing redesign.
The central themes of the policy redesign are empowerment of knowledgeable employees,
delegation of decisionmaking authority, and organization of work and structure around seif-
managed feams. SSA began further implementing the Policy Process Redesign in June 19935,
with the designation of an Implementation Manager.
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Office of Hearings and Appeals (OHA) Restructuring - The Disability Redesign provided a
searnless, high-level blueprint for a new customer-oriented disability determination process, but
was purposely silent on key organizational issues. Implementation planning on the new
administrative appeals process has progressed enoiigh to indicate that si ignificant organizational
realignment may have to take place in OHA in order to maximize new process performance. An
executive team to develop options for reorganization of the administrative hearing process has
been commissioned.

Working in Teams -- Throughout SSA, progress is evident in replacing & higrarchical supervisory
structure with work teams, and authority is being delegated to lower levels. For headquarters
components, the use of self-managed work teams is increasing, with empowered teams already
playing a key role in the redesigned policy process. Some headqguarters components have trained
all employees on the concepts and techniques of working in teams. In the SSA operations units a
joint AFGE/management team is developing plans to test a number of team concepts over the

FY 96-97 time period in at least 30 different field siies. SSA will need to test various ways of
working in teams to determine which arrangements combine appropriate public service,
employee satisfaction and team workflows.

Reducing Monagerial Work -- Although work is underway in all S8A components to simplify or
eliminate imternal work processes, the Deputy Commissioner for Operations has identified
actions that will free up field office managers so they can perform acceptably in an environment
with fewer supervisory layeérs. While these actions do not by themselves reduce numbers of
managers, they do lay suppontive groundwork by reducing managerial work.

Delegations - Numerous redelegations of authnnty, in areas such as pa:rsonncl management and .
financial management, have been'approved.” |

Moving Work to Employees -- While SSA has traditionally moved work between like
organizations, innovation is underway in moving work to retrained ernployees in non-traditional
settings, such as actions to make full use of claims personnel in the Program Service Centers
(PSCs) for handling 800 Number calls.

Streamlined Procurement Process -- SSA operating staff now have greatly enhanced ability to
acquire the products and services they need guickly. Procurement authority has been delegated
and purchase cards have been issued to nonprocurement personnel, allowing them to spend up to
$2,500 (up to $25,000 in specialized situations) without approval by procurement staff. In
addition, SSA has eliminated all approval steps in the acquisition reform process except those
legistatively mandated. Other improvements being pursued include the use of bulletin boards,
electronic commerce, an Internet home page and other techniques to streamline and expedite
commurdeations with vendors.
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Current Agency Assessments e

The Business Plan focuses on five core business processes and six service delivery methods used
by 8SA 10 interface with the public.

Core Business Processes

E Enumeration

L Earnings

» Claims

» Postemitiement

L Informing the Public

Service Delivery Interfaces
¥Face-to-Face Servics

Field Office Telephone Service
800 Number Telephone Service
hail

Service Provided by Third Parties
Automated Self-Service

Each process and interface has been candidly evaluated in terms of workload, performance and
the projected impact of the business approach. The focus in these assessments is on arcas where
SSA must create improvement in service or performance, and little discussion is given to matters
in which 5SA excels. The assessments dictate our continuing emphasis in several areas that
warranted serious concem in last year's Business Plan: the disability ciaims process, CDRs, and
telephons service interfaces,

Key Initiatives

SSA has defined 22 specific initiatives 1o be the Agency’s highest priorities. During this period,
most discretionary S8A resources will be applied to these initiatives because they will have the
greatest payback--in terms of achievement of SSA goals--for the resources-invested. The two
charts which follow list these initiatives and relate them to the Agency goals and service
interfaces affected.
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Core Business Processes ey

GOAL 1

Educate the Public X
Prevesi/Detect Fraud & Abuse X X X X X
Employ. Strategies for People w/ Disabilities X

GOAL 2:
Provide Workd-Class Service

|

Disability Process Redesipa
Shoart-Term Disability Projest

oA

Reengineered Disability System

Improve Telephone Serviee

TWS/LAN X h. 4
Redesign Policy Provess X X
Title 1} Redesign

551 Modernization

Paperless Processing Centers

Pt A K

Payment Cycling

Notice Improvements

”

Electronic Payment Services

E T B R

Electronic Service Belivery b, 4 X x
Expand EBlectronk Wage Reporiing X
Third-Party Assistance in Claims X
Transfer Enumerstion To INS X

Elimsioste Annunl Earnings Report X.

GOAL 3t

Create a Supportive Environment for SSA
Emplo

Improve Security of Work Environment

Interactive Distance Learning X X X X

e
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Service Delivery Interfaces

Face-tus F{}i K s  Mail Jpd .-\ujt::»z;z;ziwd

tace Tol Party  SelbSenvice

Educate ithe Public

o
wh
o
”

Prevest?Detect Fraud & Abuse

Employ, Strategies for People with
Disabilitics

THsability Process Redesign
Shord-Term Disability Project
Reengineered Iiisabi!ity System

Improve Telephone Service

»

TWS/LAR

S
P
»

Redesign Policy Process

oo o
e
o
4

Title I1 Redesign

b

851 Modernization

S L A T
- A T A A .

Paperiess Processing Centers
Paymen! Cycling

Notice Inprovements

.

Electronic Payment Services

oA MK A
g v oMm M
I
e
4

Efecironic Service Delivery

o
o
e

Expaad Electronic Wagé Reparting

E

Third-Party Assistance in Claios

P

Transfer Enumeration o INS

o

Eliminate Annval Earnings Report

Improve Security of Work Environment

I B
oo M AN
w

Interactive Distance Learniag
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Conclusion

Yoy

Staffing ' o

Though the rate of workload growth has decreased somewhat over the past year, wor\klr,}aés‘ still
present a major chalienge to SSA when they are considered in the context of streamlining,
additional statutory responsibilities {increased CDRs and Personal Eamings and Benefits
Estimate Statements {(PEBES)), potential 881 program reforms, and our commitment to improve
service, Just to keep up with projecied increases in workloads, withow! changing the way we do
business, our level of productivity, ar the level of service we provide, sctual FY 1994 staffing
levels would fall short of the number needed in FY 1999 by 6,300 FTEs. And to fulfill our plans
to mmeet our statutory responsibilities and provide improved service would require another

4,560 FTEs on top of that.

Clearly, SSA must change the ways in which it does business, and we have created a business
strategy that will help us accomplish the change. Its implementation will enable SSA to deliver
services more effectively and berter meet customer expectations--and, by current estimates, it can
do so with 3,600 fewer FTEs in FY 1999 than S8A used in FY 1994.
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Estimates of S8A4°%s FTE Needs

Additional Totad

FTFs F1Es

SSA FTEsin FY 1994 (adjusted for functions transferred from 65,600
DHHS - March 31, 1595} :

Additional FTEs which would be needed in FY 1999 (6 keep up +6,300
with workload growth (gt FY 1994 production ratt:s) withno '
change in the way S8 A does business

Additdonal FTEs which would be needed in FY 1999 to fulfili +4,50G0
additional statutory responsibilities and improve service (at

FY 1994 production rates) with no change in the way SSA does

buginess !

e

Total FTEs which would be needed in FY 1998 (st FY 1994 76,400
production rates) with no change in the way SSA does business !

Total FTEs needed to do the same work with major service 62,600
improveraent, after applying the critical elements of 8§A's

strategy ' (This translates 1o a preductivity improvement of

approximately 20 percent} *

! Includes placeholder of 500 FTEs which would be funded by the Administrations’s COR propesal and, given
pussage of legislation to adinst discretionary budget caps for increased funding of CORs (P.L. 104-12 f} wmda'
permit aftocation to 554 of additional funds for DR processing.

T gverage produstivity growth i the private sector was 125 in 1995, Compounding this over § years achigver g
3.1% growth In productivity,

Impact of the Business Plan on Service

SSA’s ultimate goal for each of the core business processes and service-delivery interfaces is
"world-class” service. The assessments described in detail in Part V of the plan deseribe how far
the initiatives and actions 85A has pianned or underway will take us toward the goal. o the
charts below, the assessments are summarized 5o that the reader can see, at a glance, the impact
S5A expects its current initiatives to have on service from FY 1997, the year for which the
current budget has been developed, to FY 2001, the end of the tactical planning period.
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The ratings® of service levels in the charts have been arrived at subjectively based on
consideration of five averall factors of service: accuracy, timeliness, convenience for the
customer, courtesy, and economy. These factors are more or less relevant depending on the
process or interface bemg assessed, In prodtzcmg the ranngs we were abic to use to some degree
sxpected attainment of performance goals, so ‘there is a measure of objecnv:ty in the assessment.
A particular challenge for the future will be for SSA's planning, measurement, and evaluation
processes to allow our assessments to reflect the optimal balance of objective and sab;ecﬁve
factors.

Bervice Levels far Care Bzxsizxess ?mtesses o

FY 1993 FY 1997 FY 2001

Enumeration {overall) World-Class World-Class - World-Class
Aspects Aspects
Earnings (overall) ' Overall + Orverall+ World.Class
Claims (OAS] & S8 Overall + Overall + World-Class
Aged) Aspects
Claims (DI/SSIBD) Overall - Mixed World-Class
Aspects
Postentitlement (overall) Overall + Overall + World-Class
Aspects
Postentitlement (CDRs) Overall - Overgll + Warld-Class
Inform the Public Mixed Overgll + World-Class
Aspects

* Rating categories include the following: World-Class, World-Class Aspects, Overall Pogitive (+),
Mixed, and QOverall Negative (-},
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Service Levels for Service Delivery Interfaces
: - . ) v e g EREEE

- b, LI L I A
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Face-to-Face {field office) Mixed Mixed World-Class
“Aspects
Telephone (800 Number) Mixed ___ [, .. World-Class . World-Class
Aspects
Telephone (ficld office) |  Overall - Mixed Overall +
Mai} Mixed Overall + World-{lass
. Aspects
Third Parties Mixed Mixed Overall +
Automated Self-Service Minimal* Minimal Mixed

¥ 5584 currently has ondy minimal services available for this mode of service delivery. These services will be
exponded significanily in the years shead

This year, our assessments reflect our confidence that, by 2001, we will have achieved world-
class service in:

B two of our core business processes, enumneration and earnings;
- a catical workload within a third business process, postentitiement CDRs; and
" ong of our service-delivery interfaces, 800 Number service.

In two areas, services provided by third parties and automated self-service, our expectation of
service tevels in the future is lower this year than shown in the business plan last year, That
reduction has resulted from 8SA's continuing assessment of the expected technology
environment as well as a renewed concern over both the security/privacy/legal aspects of direct
automated and third-party service and the projected timing of general public ability to take
advantage of such service. As environmental conditions change and 8SA's plans take shape, 2
broader facility to provide automated self-service and expanded use of third parties may be
possible earlier. '
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That we will ot be tworld-class™ in all 'of our areas of assessment is in large measuré a fesult of
resource canszramzs that do not permit us to fams ;morzry atic:mon on every ares of service.
However, SSA proiects that it will b¢ 216 1o maintatil of improve service inall dreas” ™

The FY 1997 Business Plan presents SSA's business goals and the Agency's assessment of where
we stand today and how we will pursue those goals to achieve success in the future. The plan is
intended to relay to every reader a sense of both the issues we face and the commitment we have
made to rebuilding confidence in Socia! Security, delivering world-class service, and creating a
supportive environment for our most important resource, the SSA/DDS employee. The strategy
of using continuous improvement and reengineering to secure our future will require up-front
investments in the key enablers: the workforce, technology, and the changing managerial
environment. The long-term result, however, and the goal ultimately expressed by this business
plan, will be the best possible Social Security programs, administered effectively, with service
delivery that reflects the optimal balance of high quality, low costs, and responsiveness to the
expectations of our customers,
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PART IT .
BACKGROUND " /o7, a5~

SSA’s Programs
SSA is responsible for administering two major programs:

®  Old-Age, Survivors and Disability Insarance (OASDI)
= Supplemental Security Income for the Aged, Blind, snd Disabled (8ST)

Under the Social Security Insurance program, there are three types of benefits payable: old age,
survivors and disability. In the SSI program, there are three types of benefits: Disability, Aged
(paid to those age 65 and older) and benefits for the blind. '

SSA issues social security numbers to eligible individuals and maintains lifelong earnings
records for all individuals working under zmployment covered by Social Seeurity (more than
90 percent of all jobs). SSA takes claims for benefits, adjudicates appeals on disputed decisions
and processes the millions of actions needed each year to keep the beneficiary records current
and accurate.

SSA has responsibility for administering aspects of the Medicare, Medicaid, and Black Lung
programs as well as the Coal Industry Retiree Health Benefit Act of 1992, For example, cerain -
Medicare-related hearing requests are processed by SSA’s Office of Hearings and Appeals, and
Medicare enrollments are processed in 5SAs field offices. In addition, 8SA serves a key role in
ensuring the integrity of all Federally funded needs-based benefit programs by verifying
beneficiaries' social security numbers; sharing earnings and benefit information with
administering agencies (o help them discover unreported employment and income; and assisting
the States in detecting multiple enrollments in benefit programs across State boundaries.

SSA’s Customers

More than 141 million individuals work in jobs covered by Social Security. About 17 million
social security cards are 1ssued each year. More than 50 million beneficiaries are entitled to
receive benefits under the programs administered by SSA.
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Type of Benefits
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SSA’s Organization

SS$A is headed by a Commissioner who is responsible for day-to-day operations and a workforce
that munbered about 64,000 full- and part-Bme employees at the end of 1995, SSA became an
independent agency on March 31, 1995,

The central office i3 located in Baltimore, Maryland. The administrative offices and the
computer operations are also housed at thus location. There are regional offices in 10 cities,
Approximately 1,300 Social Security offices throughout the US| the Virgin Islands, Puerto
Rico, Guam, and American Samaoa deal directly with the public. Each region alse has 2 numbey
of Teleservice Centers. These offices handle telephone inquiries and refer caliers appropriately.
Program Service Centers are located in six cities, These offices, along with the Office of
Disability and International Operations in Baltimore, Marylang, primanily house and service the
records of individuals who are receiving Social Security benefits, as well as backing up the

800 Number telephone service, The Office of Central Records Operations maintains records of
individuals' eamings and prepares benefit computations. The major operation is in Baltimore,
Maryland, currently supported by a facility located in Wilkes-Barre, Pennsylvania. The Office of
Hearings and Appeals administers the nationwide hearings and appeals program for the Social
Security Administration in 132 sites. The Appeals Council, located in Falls Church, Virginia,
may review hearing decisions.

The States operate 54 State Disability Determination Services (DDS) offices nationwide that
make disability determinations on Disability Insurance and SSI disability cases. About
14,000 people were on duty in the DDSs at the end of 1995,
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PARTINN® - = = =
SSA's PLANNING FRAMEWORK

SSA’s Mission & Goals

Throughout its 60-year history, SSA has beld fast to 1ts basic mission to pay the right amount to
the right person at the right time. SSA’s currant stratcgu: plan, which was published in 1991,
presents this mission statement:

To administer national Social Sectrity programs as prescribed by legislation, in an
equitable, effective, efficient and caring mamner.

To achieve the mission, SSA has orgamized its major initistives around three major goals:

®  To Rebuild Public Confidence in Social Security
= To Provide World-Class Public Service
L To Create a Supportive Environment for 88A Employees

Goal: To Rebuild Public Confidence in Social Security

Public support of the Social Security programs is critical 1o their success, and the programs enjoy
a large measure of support. A recent poll by the American Association of Retired Persons
showed that 62 percent of respondents believe Social Security is one of the most important
government programs. Fully 87 percent believe that the program should be continued, and

73 percent said that, if Secial Security were made an optional program, they would choose to
participate.

Unfortunately, opinion surveys show that the public’s confidence in the future of Social Securnity
is at an all-time low. SSA is working to understand the sources of the public’s low confidence
and pursuing activities to raise it. We intend to identify the issues that are of concern to our
customers and address each of those issues in the best way possible,

Because confidence derives from a variety of factors, addressing the confidence issue will require

a multi-faceted approach. At present, the approach is moving along four very different but
imporiant avenues:
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Increasing public knowledge about the Social Secumy programs - Information gathered both
directly and indirectly from our customers suggests that the public’s Tack of confidence in Social
Security is strongly related to a lack of understanding about the Social Security programs: what
they do, how they work, the part they play in people's lives. ‘Ta 'address this lack of
understanding, SSA has initiated & major campaign to educate the public. Several key areas of
importance have been identified, and SSA's messages to the public will focus on these themes,
They include the following:

= Social Security programs--gxplaining survivors and disability benefits, the

availability and importance of ?EZBE.S and that Social Security is for people of all
ages.
. The concept of social insurance--what Social Stéurity means 1o sociéty, h::;w it

has helped millions of people, that it provides a base to build on.

o Funding issues~how SSA uses only about | percent of Federal Insurance
Contributions Act (FICA) taxes collected for adminisirative expenses, how the
trust funds work.

L The need for a Social Security program -~ its history and its rationale.

The approach will be varied in order to reach the many audiences whose opinions are important;
focus group discussions have already been held among different age cohorts to determine what
the public knows, what they believe they need (o know, and how they would like 1o get Social
Security information. Examples of the components of this multifaceted initiative inctode &
multi-media (TV, radio, and print) public-service campaign designed to encourage people to
request additional information about Social Security; a Commissioner's Roundiable to generate
discussion with business leaders; and expanded teacher's kits to spark questicring among the
nation’s high school students. (See Part VII, Key Initiatives.)

The issues around public confidence include concerns among members of the public about the
method and adequacy of long-term financing. One way to address these concerns is to facilitate
‘discussion around how best to maintain a national system of social insurance. For such a debate
to take place, a well-informed public is vital, and S88A's public information campaign is intended
to help ensure the necessary base of information and understanding.

Continuing implementation of the initiative 1o issue S8A-Initiated Personal Earnings and Benefit
Estimate Statemenis {known as PEBES) ro eligible individuals, which was mandared by the
Onmibus Budge! Reconciliation Act of 1989, as amended in 1990 -- The legislation requires SSA
to issue first-time statements in FY 1993 1o individuals age 60 and older and in FYs 1996-1999
to persons who turn age 60 during those fiscal years. Beginning October 1, 1999, the process
must expand to include workers age 25 and older and must be repeated annually,
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PEBES are expected to help rebuild pubht: confidence by increasing individual awarencss of the
benefits that Social Security will provide and by including potential beneficiaries in a pmcess to
ensure that their records are maintained correctly. SSA will acéelerate the legislated™ ™
implementation schedule as resources allow. This will permit us to réap the benefits of improved
public knowledge earlier and to spread the operational impact that is expected to result from
PEBES, Because the initial statement is likely to be the first time an ihdividual will view his/her
own Social Security record, most inquiry and correction workloads are expected to oceur as
initial statements are received. Releasing as many initial statements as possible before the annual
issuance process begins in the year 2000 will mitigate the impact of these workloads at that time,

Pursuing new inftintives intended io reduce the incidence of fraud and abuse -- S5A has always
treated program and financial integrity as a high priority. New challenges call for renewed
aftention to fraud deterrence, detection, investigation and prosecution. In addition, better efforts
must be made to collect the money owed to SSA for whatever reason, including fraudulent
activities. The esiablishment of an Office of the Inspector General specifically for 8SA, a result
of independent-agency status, will provide greater attention to investigating and prosecuting
cases of fraud and abuse. A coordinated Agency program is also being established to idemtify
and implement particular process improvements to address the issue. {(See Part VI, Key
Initiatives .)

Addressing the financing issues - The FY 1993 Social Security Trustees’ report estimates that
the combined OAST and DI gust funds will be exhausted in 2030, While we do not have an
imminent ¢risis, we do owe 1t to today's younger families and 1o future generations to start
determining how we will extend Social Security's life span farther into the twenty-first century
and beyond. History has shown us that successful efforts to reform the Social Security system
are the fruit of careful evaluation, bipartisan concern, and dnscussmn of the issiies among the
Congress, the Admzmstranon and the public. ‘

Goal: To Provide World-Class Serviee

SSA's five core business processes--enumeration, earnings, claims, postentitiement and
inforoing the public-all relate directly to the services SSA provides to the American people.
We provide those services using, in varying degrees and for various purposes, six service
delivery interfaces: face-to-face service provided directly by SSA, telephone service in the field
office, telephone service over the 800 Number, service through the mail, service provided by
third partics and automated self-service. As many as 87 percent of SSA's employess perform
direct service 1o the public, in addition to all of the State DDS employees; and virtually all other
SSA employees provide support to the front line.
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SSA is dedicated to providing world-class service to all of the people it serves. In basic terms,
world-class service is defined as service equal or superior 10 that provided anywhere in the
comparable public or private sectors. S8A has always been committed to providing its custom-
ers with service that ig of the highest quality possible, and we have done an exceptional job
consistently over the years. In fact, SSA’s enumeration process exhibits world-class aspects of
service. Customer satisfaction, as measured i numerous surveys, remains very high, and §8A’s
accuracy in providing basic services.-particularly enumeration and the paying of benefitg--are -
exemplary. SSA continues to provide caring, courteous service to all ifs customers, '

In order to pravide world-class service, SSA is paying greater attention 1o what our customers
actually say they want. Customers have indicated (through a variety of feedback mechanisms
described in Part IV} that they expect SSA to do more than issue benefit checks accurately and
on ume.

~ 1n addition 1o what the customer says, SSA holds imporiant beliefs about what “world-class”
means. For instance, 88A has'commitied to ensuring equity of service across geographic lines,
program lines, and demographic lines. One important thrust is improving service to our many
non-English speaking customers. And we know we must treat all of our customers with equal
care and constderation,

In each of the programs SSA administers and through each available service delivery interface,
providing this level of service involves different challenges. But in every program and across
every interface, the goal is the same: 10 provide worldclass service to every customer, every
time.,

Goal: To Create a Supportive Environment for SSA Employees

Serving our customers well requires that SSA’s key resource, its emplovees, have a professional
working environment that makes available the tocls and resources its employees need to do their
jobs effectively and efficiently. Beyond the concern with employees’ impact on service,
however, lizs SSA’s conviction that employees deserve opportunities for an enriching career.
Employess will be treated as whole persons whose job is but one, albeit important, thread in the
fabric of their lives.

Technology advances can also present challenges to work-force management, and SSA is
beginning to plan for the technological evolution of jobs to ensure that SSA can accommodate
employees whose jobs are impacted by automation. An example of how we are addressing the
issue is the initiative underway to combine a large number of clerical positions into one generic
jobtype. Another example is the implementation of 3 cross-functional team approach to
handling projects and workloads,
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SSA values the contributions of employees to Agency decisionmaking and recognizes the
importance of making Agency decisions at the lowest level possible in the organization. We are
continuing our search for the best ways to ensure that employees have the latitude they need to
perform their work effectively and efficiently and to remove the barriers that impede their ability
to do so. An important step in this direction was the establishment of an active National
Partnership Council with the American Federation of Government Employees that addresses
major issues at the Agency level and component fevel partnership councils that complement that
effort further down in the organization. In addition, major Agency efforts, such as the redesigns
of the disability and the policy processes, engage both management and Union representatives in
recommending how SSA will perform critical work.

The Unified Planning System

SSA has a strong, mature Agency-level planning system, Known as the Unificd Planning
System (UPS), rwo of its major components are the Agency Strategic Plan (ASP) and the
Planning and Budgeting System (PBS).

The ASP has been the comerstone of all major planning efforts at 358A. Through its long-range
aperational vision, commitments, service delivery goals and strategic priorities, the ASP has
established the fundamental course of action embodied in SSA's major initiatives. The PBS
details the process by which Agency-level tactical plans and related budgets are developed. The
Business Plan reflects the important plarming activities that take place in the PBS.

As useful as the current planning construct has been, it is continuing to evolve 10 meet SSA's
needs for a comprehensive system of strategic management. The need 1o respond to new
knowledge, changing circumstances, and unforeseen intervening variables requires greater
emphasis on the balance between long-term thinking and short-term action. SSA will continue to
plan for the long term within an environment that permits flexibility and promotes strategic
thinking. To create such an environment, SSA is pursuing an ambitious strategic management
agenda that includes the following activities:

Renewed Environmental Scanning — SSA has begun an environmental assessment to identify the
probable impact of projected demographic, social, economic and technological change on the
Agency. The analysis will also include # proiection of changes in the service expectations of
SSA’s customers as service levels change at S8A and elsewhere. An important expected
improvement in the strategic management process will be the enhancement of SSA's ongoing
tapacity for early identification of environmental variables to which the Agency should respond.
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Redesign of the Planning Systen -- SSA is assessing the performance of its current Agency
planning system and the value it provides to its customers. Part of SSA's strategy will be to
examine planning systems in use in other public and private sector organizations to draw on their
experiences and identify the best systemn features far adaptation to'SSAL The systerm will be
redesigned to ensure that it supports timely creation and integration of plans driven by
performance targets and facilitates the development of a budget based on them. This will ensure
that business planning becomes a central, permanent part of the planning system and that the
Business Plan and other documents emerge as appropriate from our strategic management
activity.

An imporant new feature of the planning system will be a process to strengthen SSA's policy
analysis and development function. The need for this strengthening was a major finding of the
redesign of the policy process {described in Part VII}.

Process Documentation and Arplysis -- SSA has documented four of its five core business
processes as they are practiced on the front lines of the Agency today, This baseline will be
tested for computer simulation modeling to facilitate future analytical and process redesign
efforts, Each business 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 cumrently be delivering good service, it still may be possible to find more
efficient methods of operating. Ways 10 improve efficiency, while still keeping service levels
high, may be possible, In some cases, opportunity analysis is expected to indicate that
incremental improvement is unlikely to reap required benefits, so the effort may become the
basis for future reengineening projects.

Executive Information System -~ $8A is building s new system for collecting and reporting
information about the progress of major Agency initiatives and the attainment of Agency
performance objectives, The system will be used to inform the Executive Staff about the utility
of the initiatives being pursued and to support their ability to make decisions for corrective
action. It will also be used as a tool to foster accountability within the strategic management
Process.

These activities are critical to the further development of S8A's comprehensive sirategic
management system. When the results are added to the service standards and performance
measures being developed as described below and blended with the fiscal outlook, executive
vision, and employee participation, they will provide a significant base of strategic thinking that
will be documented in SSA's refreshed ASP and translated into optimal business planning in
future years. The refreshed ASP will be in full compliance with the Government Performance
and Results Act (GPRA). The GPRA requires, among other things, that Federal agencies have
published a strategic plan by September 30, 1957, and it speciifies the information that the plan
should comprise.
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Performance Measures
. Wit ae Bat ¢ . Lvhezea eeielii dED y
The current ASP mciucics qtzamxﬁed service delivery goals and objectives to gzzzéc SSA‘
business planning. We continue to evolve in this area--incorporating customer input in the
formulation of measures and moving toward better measures of the cutcomes of Agency action
rather than simply inputs and outputs. -SSA recently completed participation as a pilot agency
under the provisions of the GPRA that deal with performance measurement. Performance
measures were prepared and submitted in the form of annual performance plans for FYs 1994,
1993, and 1996, These efforts helped us develop a set of transitional measures and associated
goals for FY 1997, which are shown in the table on the next page. Related output measures for
several priority workloads are also included and annotated by an (*).
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Perce czf pﬁbilc very well mformed" “fairly well informed™ about Social 62%

Security ,

* Number of PEBES issued upon request and automatically by §SA - 14 000,006
I Goal: World-{;‘im Stw‘ ) _— W‘i N ) o

Overail ) |

Percent of people who rate SSA service as courteous or very courteous 90%

Percent of peaple who rate SSA service a5 good or very good R2%

Enumeration )

Percent of 88Ns issued within 5 calendar days after receipt of needed 97%

information

Earnings

Peroent of eamings items posted correctly 28.8%

OASISST Aged Claimns

Percent of OASI claims pa;d when due or within 13 days from effective filing 83%
date

OAS] initial payment accuracy rate 25.2%

SSI initial payment accuracy rate v v_ 94%
OASUSSI DI Claims

Percent of DI claims decided within 6 months after onset or within 60 days after  55%
effective filing date, whichever is later

Percent of §S] disability claims decided within 60 days of filing, 30%
* Number of DI and S8 initial disability claims processed 2,415,000
Percent of DDS decisional accuracy 87%

Percent of hearings decisions made and notices sent within 120 days of filing for  15%

* Number of hearings processed $50,000
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GoaliPerformance Measare FY 1997 {laul
| Postentitiement

Percent of budgeted CDRs processed o completion T | 100%

* Number o\f CDRs processed {including work.related)’ 864,000

Face-to-Face Service

Percent of public with an appointment waiting time of 10 minutes or less ina 84%

field office ’

Percent of public without an appointment waiting time of 30 minutes or less ina  72.7%
field office

8800 Number Telephone Service

Percent of callers who reach 800 Number within 5 minutes 5%
Percent of calls handled accurately 97.2%
Mail

Percent of people who find SSA mail easy or very easy 1o understand 75%

Goal: Supportive Environment for Employees

Percent of direct service emplovess with intefligent workstations, connected o s Y 2
Joca! area network

Number of under-represented equal opportunity groups that came closer to pasrity & of 6
with civilian labor force

S$SA is now focusing iis energies on developing a comprehensive set of Agency-level measures
that will guide planning and budgeting in FY 1998 and beyond. Once in place, this wide range
of measures will reflect the basic mission of SSA. The matrix of performance measures will be
used for the first time as we develop plans in the FY 1998 budget cycle.

! Depends on passage of legislation proposed by the President which would adjust discretionary budget caps and
thas premnit the effocation to SSA of an additional $320 mitlion for the purpose of achieving this goal,

* This goal will be set once the contract award date for the purchase of TWS/LAN is known,
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PART IV
CRITICAL ELEMENTS OF SSA'S
STRATEGY

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 S5A activity, Inthe
planning year just past, developments which validate yet also suggest modification in the SSA
business approach have emerged in cach of these drivers,

Qur Customers' Expectations

in the September 1594 status report of the National Performance Review, SSA was highlighted
as an agency "putting the highest premium possible on customer service.” Determined fo
strengthen that commitment, SSA is continuing a reorientation toward excellence in service gs
defined by the customer, rather than as defined by the Agency. SS5A views this customer focus
as absolutely critical to achieving the goal of Praviding World-Class Service.

A number of general themes, which customers repeatedly identify as important, have emerged
from SSA’s extensive customer survey activities;

" Anral surveys by SSA's Office of the Inspector General (OIG) report that most
custorners are satisfled with the service provided by S8A, although customer
satisfaction with the disability program is significantly lower than for other §8A
programs, Keying from these findings, for the coming planning period $SA
continues to focus resources and improvement initiatives on the Disability
Insurance and SSI disability programs, with particular investment in the progress
of the Disability Process Redesign.

= GIG's FY 85 Client Sausfaction Survey noted a strong comelation between
customers’ ratings of staff courtesy and their overall satisfaction with 85A's
service. Since being treated with courtesy is an important characieristic of service
for most of 8SA's customers, the Agency works toward maintaining or improving
performance in this area.
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Customers feel that having a choice in how they deal with 8SA is zmpcﬁariz.
Although some groups prefer face-to-face servics for filing claims, an ever
increasing number prefer to use the telephone for non-claims business and would
like 884 to provide additional services through its 800 Number. Focus groups
condusted in 1995 also indicate that customers--particularly those in younger age
groups--would like to do business via kiosk and Internet, Providing the choice
customers are seeking is a primary impetus in 4 range of S5A key initiatives,”
particularly those associated with Electronic Service Delivery, where a variety of
aliernative access technologies are being developed and tested.

Ready access to SSA's services is important to customers, People want minimal
waits in field offices and fewer busy signals when calling the 800 Number. SSA
is addressing these customer expectations in part through activities which will
redeploy resources from management and staff support positions into front-line
service jobs, and process improvement activities which will free up resources for
the same purpose. Alse, under a new series of ielephone service improvement
initiatives, by FY 1997 SBA expects 95 percent of callers to get through io the
800 Number within 3 minutes of their first try.

Customers are most satisfied when transactions are completed with one call or
visit, whether they are visiting a field office or calling the 800 Number. Many of
the major initiatives described in this Plan are geared toward providing the
information and systemns that field and 800 Number staff need to meet this
customer expectation {e.g., online access to State vital statistics records). In
addition, over the next 2 years SSA will be exploring and acquiring technology
that will enable complex 800 Number requests to be transferred from teleservice
representatives to staff who have the specialized skills needed to serve the
customer compietely,

When business cannot be completed at the initial contact, customers would prefer
to deal with the same SSA employee throughout whatever process is involved,
SSA is first responding to this preference for a single point of contact in the
Disability Process Redesign, where the Disability Claim Manager (DCM) is a key
feature of the reengineered process, and in the next vear S88A will be testing
transition scenarios toward full implementation of the DCM. For nondisability
areas, a 1996 SSA workgroup will begin analyzing how best 1o satisfy this
cusiomer expectation.
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& $5A should be able to provide "one-stop shopping” for benefits from other-
agencies’ programs and a wider range of off-site services, according to focus
group participants. The National Performance Review also noted a similar need.
S8A is working toward this in initiatives with other Federal, Stata and local
agencies. . . . ,

These basic customer expectations were reaffirmed in customer evaluation-activity conducted
aver the past year. SSA's Office of Program and Integrity Reviews' {OPIR) Customer Survey of
Initial Awardees found the same high satisfaction with $SA service overall, and considerably
lower satisfaction levels when digability clalmams were considered separately. Also, the survey
found: .

» All types of customers cited job knowledge, assistance, and courtesy as the most
imponant aspects of SSA's service,

o Disability awardees included processing time as a top priority, and the study
found that many respondents would be satisfied if SSA could meet the Disability
Process Redesign ultimate goal of 60 days for initial disability decisions.

u Satisf etion with current appeals processing times was subszantiai ly lew&r among
all customers.
LJ All customers have a strong preference to be served by appointment,

To support SSA's ongoing commitment to Providing World-Class Service, O1G will continue to
conduct annual surveys by matl of SSA custorners having & recent, significant transaction to
determine their overall satisfaction with SSA's service and their assessment of various features of
the service they received from SSA over the past year, Also, OPIR conducts comprehensive
surveys of selected customer groups to obtain detailed feedback on specific SSA processes that
impact the public, such as filing a claim for disability benefits, applying for a social security card
and calling the 800 Number.

Focus groups provide feedback on proposed changes in service delivery and on new public
information products. Staff responsible for the Agency's notice policy use focus groups to test
significant changes designed to improve the quality of the notices SSA sends to customers.
Other focus group testing will soliclt public input on such important topics as unpiemcntatmn of
88 A’s new disability claim process.
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SSA has developed a comment card and other survey instruments for use by local office
managers to assess their customers' nzeds, to enhance the service that they deliver, and to provide
appropriate feedback and training for their staff. In addition, an agency level workgroup is
exploring ways SSA could institutionalize a process to systematically identify causes of
customer dissatisfaction and to propose solutions. Al of these activities will provide SSA witha
constant flow of up-to-date information on the Agency's progress toward its goal to provide
world-class service. o

Based on the earliest survey activity undertaken to find out what customers wanted, SSA
established a set of customer service standards. These standards, shown on the next page as
published in September 1994, are specific commitments that S5A has made to respond to the
expectations of customers and stakeholders. The standards by no means represent all that 584 is
doing, or needs to do, 1o deliver world-class service.
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'SSA’s Customer Service Pied{ge' e

We will administer our programs effectively and efiiciently 10 protect and maintain the Social Security
trust funds and to ensure public confidence in the value of Social Security. We are committed to fair
and equitable service to our customers, We pmmise to respect your prwacy and safeguard the
information in your Social Security recerd.

arida

We are equally committed to providing you with worid-class public service. When you condugt
business with us: .

®  We will provide service through knowledgeabls employees who will reat you with courtesy,
dignity and respect every time you do business with us.

»  We will provide you with our best estimate of the tme needed to complele yout request and
fully explain any delays.

» W will clearly explain our decisions so you can understand why and how we made them
and what to da if you disagree.

*  We will make sure our offices are safe, pleasant, and our services are accessible,
¥ When you maks an appointment, we will serve you within 10 minutes of the scheduled time,
¥ you request a new or replacement social secwily card from one of our offices, we will mait
it 1o you within § working days of recaiving alt the information we need. I you have an urgen!
need for the social secunity number, we will 18l you the number within 1 working day.
We know that you expect world-class service in all of your dealings with us. Today, we are unabls o
meet your expectations in some areas, hut we sre working io change that We are revising alf our
critical work processes to make them simpler, quicker, and more custormer-frendly, When we
redesign our processes, you can expect, '
B When you call our 800 Number, you will get through 1o it within § minutes of your first try.

Today we often are not able to meet thys pledge. During our busiest days you will get a
busy stgnal much of the time.

= When you first apply for disability benefits, you wili get a decision within 80 days.

Today we oflen are not able to meet this pledge, but we are getting better, In 1994, we
muade disability decisions 2 weeks faster than we dud in 1992, We do pledge lo prve yvou our
best estemate of how long it will take to get your disability decision at the time you apply.
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Although customer survey activities to date have iargeiy focused on the goal of Prawdzng World-
Class Service, customer input is also s primary driver of 5SA planning to achieve the goal'of
Rebuilding Public Confidence in Social Security. Public confidence surveys conducted by.
organizations outside SSA have shown a decline in public confidence in thc programs over the
past few years. To validate and yield further insight into that apparent trend, SSA has been
conducting various activities to elicit customer concerns and preferences. Specifically:

- In 1995, focus group participants told SSA that public confidence in the Social
Security program is low and there is generally poor knowledge of the program. In
particular, younger participants voiced the concern that trust funds will not remain
solvent long enough for them to receive benefits or that Social Security isnot a
good investment. In response lo these findings SSA has developed a
comprehensive plan to address confidence issues, including a major new public
information campaign.

. A 1995 OPIR survey provided more structured data which confirmed the public
confidence problems and identified areas where the public lacks information
about 88A programs. This information is being used to fine-tune the SSA plan-
for Rebuilding Public Confidence. :

" SSA expects to conduct focus groups tn 1996 to leam whether the messages SSA
conveys through public information materials are responsive to customer concerns
and information needs. Again, findings will feed into the plan for Rebuilding
Public Confidence.

To support the SSA. goal to Provide a Supportive Environment for Employees, employee focus
groups were conducted in 1993 around internal communications issues and concerns, We
learned that employees want cornplete and timely information about personnel and
prganizational issues that affect them. In addition, field emplovees who deal with the public and
the media need more information about breaking news iterns such as financing concerns,
controversial Court cases and prisoner-related fraud. They liked the use of national electronic
mail to deliver information immediately to the employee desktop and asked that the IWS/LAN
infrastructure be accelerated so that every employee can be connected to this network. On the
basis of this feedback, S8A has greatly expanded the use of E-mail Commissioner's Broadeasts
o provide the information requested.  As the new infrastructure is acquired and installed, we
will be sble to reach every desktop with the on-timg news that is needed. In 1996, additional
focus groups will address the full range of employee concerns, mcludmg working conditions, job
satisfaction, training and tools.
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The Resource and Workload Challenges N
The second critical driver of SSA's direction is the tension between growing workloads and the
need in the current fiscal environment 1o reduce the size of the workforce overall.

» Disability claims will continue to grow, although at a slower pace than projected
in the vear just past. By 2001, the number of disability claims and hearings filed
annually will be 10 percent and 4 percent higher, respectively, than they were in
FY 1955,

= Calls received by the SSA 800 Number are expected o increase from 62 million
in FY 19953 o 78 milbon in FY 1997, »++1 . s

» Postentitlement workloads will increase by about 11 percent aver the FY 1994-
2001 peried, approximating the growth in 85A's beneficiary population. Included
in these workloads are two major disability workloads:

- §S81and DI CDRs performed will increase from 285,000 in FY 1995 to 575,000
in FY 1996, and 10 864,000 in FY 1997, This increased level of effort depends in
part on passage of legislation which would adjust the discretionary budget caps
and thus permit allocation to 8SA of additional funds.

- Provisions of potential welfare reform legisiation that affect the 881 program
could create substantial additional work for §SA.

= SSA will provide SIPEBES to increasingly larger segments of the population.
The increased issuance of SIPEBES is expected 10 generate fo! iaw«-up wark in the
form of public inquines ami requests for earnings corrections,

While facing these growing workload demands, over the past planning year SSA has made good
progress toward the 1999 goal 1o redirect over 1,900 staff support and staff supervisor positions,
and to reduce 3,100 operational supervisor posttions (2 30 percent reduction in these latter jobs)
for a total stafffsupervisory position reduction of over 5,000 positions.

SSA has already met the 10 percent target for reduction of G8-14 and above jobs, supervisory
positions have already been reduced by as much as 60 percent in some argas, and compongnts
report that most other guantitative goals (such as reducing headquarters staff, reducing control
staff, and increasing the supervisory ratio throughout the Agency to 1:15) will be reached
gradually by 1999,
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Although disability workload growth has slowed compared to the rate projected in the last
planning cycle, the implications of that somewhat slower growth combined with the dramatic
growth which has already occurred over the past 3 years are still severe when reduced resources
are considersd. SSA's customers would without question face unacceptable deterioration in most
service areas if the Agency were to continue to process work as it has in the past,

The Business Aﬁproach

Through the planning cycle just past, the SSA business approach has become more fully
developed. Streamlining initiatives are now integrated into ongoing management practices and
are not considered a separate element in the business appreach. Two powerful alternatives will
allow SS5A to keep up with workload growth, overcome resource constraints, and improve
service levels in targeted arcas. With an enterprise-wide focus, SSA will determine where 1o
focus on continuously improving agency operations. In areas where the 1echnigues of continuous
improvement cannot reasonably be expected to yield the productivity or service advances
needed, processes will be reengineered to produce more dramatic changes in customer service
and to function more efficiently, Under either alternative, SSA increasingly emphasizes the
evaluation of projects on a cost-benefit basis to provide more solid decisionmaking and to
enhance the quality of our planning.

Continuous Improvement

SSA has a successful track record in improving and autorating work processes to gain greater
efficiency and create service improvements. In particular, automation projects and procedural
changes have been key to 8SA’s ability to downsize by substantial numbers in the past, and have
freed up resources to invest in workload growth and service. For example, moderpization of the
title 11 claims system in the late 1980s helped SSA to downsize by 20,000 employees while
improving service to ¢laimants.

Continuing what has worked well in the past, one strategy of $8A's business approach is an
ongoing program to idemify processes in need of adjustment or susceptible to improvements
which can yicld better service or resource savings or both, As part of that ongoing review, $SA
also reviews processes to identify activities which can appropriately and more effectively be
conducted by other agencies or private sector parties, and those which should be discontinued
entirely to save agency resources and move toward government that works better and costs less.
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Consistent with past improvement activities, this Business Plan outlines a range of initiatives
expected to yield resource savings of over 5,000 FTEs in FY 1999, when compared to the .-
resources we would nezd if we made no change in our process or productivity. Most of the
savings yielded by continueus improvement will be reinvested within direct workload
operations.

Reengineering

Business process reengineering is the second strategy in S8A's two-part business approach, The
Agency uses reengineering in circumstances where business processes are dysfunctional or
performing 50 poorly that continuous improvement techniques cannot be expected to yield
encugh improvement, and where dramatic improvement in cycle time, process cost, and
customer satisfaction are needed. SSA also expects process reengineering to produce savings of
about 5,000 FTEs (in addition 1o FTE savings from continuous improvement initiatives) in

FY 1999, :

Disability Process Redesign -- SSA was among the first public-sector organizations to
successfully initiate business process reengineering, and we are making progress in
implementation of our first major-scale reengineering initiative, a redesigned disability
determination process (described and updated later) that will prove on implementation that
complex government operations can deliver dramatically befter customer service at lower cost.
Compiete implementation and the eventual success of the disability redesign are dependent on
the timely installation of the IWS/LAN technology described later in this plan,

FPolicy Process Redesign - A second process redesign was completed in 1995, and
implementation is now underway. This initiative is alse explained in more detail in Part VI,
Key Initiatives.

Enterprise Reenginecring -- Bven as reengineering implementation work is proceeding on the
massive Gisability determination process, and on the policy development and dissemination
process, SSA will be taking on new process innovation challenges through an initiative known as
"enterprise reengineering.”

Enterprise reengineering will use customary Busingss Process Reengineering (BPR) concepts
such as process orientation, customer focus, zero-base thinking, and questing for dramatic
improvements in service and efficiency. However, rather than considering new reengineering
work on an ad-hoc basis, new projects will be initiated in a continual manner until such time as
core programmatic processes have been optimized,
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A baseline, documentation of SSA core programmatic processes has been completed. Utilizing
information from that effort and from other analyses, SSA is currently assessing enterprise.
reengineering opportunities, and Agency leaders are now determining the priority for individual
projects. \ »

Priority selections will be made after considering a number of variables including the current
performance level of a particular process, and the amount of resources a particular process
currently consumes.

Once priority areas for process innovation have been idemtified, cross-funciional teams will be
recruited, trained in the SSA reengineering methodology, and then empowered to re-think
traditional operating practices. All reenginecring teams will be governed by a single set of
design parameters to help ensure that process innovations are congruent, and that changes can be
implemented in a reasonable amount of time.

Key Enablers

Three key enablers, the SSA/DDS Workforee, Technology, and a Changed Managerial
Environment, are factors of such fimdamental importance that the SSA business approach cannol
succeed without them. Each of the enablers is dependent to some extent on the other two, and
the investments required by the enablers will return significant improvements in servicéand
efficiency.

The SSA/DDS Workforce

Over the past several years, the Commissioner of Social Security has repeate{iiy: affirmed the fact
that the SSA and State DDS workforce is the most valuable and enabling resource of the Agency,
and one of the three overarching goals the Commuissioner has established for the Ageney is to
Creare a Supportive Environment for Employees. Technically skilled and customet-focused
today, employees nevertheless face a period of profound change as customer expectations
coupled with static or diminished resources drive the Agency toward fundameuntally altered ways
of doing the public business.
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S5A has wken some imporiant steps over the last several years to create a supportive
environment. One of them, the provision of enabling technology, has been taken in part with the
introduction of the IWS/LAN computing platfonm and such applications as on-line programematic
instructions and the approach to information retrieval that relies on integrated files of client data,
These technology advances help employees make decisions and respond immediately to client
issues and questions, thereby giving them greater mastery over the job at hand. A survey of sll
employees was condugted to obtain their views on SSA's service delivery construet, and the
resulting database is used regularly in Agency improvement efforts. 88A also has put in place,
where possible, a wide variety of employee benefits, such as flextime, altemate work schedules,
child care and fitness facilities, a national ¢lder care referral program and the services of 2
Career-Life Resources Center, .

As business processes are reengineered, it is fikely that jobs will be less specialized (2.g., a
disability claim manager as envisioned in the Disability Process Redesign). That means a more
flexible workforce; for example, there will be more employees available to handie 800 Number
calls on peak days. It also moves to fulfill a $trong desire (expressed by SSA customers in focus
grouns) to be able to deal with one employee throughout the course of even complex business
transactions. In order for employees 10 assume more generalist positions, they must be supported
by modern workplace tools such as IWS/LAN, and expert systems software. Otherwise, the
breadth of knowiedge required by complex program rules, and the time demands frory handing
off work between z chain of specialists, will be overwhelming.

A growing number of employees possessing a broader range of skills, coupled with technology,
will create expanded flexibility in the placement of work, and in the $SA environment movabie
workloads being done in unaccustomed places will become more rule than exception, While
SSA has a long tradition of shifting work to equalize processing times, int the past this has
primarily involved movement between like organizations such as the processing centers. Today,
traditional field operatiens work of answering 800 Wumber telephone calls is done in processing
centers and direct service units at S8A headquarters, and hearings decision-writing, once limited
to the Office of Hearings and Appeals, is underway in special units established throughout the
SSA regions and headquarters to assist with the short-term peak workload,

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, The success of streamlining, which reduces the number
of supervisors, rests on the premise that employees will be well trained and retrained as they
need to be redepioyed to different work.



\h\' “C‘o

.. 46 Social Security Administration | ’a Tlﬂ
. 1-

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

Employees are increasingly concerned with wellness issues, and in balancing their personal -
needs and career demands. SSA will continue to provnde 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. :

Over the years, many practices, programs and initiatives have been implemented to upgrade and
enhance security in SSA offices nationwide. However, legislative and program-related changes
(such as termination of benefits for people disabled because of drug addiction and alcoholism
and the changing role of the claims representative under the redesigned disability process) may
impact the Agency-client relationship. These changes have already created a heightened concern
for the security of employees in public contact jobs. While SSA has a solid base of security, it
will be necessary to invest in new approaches to assist the Agency in carrying out its mission,
delivering world-class service and ensuring the integrity of SSA's programs while also ensuring
the safety of employees, clients and visitors.

Demographic forecasts suggest that, as we move into the new century, the size of the American
workforce will begin to shrink. Additionally, the composition of the workforce will be changing,
including more minorities, more non-English-speaking people and more working women.
Positioning to meet these challenges makes sound business sense and will be a major emphasis
over the next 5 years. Specifically, SSA plans to:

s Provide satisfying work, a professional environment and growth opportunities to
attract and retain the best and the brightest in the American workforce.

. Provide support service and flextime/flexiplace options so SSA is able to draw
upon the pool of single parents, people with disabilities and other groups which
may need special accommodations to enter the workforce, .
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Technology i - ,
While the SSA workforce is SSA’s most valuable asset, technology runs parallel in importance
because 1t is essential to the effectiveness of that workforce, and indispensable 1o the success of
the $SA business approach, In order to meet growth in both customer expectations and
workloads, and improve or maintain service while satisfying staffing and streamlining goals,
$SA must use enabling technology to support improved or dramatically altered processes which
simplify, speed, and climinate tasks, and free employes time for the more complex activities
which are not susceptible to simplification or automation. Beyond providing employees with
state-of-the-art tools which will aliow them to deliver world-class business service in the near
term, technology opens up exciting new future possibilities for doing business with our -
customers in noniraditional ways such as via Internet. SSA’s strategy for application of
technology over the next 5 to 7 years can be found in detail in the SSA Information Systems Plan
(ISP), a comparion document to the Business Plan. The following are the major technology
development themes on which SSA's IT resources will focus during the planning period:

The IWS/LAN - The single most important initiative on SSA’s technology agenda is acquisition
of the TWS/L AN infrastructure. TWS/LAN is the basic foundation for critical initiatives and
redesign activities throughout Agency business processes and service delivery interfaces, and as
a consequence IWS/LAN is the linchpin for both 8SA’s customer service program and the entire
business approach, Without IWS/LAN, many of the productivity improvements SSA is counting
on will not materialize. Without IWS/LAN, full reengineering of the disability process cannot
take place and most of the processing time reductions and other improvements projected in the
redesign will be lost. And without IWS/LAN, there is no platform to support the enterprise
reengineering and continuous improvement efforts necessary to meet the expectations of ocur
customers. Equally important, IWS/LAN is required to replace 5SA’s aging network which, if
not replaced, will jeopardize the performance of a wide range of current business processes,
including claims taking and providing service to $00 Number callers, Over 80 percent of the
equipment pow in place has already exceeded its planned life, and all of this equipment will be
well outdated by the time IWS/LAN can be installed,

Among the critical capabilities that IWS/LAN supports are the "paperless” processing of claims
and postentitlemnent information and the automated transmission of this information 1w wherever
the appropriate employee happens o be located. Having the capability to move the work,
without manual handoffs, to where the employees are is essential both to reducing overall
processing times and to meeting other customer needs in a streamlined S8A. ITWE/LAN will
permit S5A to use other complex tools such as expert systems, and will improve the gvailability
and timeliness of information to employees and appropriate users.
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Even without the more sophisticated capabilities, IWS/LAN <¢an provide immediate benefits to
field offices struggling to improve productivity with insufficient numbers and quality of personal
computers, Most SSA field offices have few personal computers, and these are primarily older-
technology machines, with slower speeds and substantiatly 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. Today, employees lose time on tasks
ranging from producing professional quality notices to complex computations to quick access to
reference manuals and procedures, The use of electronic mail has been restricted in training,
public information and administrative processes, and its value in sharing information and easing
communications between employees to improve customer service and create an atmosphere of
employee empowerment has to date been minimal,

Given the pervasive relationship of the IWS/LAN inititive to the entire range of SSA business
processes and service interfaces, it is impossible to overestimate the potential contribution of this
initiative to SSA’s major goals. By providing options for advanced process redesign, IWS/LAN
creates options for dramatic improvements in service delivery to move the Agency to world-class
service, IWS/LAN couples a superior technology with simple tools for communicating,
delivering major improvements in 88A’s messages to and between employees and the public and
providing a foundation for rebuilding public confidence,

And finally, IWS/LAN creates a technical environment for development of the single point of
contact our customers seek, and so offers a framework for employee empowerment and
development.

Detailed mformation about the IWS/LAN initiative, including dollar benefits, schedules, and
deployment strategies, can be found in Pant VI, Key Initiatives. '

Applications Development for the Local Platform - Although 5SA continues io achieve
significant service and efficiency improvements through expansion of mainframe applications,
the emphasis is shifting as 35A begins 1o deploy the cooperative architecture. Over the next

§ years, S8A's applications development strategy will focus on designing and implementing the
initial applications o run on the local platform. The first and most important programmatic
application is the Reengineered Disability Svstem {RDS), which will bring long overdue
automation 1o S5A's disability process. Several administrative applications, such as the
Automated Tune and Attendance System, are also being developed for the local platform, (See
Key Initiatives, Part VI, for more detailed information about RDS.)

Other important elements of the applications development strategy will be:
®  Building new methods, skills and knowlédgc for systemn developers and users,

» Evaluating all applications and determining the architectura] tier to which each
should be assigned.
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® Developing a strategy and implementation plan for distribution of software and
data.

Electronic Service Delivery - With the rapid emergence of new technologies, coupled with the
evolution of a world-wide communications infrastructure wihich can be readily accessed by
customers everywhere; there are many fiew opportunities 1o deliver service in ways which are
more convenient for the public and more economical for SSA. Over the next few years, SSA
will be conducting a number of pilots applying emerging technologies such as kiosk, Internet and
videoconferencing to improve customer service. The Electronic Service Delivery {(ESD) projest
is the umbrella project which provides programmatic and management focus to 8SA's
exploration of these emerging technologies. The ESD project ensures that:
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» Deployment of new technology is mission-driven and responsive to known
customeyr requirements;

» Selection of the specific technology to address a given need is based on service
impacts, risks and cost/benefit considerations;

- Policies are in place 1o define the acceptability of information captured, stored or
disseminated electronizaity; and

L] Integrity and confidentiality of client data are safeguarded,

Specifics about the ESD initiative—including the technologies and applications being explored—
are provided in Part VIi, Key Initiatives, A major theme, however, is providing controiled,
secure remote access as follows:

o By 854 Staff - In anticipation of the IWS/LAN infrastructure, SSA will be
piloting remote LAN access. Using dialup facility, field employees can acoess
SSA master files and directly input claims and other transactions when servicing
the public away from the field office (for example, taking a claim at a Department
of Veterans Affairs {VA) hospital}, Accordingly, the customer’s business is
processed to completion at the initial contact, he/she receives accurate information
about the status of the action, and a second handling in the field office is avoided.
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By Customers - S5A is greatly expanding the information and services which
customers may sccess remotely via Internet, kiosk, and electronic bulletin boards.
To gauge public interest and readiness; SSA is already piloting use of these
technologies to provide remote public access to informational materials such as
program instructions, pamphlets, statistical data and standard forms, More
significantly, 88A has begun to implement mechanisms for transmitting live,
confidential client information between SSA and its remote customers so that core .
business services may be improved, :

- For empioyers: Since 1994, certified employers have had the capability to
transmit employee earnings reports to SSA electronically, and employer
election of this electronic option is increasing rapidly.

- For the general public: Starting in late 1996, SSA will be piloting
interactive applications such as immediate issuance of PEBES to remote
customers via Intemet,

By Third Parties -~ A pumber of recent pilots have demonstrated that third
parties (such as social service and volunieer organizations) can successfully take
claims for SSA benefits and that third-party service is more convenient for the
customer and more economical for SSA. While there are many very significant .
policy and ather concemns to address as we move toward third-party services,
information access is an important dimension to the problem. The quality and

- efficiency of third-party service will be constrained to the extent that third parties

do not have access 1o SSA master files and automated systems.

Assuring that remote access is controlled and secure is a major challenge and one that will
require close working relationships with other Federal agencies facing the same issues. Although
SSA is already exploring several technologies for customer and third party authentication, there
is great potential for govemment-wide common policy and sharing of responsibilities, This will
be especially cnitical as we begin to use third parties to certify customer identity and provide
other security services.

Electronic or digitized signature is another ESD issue that calls for cooperative interaction
government-wide. In addition to identifying clients doing business remotely, S8A needs a way
to capture and store electronically a "signature” on claims applications and other important
documents which might be evidence in the event of a later Court action. Among the
technologies being evaluated are signature pads and voice (or other biometric) prints. SSA has
already established close ties to legal experts in the Office of Management and Budget, the
Department of Justice, the American Bar Association and others in order to participate in the
evolution of government-wide policy in this area,
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Migration to Electronic Folders -- Despite dramatic automation improvements over the past
10 years, 38A cperauons continue to rely heavily on paper client folders. Because of this;

r wata P PO L

D::iwery of customer service is dclayed wizen the bu&mess Process entaais
handling and mailing paper records between the components involved in
effectuating the action.

Customer inquiries and requests cannot be processed at the initial point of contact
when they require access to mfomatm:z only available in the paper file located
elsewhere.

SSA spends an estimated $39{t million annually stonng ami iaandimg these ;)apcr
files. .

“Two major Agency initiatives, both dependent on the IWS/LAN infrastructure, are adcircssmg
this impediment to world-class service and improved efficiency: . .

Disability Process Redesign: In addition to the policy and operational changes
envisioned for the reengincered process, the major technology objective of the
disability redesign {5 to achigve a fully electronie process.

Paperiess Processing Centers: In the Great Lakes Program Service Center
{GLPSC), 88A is experimenting with a fully eiectronic process for nondxsabihty
title 11 service delivery.

Under Key Intiatives, Part VII, more information may be found about these two projects and
about RIS, which is the enabling software for the disability redesign.

Berter Skaring of Information within the Federal, State and Local Govermment Community ~ .
While S8A has 2 long history of sharing information with other agencies through data matching
operationg, an important trend of the next few years will be toward online access rather than
after-the-fact computer matching so that:

Resources are not expended gathering and proving facts already established by
other agencies,

Accuracy of information is verified before it is used to process a business
transaction and make payments which may later prove to be etroneous when data
are matched.
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Examples of online access in place or under development include SSA access to vital statistics
records in the States of Tennessee and Kentucky, and online sharing of SSA data with the VA
and the Railroad Retirement Board to assist those Agencies in establishing and enforcing benefit
entitlements, SSA is also working with VA to explore the feasibility of online sharing of VA
medical information to support SSA disability operations: In addition, because interest in this
kind of sharing is likely to grow quickly, SSA is defining standard criteria and an Agcncy
evaluation/approval process for requests received from other organizations.

A second thread in information sharing is improved management of matching activities. Among
the steps being taken to strengthen internal management of matching activities are:

= In 1993, $8A established a Data Integrity Board providing executive level
oversight of matching policies and operations,

u SSA is a charter member of OMB's Benefit System Review Team (BSRT) which
is managing the government-wide initiative to improve Federal information
sharing,

u Many important new matches (for example, with Department of Housing and
Urban Development (HUD), Census, National Information Agency (NIA)) are
being negotiated to improve program management,

Partnering with Other Federal and State Agencies -- 1n a Federal/State partnering prototype in
the State of fowa, SSA will be piloting use of a State-owned fiber-optics network and State-
owned videoconferencing facilities to do business on a reimbursable basis. Since there is a State-
owned facility within 10-15 miles of every lowan, customers will no longer have to travel the
greater distances required to reach an S8SA office, 55A will not have to build a costly
videoconferencing infrastructure and lowa will receive funding needed to underwrite the cost of
the currently underutilized State network. If this partnering is found successful when it is
evaluated in 1996, it will serve as a model for other partnering efforts in areas where
videoconferencing has the greatest potential to save travel time. For example, there are
geographically compelling arguments for Federal and State partnering to deliver services 1o the
far-flung areas of Alaska, Hawail and the Pacific. More generally, the pilot is intended to serve
as a prototype for other types of Federal/State sharing of technology infrastructure as a strategy
for reducing costs to all levels of governroent. Such sharing might potentially include not only
videoconferencing infrastructure but also shared use of telecommunications facilities for other
purposes.
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Year 2000 Changes -- In addition to these strategic concerns, by the end of the century SSA must
modify all programmatic and administrative software to tecognize a 4-digit year code.  Failure
1o make the modifications could interrupt or delay benefits to the public.  Although SSA began
addressing the problem in 1989, significant work remaing to be done, According to current
estimates, a total of 360 workyears may be needed to modify the 30 million lines of code
comprising SSA national programmatic and administrative programs. Additional workyears will
be needed 1o fix locally developad programs. Further resources will be expended o upgrade or-
replace commercial off-the-shelf and leased software, to prepare sites and to meodify or replace -
personal computers and security systems.

A Changed Managerial Environment. .

To realize the full potential of the S5A/DDS workforce and the planned technology investments
that will support them in redesigned work processes, fundamental change must also take place in
organizations and internal business processes to free employees from hierarchical and paper-
bound procedures and reduce the resources expended in overhead. SSA plans that contnbute to
this changed environment include a broad spectrurn of initiatives and activities which can be
defined as the "structural” dimension of streamiining. As contrasted to the stnictly
numeric/quantitative goals of Federal Government streamlining, these "structural” initiatives
include a wide range of activitiss designed to support good public service with simplified work
processes in the downsized government. In SSA these activities include reducing layers of
management, eliminating handoffs, changing work processes, eliminating reports and
supervisory reviews and the following major initiatives:

Policy Analysis and Development - As an independent agency, SSA has expanded responsibility
for policy analysis activities that affect the programs we administer and the people we serve,
Consistent with this new status, SSA needs 10 become more active in policy analysis and
development in order to advise decisionmakers on important program issues, Accordingly, in
FY 1996 SSA will be developing study and activity priorities to increase the quality of research
and policy analysis functions. This increased emphasis on policy analysig and development
will:

= Ensure adequate research so that SSA has solid information on which to base
evaluation and analysis for public use.

" Provide a solid foundation for 884 legislative planning.

= Provide a vision and framework for prioritization and allocation of policy
resources within SSA.

» Complement strategic, business and tactical planning at SSA.
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Policy Process Redesign -~ The range of activities related to the development and dissemination
of Agency program policies and procedures is an internal process that is undergoing redesign.
The redesigned policy process will be in place by the end of 1996.

Policy making plays a key role in many of the major initiatives underway in SSA; for example,
the Disability Redesign requires an ability to rapidly develap and disseminate policy changes that
support the new features of the redesigned process. In general, virtually all major SSA initiatives-
involve critical policy changes and require a policy making process that is responsive to rapidly
changing needs.

While 88 A responds well to crises in the area of program policy development, the Agency has
found it increasingly difficult to keep pace with the more routine changes needed in policies, and
SSA's process for developing and disseminating policy change takes 100 long, is not inclusive
enough of customers and employees, and does not permit quick response to changing customer
needs or the needs of SSA employees who serve those customers.

Late in 1994, the 85A Executive Staff decided to reengineer the SSA policy process, based on
key recommendations of an earlier quality improvement team chartered under the S§A/AFGE
National Partership Council (NPC) to look at ways to accelerate program policy development
and dissermnination without compromising the product. The Policy Process Reengineering Team
(PPRT) was assembled in February 1995, and delivered their redesign proposal in June 1995,
The PPRT prescription for a revitalized policy process is one that:

» Ensures a shared SSA policy vision 10 guide policy analysis and development;

®  Employs empowered teams and improved management communication to bring
expertise and information early into policy production;

. Dramatically reduces overall development times for policy vehicles through
simultaneous development of related vehicles and a single~review maxim in the
approval and sign-off process;

» Maintains high quality standards for policy products;

~ Fosters and maintains employee morale;
. Focuses on and meets the reeds of customers; and
» Produces policy vehicles in a controlled environment that includes:; {a) the

tracking of workloads and the introduction of workable time and resowurce
measurements, (b) evaluation of individual and team performance, and overall
policy evaluation.
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SSA began further development and planning for the Policy Process Redesign in June 1995, with
the designation of an Implementation Manager and the charter of a new team charged with
quickly implementing those PPRT report recommendations about which there is broad
consensus, Implementation will mirror the PPRT vision of how work will be done in §8A's new
policy-mauking environment (2.g., it will be inciusive, collaborative, team-based, and.
empowered). Affected employees and managers will be encouraged to get involved in all stages
of the implementation through: ' ’

" Direct participation in various planning teams, and

» Continuous feedback into planning team activities by those not otherwise directly
involved. O e e

The implementation team in turn will strive for continuous, open communication and feedback
throughout the implementation process for the evolving redesign. As decisions are made about
the final form of various aspects of the plan and how they will be implemented, employees will
be kept fully informed on the status of the project, have the opportunity to ask questions, provide
input and obtain meaningful feedback.

OHA Restructuring ~ The Disability Redesign provided a seamless, high-level blueprint for a
new sustomer-oriented disability detenmination process, but was purposely silent on key
grganizational issues on the assumption that decisions on ideal process should drive
organizational structure, and as implementation planning progressed around the new disability
process, key organizational decisions would logically flow. Implementation plansing on the new
administrative appeals process has progressed enough to indicate that significant organizational
realignment may have to take place in the OHA in order (0 maximize new process performance.
An executive team to develop options for reorganization of the administrative hearing process
has been commissioned.
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Working in Teams - Throughout SSA, progress is evident in replactng a hierarchical supervisory
structure with work teams, and authority is being delegated to lower levels. For headquarters
camponerts, the use of self-managed work teams is increasing, with empowered teams already
playing s key role in the redesigned policy process. Elsewhere at headquarters the concept of
supervigors acting as ieam leaders/coaches is gaining acceptance, although it is not yet widely
practiced. Some headquarters components have trained all employees on the concepts and
techniques of working in teams. In the SSA operations units, a joint AFGE/ management team is
developing plans to test a number of team concepis over the 1995-1997 time period in at least

30 different ficld sites. Field teams will be chartered to look at certain operational processes
under the control of their specific offices. S5A will be testing various ways of working in teams
to determine which arrangements combine appropriate public service, employee satisfaction and
team workilows. If successful, teams should improve the employee/manager ratio, provide
better working methods and provide employees with more opportunities to take ownership of
their work.

Reducing Managerial Work -~ Although work is underway in all SSA components to simplify or
eliminate internal work processes, the Deputy Commissioner for Operations has taken action 1o
identify actiony that will free up field office managers so they can perform acceptably inan
environment with fewer supervisory layers. A work group under the leadership of the Regional
Commissioner, Chicago, identified roughly 100 barriers 10 supervising more employees with

. fewer managers, and made recommendations for action on each barrier, ranging from the need
for reducing the number of manual reports to insightful questions about the value of some
security activities.. Over 80 of the recommendations were accepted for action by the SSA
executives who are functionally responsible for them, and implementation is nearing or complete
for almost all of that number. While these recommendations do not by themselves reduce
numbers of managers, they do lay supportive groundwork by reducing managerial work.
Delegations -~ Numerous redelegations of authority, in areas such as personnel management and
financial management have been approved. Many areas previously reserved for central office
have been delegated to regional offices, and in some sitvations, redelegated to field offices or
other office heads.

Moving Work to Employees - While SSA has waditionally moved work between like
organizations to equalize workloads, this concept is evolving toward moving the work fo
retrained emplovees in non-traditional settings such as the recent innovation of making full use
of claims personne! in the PSCs for handling 800 Number calls. (See discussion under "The
SSA/DDS Workforee”, earlier in Part [V.)
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Streamlined Procurement Process — S8A's operating staff now have greatly enhanced ability to
acquire the products and services they need quickly. Procurement authonty has been delegated
and purchase cards have been issued to nonprocurement personnel, allowing them to spend up 1o
$2,500 (up to $25,000 in specialized situations) without approval by procurement staff, In
addition, $SA has eliminated all approval steps in the acquisition reform process except those
legislatively mandated. Other improvements being pursued include the use of bulletin boards,
electronic commerce, an Internet home page and other technigues 1o streasnline and expedite
communications with vendors. 8SA scquisition staff are actively participating in the
development of government-wide acquisition policy through membership in the Federal
Procurement Couneil, the Civilian Agency Acquisition Council, the President's Management
Council, and other groups, All of these changes are greatly improving service to both internal
and external customers while reducing manual effort on the part of procurement staff,
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PART V
CURRENT AGENCY ASSESSMENTS

Core Business Process Assessments
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The Business Plan focuses on five core business processes and six service delivery methods used
by S8A 1o interface with the public.

Core Business Processes

n Enumneration

u Eamings

[ Claims

u Postentitlement

n Informing the Public

Service Delivery Interfaces
Face-to-Face Service

Field Office Telephone Service
800 Number Telephone Service
Mail

Service Provided by Third Parties
Automated Self-Service

Each process and interface has been candidly evaluated in terms of workload, performance and
the projected impact of the business approach. The focus in these assessments is on areas where
SSA must create improvement in service or performance, and litde discussion is given to matiers
in which 55A excels. The assessments dictate our continuing emphasis in several areas that
warranted serious concern in last year's Business Plan: the disability claims process, continuing
disability reviews (CDRs), and telephone service interfaces.

In addition, as with any large organization, SSA has other administrative processes that provide
essential crosseutting support 1o the core business processes of the Agency. Examples include
policy development and delivery, the administration of human resource services for employees,
design and development of computer software, budgeting, procurement and financial accounting.

Although SSA is also examining these processes, explicit assessments are not included in this
Plan.
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ENUMERATION

Description

Enumeration is the process by which SSA assigns social security numbers {(88Ns) to identify
waorkers and beneficiaries, issues replacement cards to people with existing numbers and verifies
S8Ns for employers and other government agencies.

The SN is used to record earnings covered by Social Security and/or Medicare and to process
and pay claims for Social Secunty 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 Intemal Revenue Service, Prior to tax year 1995, any
person age one or older who was claimed as s dependent on a Federal tax return was required 1o
have an 55N, Effective with tax year 1993, this requirement was extended to all persons claimed
as dependents, regardless of age. Countless other organizations, both public and private, also use
the SSN for identification and administrative purposes.

An 88N is obtained by submitting an application and documentary evidence of age, identity and
U.S. citizenship or legal alien status. While 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 because of
the need to examine documents to verify identity. Parents may apply for SSN5x for their
newborns at the time they are registering the birth at the hospital. Hospitals forward the data
needed to assign S5Ns to State vital statistics offices, which key and transmit the data to S8A,

SSA verifies the validity of SSNs (that 4 given name, date of birth and number match our
records) for employers for payroll purposes and for government agencies for purposes of
ensuring accuracy of the SSN information used in other Federal and State benefit programs.
SSA also offers SSN verification service to State Motor Vehicle Administrations (MVA) for
purposes of verifying information used 1o issue driver licenses or identification cards, In small
numbers, SSNs may be verified by calling the 800 Number or local office, There is also a paper
process for handling verification requests of 250 or less. Large volume requests must be mailed
1o SSA on magnetic tape for batch processing or transmitted electronically to SSA through
automated data exchange systems.

Workloads

S84 processed 16,8 million requests for new or replacement social security cards in FY 1995,
About 37 percent of all SSN requests are for new numbers and 63 percent for replacement cards
for people with existing nunbers.
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Requests for new SSNs ase projected to decrease slightly through FY 2001 and replacement card
requests are expected 1o remain level. Depending on the outcome of bills introduced by
Congress on immigration reform, S5A may be required to assume addiuonal work in the
enumeration area related 10 verifying employment eligibility using the SSN.database.

Of the new SSNs issued in FY 1995, about 25 percent were issued to non-¢itizens, The other
75 percent were issued to U.S, citizens, including about 51 percent assigned through the
Enumeration at Birth {EAB) process. The percentage of new SSNs issued at birth has steadily
increased since the EAB process was initiated in FY 1988, Upon full participation of all '
50 States, SSA projects that about 60 percent of all new SSNs 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 10 issue new or replacement cards within § working days of receiving all necessary-
documentation. The other is {0 tell customers their 85N within | working day of receiving all
needed information, when they have an urgent need for a number.

Another Agency service objective Is to issue social security cards accurately. SSNs can be
issued inaccurately in two ways: an applicant is issued an SSN that belongs to someone else, or
an applicant already has an 38N but is assigned another original SSN and the SSNs are not
cross-referred.

Measare . Current Performanee

% SSNs issued within 5 days of receiving all information  87.0% (FY 1995)

% Applicants who can be notified of SSN within 24 hrs 91.2% (FY 1995)

% SSNs issued accurately 99.9% (Jan - Dec 1994)

SSA’s goal for FY 1997 is to sustain current performance in issuing SSNs within 5 days of
receiving all information.
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Operational Efficiency

¢

Qver 3.3 percent of SSA’s adrministrative resources are expended on enumeration activities,
Cost and productivity indicators for the enumeration process are shown below for FY 1995,

16,831,417
¥orkyears Expended 2,560
OSN3 Processed per Workyear 6,575

nit Cost .

Assessment

Input obtained from our customers confirms that, overall, SSA’s current performance measures
correctly define what customers consider to be good service regarding issuance of SSNs,
Modermuization of the enumeration system, which is essentially complete, has dramatically
improved processing times and enabled the Agency to meet our customer service standards most
of the time. In SSA's FY 1994 Customer Satisfaction Survey of the Enumeration Process,

92 percent of respondents rated their overall satisfaction with SSA’s enumeration service as "very
good” or “good.”

However, SSA frequently is upable to completely handle requests for social security cards at the
first point of contact as our customers prefer. Those customers who request a new or
replacement social security card by telephone must make a second contact with S84, either
through the mail or an office visit, te submit documents required to prove age, citizenship and
identity. The majority of customers choose to visit the local office rather than use the mail fo
submit essential personal documents. The adverse impact this can have on office waiting times
becomes very apparent when considering that, according to a report by 88A's Inspector General,
about one-third of the people who visit Jocal offices (approximately 8 million per year) are there
to request new or replacement social security cards.

Also, there are particular groups of customers for which service could be improved, including
those served by the EAB process, non-citizens and employers who have an immediate need to
verify $8Ns for payroll purposes.
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For parents who request SSNs through the EAB process, it can take up to 120 days for some
States to transmit the data needed by SSA to process these requests. This lengthy delay ©

- generates duplicate SSN requests and follow-up inquiries, an inconvenience to the public and
added operational cost to SSA. The requirement that parents have an 88N for children under age
one in order to claim them as dependents on their 1995 Federal 1ax returns could further
exacerbate these problems. et

A= w e
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To reduce the time it takes to assign SSNs at bmh SSA bcgan inFY 1993 to coaperatwcly fund
implementation of an electronic birth certificate (EBC) process in retwrn for a State's agreement
to meet a 30-day processing time. As more States have implemented EBC processes, EAB
processing time has been reduced from an average of 98 days in October 1992 to an average of
53 days in April 1995, The rate of duplicate SSN requests for newboms has dropped from

11 percent to 7.7 percent. SSA now has cooperative EBC agresments in place with 48 States and
further processing time improvement is expected as those States most recently signing
agreements phase in implementation of EBC processes during FY 1994

Non-citizens residing in the 1.8, who apply for an 88N are required to furnish almost the same -
information to SSA as they must provide to the Immigration and Naturalization Service (INS).
Furthermore, they have no other option than to visit a local Social Security office in person to
apply for an SSN bhecause, as proof of lawful alien status, they must submit INS documents that
must be kept with them at all times. In addition 1o the increased number of people coming intc a
local office, and the resultant long waiting times that this causes in some metropolitan offices,
processing applications from non-citizens tends to be time-consuming because the authenticity of
INS documents is difficult for SSA emplovees to verify.

Emplovers who have an immediate need to verify SSNs for payroll purposes may do so by
calling the 800 Number or local offices. However, it is not practical for employers, or for 584,
to handle large numbers of 85N verification requests in this way. High-volume SSN verification
requests may be sent to SSA on magnetic tape for processing through SSA's Enumeration
Verification System (EVS). There is also a paper process for handling verification requests of
250 or less and a disketie process is being developed.

SSA recently expanded the capacity of EVS 1o handle greater numbers of inquinies from
employers and government agencies. Capability has been established in many States to use
SSA's File Transfer Management System (FTMS) to exchange information electronically rather
than by tape or cartridge. To enable faster processing, all State MV As electing SSN verification
service will submit verification requests electronically through the FTMS or the American
Association of Motor Vehicle Administrators (AAMVA) network. SSA also is working with
AAMVY A 1o establish online SSN verification service for State MV As,
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Business Approach

SSA's business approach for improving the enumeration process focuses on increasing our ability
to handle requests for SSNs in one contact, reducing the nead for people to apply for SSNsin
person at local offices and improving service for the particular customer groups discussed in the
assessment section.

In the long-term, technological means of identification that wiil become available in the future
offer the greatest possibility for enabling SSN requests to be handled in one contact without the
need for an in-person office visit. In the meantime, SSA has initiated 2 number of other activities
0 move toward achieving these objectives, The Agency is conducting a pilotin FY 1996 to
assess the integrity risks of enabling certain individuals to apply by telephone for a replacement
social security card, without having to complete and sign an application and take or mail their
identity documents to a local office. We are engaged in a pilot to provide SSA employees direct
access via terminals or IWS/LAN to State vital statistics databases. This capability will expedite
the validation of information needed 10 issue a new social security card. And, we are testing the
use of kiosks in the field offices that will allow customers to complete SSN applications
electronically and thus free some employee time to interact with customers on other SSA
business.

Under a joint State Department/INS/SSA initiative, the enumeration of aliens function will be
performed by INS in order to provide one-stop service to foreign-born customers who need
social security cards. INS or the State Departinent will collect the enumeration data that SSA
now collects and electronically transmit it to SSA for processing. The initiative will be
implemented in several phases as INS is able to make the necessary systems changes and
improvemernts,

In response o recommendations on worksite enforcement made by the Commission on
Immigration Reform and as directed by the President, SSA and INS are plenning to pilot test an
automated system for employers to verify work eligibility for newly hired emplovees. The pilot
will use SSA and INS databases to verify SSNs and work eligibility. Qur obiectives are to
design a target process that will make maximum use of technology and private sector expertise
and minimize imypact on SSA and INS staff, in order to avoid a further resource strain, in the
event that 8SA is required by legislation 1o assume a greater role in employment eligibility
verification. '
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Key Initiatives

The foliowing Key Inftiatives discussed in Part VII are relevant 1o improving the enumeration
process. ’

IWS/LAN

Redesign the Policy Process
Electronic Service Delivery

Transfer Enumeration of Aliens to INS
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EARNINGS

Description

Social Security benefits are based on an individual’s earnings as reported to 8SA. Reports of
earnings must be filed annually by every employer who is liable for Social Security and ;
Medicare taxes. It is through the eamings process that 8§A establishes and maintains a record of
an individual’s earnings for use in determining insured status for entitiement to retirement,
survivors, disability and health insurance benefits and in caloulating benefit payment amounts,

Employers may submit wage reports to SSA on paper or on electronic or magnetic media. The
process for recording wages is an annual operation performed primarily by employees in 8§A’s
Office of Central Records Operations (OCRO}. To ensure completeness of camings data, wage
items are matched yearly against employer tax data reported to Internal Revenue Service (IRS).
Record corrections may be initiated by an employer, IRS, S8A or an employes.,

Individuals may request statements of their earnings records and corrections (o those records by
contacting SSA in person, by phone or through mail or the Internet. Historically, correction
requuests were sent to central records operations for handling. As a result of recent systems
enhancernents, much of this work now can be completed wherever it is instially received. Local
offices and processing centers are typically involved in the more complicated correction cases
and those identified in connection with claims for benefits.

Workloads

In FY 1993, 5SA processed over 235 million eamings items. This workload is projected to
increase to over 256 million items by FY 2001, Legislation requiring SSA 1o issue Personal
Eamings and Benefits Estimate Statements (PEBES) annually to individuals 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. SSA
is preparing to spread the workjoad out more evenly by issuing first-time PEBES to some
younger workers during the FY 1996.1999 period. Our goal is to release as many initial
statements as possibie before the annual issuance process begins in FY 2000,

Mast of the eamings corrections workloads resulting from the PEBES initiative are expected 1o
come from the initial statement each worker receives since this is the first time most of them will
have seen their earnings records. A key factor in successfully implementing the ongoing PEBES
process will be S5A's ability to comrect reported earnings problems before the worker's next
annual statement is produced. Therefore, public reaction and workload volumes produced by the
initial statements are being monitored closely.
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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 ’ Current Performanve

% reported eamings posted accurately - oo - C987% (FY 1995)

% wage reports posted by September 30 following close of tax yr.  95.2% (FY 1995)

For FY 1997, 88A’s goal is to maintain current performance in posting eamings correctly.

Operational Efficiency

The earnings process currently consumes 3.2 percent of 85A’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 58A’s
resources, By FY 2000, S8A estimates an additional 525 workyears (WYs) will be required to
handle these workloads. However, this increased resource demand should be offset considerably
by a more efficient process for handling earmings corrections that has been enabled by S8A's new
online correction capahility.

FY 1993 cost and productivity data for the annual wage report and individual earnings
corrections workloads are shown below.

Anpuai Wage lenys Individuasl Corrections
Eamings liems Processed 235,314,733 94,228
Workyears (WY) Expended 1,595 543
Items Processed per WY 147,515 174
Unit Cost $0.49 $408.59
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Assessment ... . ..., . . .

SSA has completed major improvements to the earnings process that have freed resources for
other uses and better positioned the Agency 1o handle the increased work that will result from the
annual issuance of PEBES. Since 1984, when the moderization effort began, staffing in central
records operations has declined by 47 percent. As camnings processes have become more
automated, SSA has retrained and redeployed employees in central records operations to othier
jobs in eleservice, disability operations and local offices. This practice will continue as
automation allows more carnings correction work to be completed in local offices.

Prior to earnings modernization, the process for correcting earnings was labor-intensive and
paper-based, involving multiple technicians and processing steps. The lengthy resolution process
took 1-2 years to complete in many cases, generating duplicate requests and follow-up inguiries
from our customers. Under the new eamnings comections process, enabled by software
snhancements implemented during FY 1994, eamings corrections can be made online, miost
paper forms are eliminated and the most complex corrections require just one technician and
three steps to complete, It is now possible for many corrections o be made within 2 days,

In FY 1995, online correction capability was extended 1o local offices, teleservice centers and
processing centers, increasing the Agency’s capacity for bandling earnings inquiries and
corrections requests.  With this latest enhancement, hand-offs to central records operations have
been reduced and many corrections requests can be completed at the point of initial contact.

SSA has implemented a more automated carnings posting process supported by new imaging
equipment, The new process has eliminated much of the overhead associated with handling
paper eamnings reports (We2s) and enabled the consolidation of annual wage reporting operations
into one Data Operations Center (DOC). We have also developed an Online Wage Reporting
Bulletin Board Service (OWRBBS) that aliows employers equipped with a personal computer
{PC} and modem 1o electronically transmit their annual wage reporis to SSA,

A high eamings posting accuracy rate of 99 percent still wanslates to over 2 million unposted
earnings items and potential earnings corrections requests, Consequently, SSA has instituted
continuing efforts o further improve the quality of employer reporting. When earnings reports
cannot be posted 1o an individual earnings record, they are placed in the Eamings Suspense File
(ESF}. Ungoing analysis of the ESF is conducted to identify problem employers in need of
training. 8SA has 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 resolving problems. The telephone staff in central records
operations have been provided additional courtesy and technical training to ensure high quality
service 1o employers using the new toll-free number,
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Business Approach

SSA's business approach for the earnings postings process will proceed in several directions. We
will be working {0 increase electronic filing and improve upon current methods for processing
electronic wage reports and handling electronic media to make them more cost-effective.
Alternative electronic filing methods, such as Electronic Data Interchange (EDI), will be
developed to reduce costly physical handling of media (1.e., paper, tapes, diskettes). And, the
Agency will be promoting to emplovers practices that help to yield quality wage reporting the
first time, in order to avoid the cost of requesting and processing resubmittals. Further
improvement also i3 planned to make the earnings Corrections process easier to use and more
efficient. )

In the earnings corrections area, S8A is piloting the use of optical disk storage to eliminate
dependency on microfilm and make more eamings documentation available online. This
automated approach will be combined with unique software, reliant on the IWS/LAN platform,
designed to locate records that waditionally ¢lude computer searches. Such capability will allow
more earnings inquiries and corrections requests to be handled in one contact and free employees
now manually searching microfilmed employer records to do other prionity work.

Currently, the law requires employers with 250 or more wage reports to file on magnetic media.
SSA is pursuing an initiative to increase the number of employers who submit wage reports on
magnetic media or electronically, Immediate and total conversion to electronic or magnetic
wage reporting is not viable due to the cost burden this would impose on small employers. In
addition, SSA's current process for handling electronic media is not as cost-effective when
applied 1o small employers as compared to large employers, because a greater amount of media
must be handled relative to the number of wape items submitted. For these reasons, various
options are under consideration for gradually increasing electronic and magnetic wage reponting.
These include providing incentives to employers to file electronically and building more
efficiencies into the Agency's process for handling wage reports received electronically,

The use of EDI holds promise as a more efficient method of electronic filing because it does not
require the costly physical handling of electronic media. In addition, it affords the opportunity to
employ features such as immediate employer feedback and front-end editing that would enable
erroncous reports to be corrected before SSA processes them. SSA plans to conduct a multi-
phase pilot in the State of South Carolina to test the various features that could be used to report
wages via EDL

Employer use of SSA's EVS for payroll verification purposes has been proven as an effective
practice for increasing the accuracy of wage postings. SSA plans to actively expand the number
of employers who use EVS to verify employee SSNs prior to submitting wage reports.
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Qur initial efforts to do so will be focussed on payroll service bureaus that currently send SSA
the largest volume of W-25, At the same time, SSA is working to resolve policy disclosure
issues and refine the process for registering employers and handling electronic media.

$SA also is working in cooperative parnerships with the IRS, the Smal] Business Administration
and other national organizations to educate business owners, especially newly starting
businesses, about annual wage reporting, and to encourage the ase of magnetic and electronic
methods of filing. This effort is designed to reduce reporting errors by providing information -
and training to the business community and to make SSA more accessible to small businesses.

In addition, the Agency is working with companies that produce payroll software for businesses
to encourage the development of software, especially seftware used by small businesses, that is
more user friendly, that is more error free and that produces a higher quality of employer
Carmings reports.

A new government effort to identify and pursue ways 1o improve the nation's tax and wage
reporting system will have major implications for SSA's earnings process. SSA is working with
the Departments of Treasury and Labor to pursue over the next 3 vears the comumon goal of
reducing the tax and wage reporting burden on employers while improving the effectiveness of
each agency’s operations. Significant activities of the project, known as the Simplified Tax and
Wage Reporting System, will be o simplify laws and procedures, provide enhanced assistance
and services to employers for easier filing and enable employers to electronically file a single
return that can be used by S84, IRS and State tax and unemployment insurance agencies.

Key Initiatives

The jollowing Key Initiatives discussed in Part VI are relevant to improving the earnings
DFOCESS.

IWS/LAN

Redesign the Pohicy Process

Electronic Service Delivery

Expand Electranic and Magnetic Wage Reporting
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CLAIMS

Description

To become entitled to benefits under any of the programs that S8A administers, an individual
must file an application and submit proof of eligibility, Those who are dissatisfied with §8A’s
decisions may request further review. The claims process 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 appeal 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 SSA administers: outreach and information, intake,
evidence collection, determination of eligibibity, notification of award or denial and initial
payment. However, eligibility requirements, service and cost performance vary considerably by
program and type of benefit, For this reason, the analysis that follows provides distinet
information about the claims processes for the four major types of benefits that SSA administers:
the OASI, DI, SSI Aged, and SSI Blind/Disabled programs.

Workloads

In recent years, the Agency has experienced unprecedented increases in both DI and S8l
disability workloads. About 3.7 miliion disability claims were filed in FY 1995, 2 25 percent
increase over FY 1991 levels. Appeals workloads, which are largely generated from disability
ctaims, have similarly grown. In FY 1995, about 590,000 hearings requests were filed, a

79 percent increase over FY 199] levels. Disability claims and appeals workloads are projected
to continue to grow, though at a slower pace than recently experienced. By 2001, the number of
disability claims and hearings filed annually will be 10 percent and 4 percent higher,
respectively, than they were in FY 1895,

Since FY 1991, QASI claims have decreased by 3 percent, while SSI Aged claims have declined
23 percent. Over the FY 1995 to FY 2001 period, OASI and 881 aged claims are projected to
remain about level,
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Service Delivery Performance

The Agency measures performance in processing claims and appeals in terms of both aceuracy
and timeliness. The “initial payment accuracy rate” i3 the measure of accuracy of the first
payment made to newly awarded OAS! and S8 claimants (without regard to the determination
of disability). The “index of doliar accuracy rate™ meagures the dollar accuracy of initial
adjudicative decisions over the retrospective, current and prospective lifetime of the payment.
For DI and SS!I initial blind/disability claims, the “decisional accuracy rate” is the net average of
the percent of acourate decisions made by the DDS8s regarding medical eligibility, as determined
by §SA’s Office of Program and Integrity Reviews.
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For FY 1997, §8A’s goal is to maintain initial payment and decisional accuracy at corrent
performance levels,

Timely service in determining benefit eligibility is measured relative 1o the service jevel
objectives that are set in the ASP. In its customer service plan, S5A has made a pledge to
improve service in the disability arca by redesigning the disability claim process so that,
ultimately, customers can expect to receive a decision within 60 days of fling for disability
benefits. This objective is based on customer input received during the design phase of the
redesign plan.

As indicated by the FY 1995 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, ate much further from Agency service objectives for disability claims and
appeals than for OASI and §51 Aged claims,
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Seasure Current Performance Averagg
Processing Time (Daysy

Complete initial OAST 83.0% 14
applications before first regular

payment due or within 15 days

from ¢ffective date of filing, if

later

Pay or deny initial 881 Aged - 65.4% 16
claims within 14 days of filing
date

Pay or deny initial DI claims “ 50.8% 84
within 6 months after onset or

within 60 days of effective filing

date, whichever is later

Pay or deny initial 58I disability 26.6% 106
claims within 60 days of filing
date

Make and send notice of
reconsideration decision within 60

days after filing date
581 N/A N/A
DI 53.8% 64
Make and send notice of hearings 11.6% 349
deciston within 120 days after
filing
Make and send notice of Appeals 24.5% 149

Councii review decisions within
90 days afier filing date
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SSA has set FY 1997 goals to maintain initial DI and SSI disability claims processed in 60 days
at the FY 1996 targeted levels of 55 percent and 30 percent respectively and hearings processed
in 120 days to 15 percent, The FY 1997 performance target for QASI is to maintam the current
level of service,

Operational Efficiency

Approximately 65 percent of S5A’s total administrative resources are used to process initial
claims and appeals—inciuding about 13 percent for OASI and $S1 Aged benefits and about

52 percent for DI and S81 Blind and Disabled benefits, About 95 percent of all appeal requests
result from claims for disability benefits. The following two tables provide FY 1995 costs and
productivity data for initial claims by type of benefit and for each administrative level of appeal.
Figures include both Federal and State resources {(workyears and dollars) expended in processing
disability work.

[ilit;iii _E’!aims i;:y 19953 SNF A gl i3 atot | iiéilul &
l __ ! . Disubied
Initial Claims Processed 3,162,881 181,329 1,881,802 2,016,790
Workyears {WY) Expended 8,187 458 11,495 10,676
Initial Claims Processed per WY 386 364 164 200
Unit Cost Per Initial Claim 518835 $232.15 $491.99 $420.47

Reconsiderations flearings® Appeabs Councl

(FY : %) | oaspssy Review
Appeals Processed 1,176,754 526,743 70,125
Workyears Expended 4,750 9,653 482
Appeals Processed Per WY 248 55 146
Unit Cost $307.94 $1,118.21 $565.92

*Includes Medicare Casey
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Assessment

x

The costs for processing disability determinations are enormous, consuming more than half of
S5A’s total $5.6 billion administrative budget in FY 1995, The current disability process,
essentially designed in the 1950s, is fragmented, paper-bound, burdened by overly complex
policies, has too many steps, makes little use of technology, and is clearly not customer-oriented.
This process, in combination with unprecedented disability workload increases, has severely
strained Agency resources. Large numbers of pending cases and long processing times have
been the result,

The dual challenge of continuing workload growth and Jimited resources has led the Agency to
undertake two important initiatives to improve service in the disability area - a short-term
disability project, designed to reduce pending claims and appeals, and & redesign of the disability
process, expected to be fully implemented by FY 2001,

In the areas of OASI and 881 aged claims, SSA has been able 10 maintain and even improve
service levels, while processing more claims without a corresponding increase in staff. These
improvements are aitributable largely to enhancements made to the utle ii claims system and to
an automated 851 application and claims development process,

Today, nearly all title 1] claims information is collected online. Processing is fully automated for
more than half of all claims, meaning that payment amounts are compuied online and payment
and notices are automatically initiated upon authorizing input by the local office, Additionsl
productivity and service improvements stand to be achieved by eliminating the need for manual
intervention to complete processing for the remaining claims. In some cases manual intervention
involves a simple input action to the computer record. But, for nearly. 20 percent of claims, more
complex manual actions are required, for example, 10 compute benefits or prepare notices that
necessitate hand-off 10 the processing centers,

The modermized S51 system is capable of collecting application information online and
automatically computing whether and how income and resources affect eligibility and payment
arnount for the majonity of S8i claims. Under the modernized process, the actual application
data remains completely available to local offices for subsequent reference. Besides the
productivity improvements made possible by these enhanced features, study has shown that the
automated process has significantly improved the quality of SS1 claims processing. Since the
modemnized system was implemented, dollar accuracy rates for S81 initial claims awards have
increased from 88.1 percent in FY 1992 10 94.1 percent in FY 1994,
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Despite a fully automated SSI clairns process, various customer characteristics of the S8 Aged
claims population make it difficult for SSA to achieve our performance objectives in this area. A
large percentage of SSI Aged claimants are non-English-speaking citizens or legal immigrants,
In addition to translation services, they frequently need assistance from SSA in documenting
their eligibility and their cases often involve more complex documentation than most. Other SSI
Aged claimants, suffering from problems accompanying poverty and old age, are unable to help
in providing the evidence needed to support their claims, Many are t00 il to visit the office,
necessitating home visits and appointment of representative payees. All of these factors ‘
contribute to making many SSI Aged claims time-consuming to process and present obstacles 10
further significant improvements in processing tims,

Business Approach

The Disability Claims Process - As indicated in the assessment section, SSA's strategy for
addressing the challenges we face in the disability claims area encompasses both a short-term
plan 1o reduce pending workloads and longer-term plan o redesign the disability process.

The plan for redesigning the disability process, released in September 1994, provides a bagic
blueprint for radically changing all aspects of the disability claims and appeals process, from an
individual's initial contact with 88 A through payment effectuation or final administrative denial.
Major components of the redesign include: a consumer-oriented intake process, a more efficient
medical evidence collection process, a simplified decision methodology, a streamlined appeals
process and a comprehensive guality assurance program. The new design will make better use of
technology, eliminate fragmentation and duplication and promote more flexible use of resources.
It envisions new positions, the disability claim manager, who will serve as a single point of
contact for the claimant throughout the claims intake and adjudication process and an
adjudication officer, who will be the focal point for claimants who request a hearing . Taken
together, these changes will result in dramatic improvements in processing time and public
SErvice.

The new design will replace an existing process that is slow, labor-intensive and paper reliant
with a searnless claims process, one in which processing at the State and Federal levels is fully
compatible. The IWS/LAN and an automated claims processing system - the Reengineered
Disability System (RDS), are the foundations which support the seamless claims process and the
key linchpins to fully realizing the benefits of the redesign. Features of the redesign that are
dependent on the IWS/LAN and RDS include automated collection of information about a
claimant’s disability and sources of medical evidence, electronic collection and storage of
medical evidence, and expert systems support for decisionmakers.
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SSA now is moving quickly to implement those aspects of the new process that can be
implemented in the near-term.  These include: enhancing public information and applicant
participation, providing uniform training to all disability adjudicators, testing an adjudication
officer position and establishing claims representative/disability examiner teams.

When the redesign is fully implemented, it is expected that average processing time to pay or
deny initial claims will improve to 60 days and processing time through the hearing stage will
improve to 225 days. However, because of the complexities and investments involved in making
all of the changes needed to attain these levels, it will (ke approximately 5 years to achieve these
processing time goals.

To achieve some near-term results in reducing disability case pendings and processing cases in
less time, $SA developed a Short-Tenmn Disability Project Plan that is designed to expedite
claims processing in a way that will support the redesigned disability process, The planisa
temporary initiative with targets for significantly reducing pending cases in the State DIDSs and
hearings in SSA's Office of Hearings and Appeals. Significant activities that have been
accomplished under this plan include the redirection of central office staff to assist in processing
disability workloads, implementation of a standardized folder assembly format, establishment of
screening units to identify cases that can be allowed without holding a hearing and provision of
additional computers to OHA. SSA has already seen positive results from owr short-term plan.
Pending workloads in the State DDSs have dropped by over 120,000 since the short-term plan
was initiated in October 1954,

In an effort o improve nationally the performance of the DDSs, SSA is working in parinership
with States o jointly establish minimum productivity expectations for each DDS. The lower
performing States will be required to develop and implement specific plans for achieving
improvements in productivity. These plans will outline specific actions to be taken, including
putside consultation, evaluation and advice as needed, based on a self-assessment of areas
affecting productivity. Progress will be monitored regularly as the DDSs work toward
established targets.

Cther Claims Processes -- The OASI and SSI Aged claims processes generally are not as
complex as the process for determining disability. Because eligibility factors, such as insured
status, income and resources, are more clear-cut, appeals are infrequent and there are
significantly fewer processing steps overall, For OASI claims, hand-offs between locations are
generally limited to those cases that cannot be fully processed electronically. The SSI claims
systemn was designed at its inception to allow ¢laims 1o be processed completely in the Jocal
offices,
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While these processes are considered essentially-sound and 8SA’s service is good, there is room
for further improvement in the OASI and SSI 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,

Key efforts include completing the modemization of the programmatic systems and databases
that support the claims processes and establishing an entirely electronic claims file. The benefits
of doing so are many, For example:

» Employees will be freed to focus on serving customers rather than processing
paper; '
B Custorners will only need to provide information once when filing for benefits

tinder more than one program,;
" Most applications can be fully processed at the point of contact;

E Employees will have immediate access to customer information whenever a
customer requires subsequent service;

" Authorized employees will be able 10 access files, no matter where they work, on
a negd-to-know basis;

‘M Waork can be redirected to where it can most appropriately and efficiently be
completed;
n The tremendous costs (several hundred million dollars each year) of moving and

storing paper files will be reduced; and

tl Third pariies can provide information electronically that is entered directly to the
claims record, e.g,, State vita! statistics information,

Several key initiatives are planned that will promote paperless processing. One is to redesign the
title II system o enabie automation of the remaining claims and postentitiement actions that are
now processed manually, The redesigned title I system and another initiative to complete
modernization of the $S51 system will alse provide more data ondine so that employees can more
frequently handle customer requests in one contact. As a part of programmatic software
modernization efforts, SSA will establish a “whole client” record by integrating various
programumatic data bases so that client information can be shared among systems, The
capability to electronically archive and retrieve notices also will be established. Another
initiative involves a pilot to test the use of imaging and document management technologies in
combination with the IWS/LAN in support of paperless processing.
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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 has been expanded to all public records needed to document a
claim. This certification policy will be extended to non-public records. Alternative ways, such
as imaging, are being explored 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 must develop a strategy for handling signature documents critical to fraud deterrence and
prosecution.

In addition to these efforts, SSA is exploring new ways for individuals to file claims and provide
claims information through, for example, electronic access to our claims systems software and
claims taking by third parties. Electronic access may be extended not only to individuals,
through personal computer connections or kiosk machines, but also to third parties such as social
agencies.

Key Initiatives

The foliowing Key Initiatives discussed in Part VH are relevant to improving the claim process:

Disability Process Redesign

Short-Term Disability Project

IWS/LAN

Redesign the Policy Process

Title [T System Redesign

381 Modemnization

Paperless Processing Centers

Notice Improvements

Electronic Service Dalivery

Establish a Program for Third-Party Assistance in the Claims Process
Improve the Disability Adjudication Process
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POSTENTITLEMENT

Description

Once individuals become entitled to Social Security or 581 benefits, any changss in their
circumstances that affect the amount or continuation of payment must be reflected in SSA's
records. The postentitlement (PE) process encompasses the actions that SSA takes, after an
OASDI or S81 claim is processed to an initial award, to ensure continuing eligibility and timely
and correst payment of benefits. Examples of these actions include change of address, non
receipt of checks, change of payee and review of payse 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 mas!
when SS5A initiates the action, Clients may contact S5A by telephone, mail or in person to report
an event. Employees throughout the Agency, in SSA’s loeal 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 95 million PE transactions were processed in FY 1995, including over {0 million various
actions that SSA conducts o ensure program integrity. PE workloads, which generally grow
commensurate with the growth of the Social Security beneficiary population, are projected to
increase by about 11 percent from FY 1994 1o FY 2001.

Recent legislation has generated significant additional workloads in the postentitiement area.

The Social Security Independence and Program Improvements Act of 1994 includes provisions
placing new restrictions on disabled individuals for whom drug addiction or alcoholism (DA&A)
is a contributing factor material to the determination of disability, and requires that SSA perform
CDRs for g minimumn number of 881 recipients each year for 3 years, Provisions of potential
weifare reform legistation that affect the 85I program could create substantial additional work for
SBA.

Service Delivery Performance

Although the average processing time of certain PE actions is measured at the component fevel,
currently, no measure of the timeliness of PE service is available for the Agency overall.
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SSA also does not presently measure the accuracy of all PE actions, Specific measures of
accuracy, however, do exist for SSI redeterminations and CDRs.

Maowsure Perfarmancee

Index of § accuracy rate for SSI W63%
redeterminations (FY 1994}

Performance accuracy rate for CDRs 95.6%
(FY 1993)

Operational Efficiency

About 24.5 percent of SSA’s administrative resources are expended to process PE transactions,
About 43 percent of these resotirces are used to conduct various payment safeguard activities,
including 8SA-initiated reviews to ensure contimuing efigibility, These activities and reviews .
include annual reports of earnings, verifications of school attendance, SS8I redeterminations of
eligibility, representative payee accountings and CDRs. The remaining amount is devoted to
making record changes, both in response 10 customer-reported events {e.g., address changes and
non~-receipt of checks) and SSA-initiated events such as benefit recomputations, and to resolve
and collect overpayments, The following cost and productivity figures for FY 1995 include both
Federal and State resources (workyears and dollars) expended in processing record changes,
payment safeguard activities/continuing eligibility reviews and overpayments,

PE Adctions - Revord Changes B Over-Favmenis

(FY 1995

At stion

PE Actions processed £1,367.184 10,417,529 3,765,716
Workyears (WY) expended 7,709 8,162 3,366
PE Actions processed per WY 10,555 1,276 1,119

Unit Cost $6.43 $56.02 $64.31
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Assessment

SSA is delivering the “basics” of good service to its customers in the PE area ~ continuing
monthly payments are made on schedule 99.9 percent of the time. [t is not so clear how wetl the
Agency is doing in other facets of PE service, Although the accuracy of CORs, S51
redeterminations and §00 Number calls is measured, no Agency-level measurement of the overall
accuracy of PE payments presently exists. PE accuracy is essentially 2 function of how quickly -
the Agency makes record changes when beneficiasies timely fulfill their reporting
responsibilities, and how cffectively the Agency monitors and detects situations when they do
not, 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 initisting event {¢.g., customer reports, cyclical updates and data matches initiated by
SSA]} to final resolution,

Record Changes -- Despite our good record in delivering payments on schedule, a small
percentage of our customers experience payment delivery problems that generate a subsiantial
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 administrative resources, abowt

2,200 workyears in FY 1995, to resolve non-receipt issues and handle other payment-related
work such as retumed checks. Many of the situations that cause check non-receipt and other
payment-related work could be avoided through the use of electronic funds transfer.
Beneficiaries who use direct deposit to receive their puyments are 10 to 15 times less likely to
gxperience 2 problem with their payment being lost, stolen or delayed than are check recipients.
In addition, SSA is able 1o more efficiently recover payments that are not due (e.g., payments
issiwed after death) when they are issued electronically.

As our customers prefer, S8A completely handles many PE transactions at the customer’s first
point of contact. Most title II address changes are a prime example, However, significant
nummbers of PE transactions require that subsequent actions be taken, many in z location other
than the cne that received the oniginal report. Reports that cannot be handled to completion over
the 800 Number, such as those requining submission of verification documents or forms signed
by the customer, are referred to the local offices. Processing centers resolve title 1T automated
processing exceptions that result when actions input by the local offices or teleservice centers
cannot be processed through the automated system. The hand-offs inherent in the current
process, often necessitated by documentation requirements and present automation limitations,
affect how quickly the Agency is able to process PE actions.

Many PE events have no immediate customer onigin, bug are initiated by SSA 1o ensure correct
payment of benefits, 88A performs various cyclical operations to update payment amounts, such
as cost-of-living adjustments, benefit recomputations based on additional earnings, and annual
earnings enforcement actions. Most of this work related 0 the OASDI program is handled in the
processing centers when it cannot be processed through the automated system.
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Payment Safeguard Activities and Continuing Eligibility Reviews -- For OASDI, and more
extensively for SSI, SSA maintains regular computer interfaces with other Federal and State
agencies (e.g., Internal Revenue Service, Department of Veterans Affairs, Railroad Retirement
Board, State unemployment and workers compensation offices) to detect unreported changes in
circumstances that could affect payment amounts or continuing eligibility to benefits. SSA also
has computer interfaces with the Medicaid program {nursing home admissions) and Federal and
State prisons to determine changes of living arrangements that affect SSI payment amounts: As
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 programs but also creates
more work because of the number of cases to be investigated.

The SSI program PE environment requires constant monitoring, since eligibility for each month
must be established or presumed at regular intervals. In addition to using computer interfaces to
detect income and resources, SSA regularly conducts continuing eligibility reviews to ensure the
integrity of the rolls. Qur redetermination process is based on profiles of beneficiaries
established by research on the experience of initial claims and past redeterminations.
Beneficiaries are categorized as “high error” potential (reviewed annually by personal 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 personal contact or through
completion of a mailed form).

Of the various continuing eligibility reviews conducted by the Agency, CDRs are the most
resource intensive. SSA is required to complete periodic reviews of disability beneficiaries to
determine their continuing eligibility for benefits. As initial disability claims workloads
escalated, difficult decisions were made about the prudent use of limited administrative
resources. Thus, in previous years, highest priority was given to processing initial claims and
less emphasis was placed on CDRs. Our most recent estimate projects a loss of $2.3 billion to
the trust funds by FY 1999 from not performing CDRs timely in FY 1990 through FY 1995,

To improve this situation, SSA implemented a CDR mailer process to eliminate non-productive
reviews and allow the Agency to conduct a greater number of CDRs. GAO has indicated in an
FY 1994 report that the mailer process is a significant step toward making the CDR process more
efficient and cost-effective, and that beneficiary self-reported data, when used with other
information SSA has, appear reliable for making decisions about when to do full medical CDRs.
In an FY 1995 study on the CDR backlog, OIG concluded that the mailer process should produce
cost savings, better serve our beneficiaries and better target those beneficiaries whose medical
improvement is likely. SSA processed 285,000 CDRS in FY 1995, the most processed annually
since FY 1989. Even with the new, more cost-effective CDR process, SSA has been unabie to
complete many CDRs that come due. Currently there is a backlog of over 1 million CDRs.
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In addition 1o the currently required periodic CDRs, the Sociaf Security Independence and
Program Improvements Act of 1994 requires that SSA process 100,000 SSI CDRs, along with
CDRs on one-third of S81 children attaining age 18 (approximately 16,000} in each of FYs 1996
through 1998. Proposed legisiation would increase this to all children attaining age 18.

Other provisions of the legislation place further administrative burden on 8SA. These include a
36-month payment limitation for individuals whose drug addiction or aleoholism isa
contributing facior material to the determination of disability, suspension for noncompliance
with treatment requirements, retroactive payments paid in installments, and extension of existing
S8 DASA representative payew requiremnents to DI beneficiaries,

i February 1995, SSA sent aver 173,000 notices to current beneficiaries who were idemified as
being disabled based on DA&A, informing them of the new legislative requirements, All new
DA&A cases are now being processed under the revised rules. While definite numbers are not
yet available, early information indicates that the number of DA&A beneficiaries suspended for
noncompliance with treatment and the number of DA&A beneficiaries in ireatinent have
increased.

Since 1988, many changes in $SA’s representative payment business policies and processes have
gnabled us to improve service performance in such areas as beneficiary due process, payee
investigation/selection, and payee oversight. Central 1o 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 infermation on more than | 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. In addition, implementation of other process improvements is dependent on
a fully loaded database,

tinlike many of $8A’s other processes, the trend in representative payment has been toward
more face-to-face public contact and folder documentation in response to the need (o promote
protection of a vulnerable clientele. With the increase in the disabled population (among whom
payee turnover also is especiaily great) has come a rapid increase in the representative payment
rolls. This growth is expected to continue outpacing growth in the rolls as a wholg, and, along
with a concomitant increase in administrative ¢costs, signals a need for streamlining efforts.

Overpayments - The Agency’s performance in managing debt is strong. Overpayments asa
percentage 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 bitlion
respectively, SSA collects §8 for every dollar invested in its debt management program; abowt
3,200 workyears are expended annually on overpayment work.
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Rehabilitation/Employment Assistance for People with Disabilities -- 83 A operates a
rehabilitation reimbursement program in which State vocational rehabilitation (VR) agencies are
reimbursed for the costs of the services they provide t0 85A°s beneficiaries if the services result
in a return 1o work at the substantial gainful activity level for 9 continuous months. InFY 1994,
SSA referred approximately 173,000 disability applicants and beneficianes to VR agencies.
Only about 6,000 beneficiaries were successfully rehabilitated in FY 1994, for which 85A
reimbursed VR agencies $63.5 million,

Historically very few individuals who receive disability benefits ever leave the rolls to return to
work. As SSA's disability rolls have steadily grown, young people in particular have been
coming on the rolls in large numbers and tend to stay on the rolls for decades. While SSA
currently is neither responsible, nor has the expertise, for rehabilitating people, we have been
criticized for our limited VR referrals and small number of beneficiaries who return to work
through VR.

Business Approach

The Agency’s approach for improving the PE process focuses on: providing better customer
service primarily by enabling more business to be handled in a single contact, freeing resources
for other priority or increasing workloads by automating more PE work and more effectively
handling program integrity work to help rebuild poblic confidence,

Service and Efficiency Improvements ~ One Key effort to improve efficiency and service
involves exploiting the many service features and payment processing efficiencies that can be
made possible through electronic funds transfer, and increase the number of customers using this
more reliable and convenient means of receiving their payments. Doing so allows us to not only
provide befter service to our customers, but also reduce payment.related workloads and the costs
associated with 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 NPR. 8SA
will more aggressively market the advantages of direct depesit to the public and financial
community. In accordance with recently gstablished government-wide policy, 88A will presume
the use of direct deposit by all beneficiaries who 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 1o communicate with financial
institutions will be expanded. New uses include automated enrollment for direct deposit and
electranic verification of bank account resources for SS1 recipients in lieu of the current paper
process.
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Ancther potential service improvement will reduce the reporting burden on customers who must
annually report their earnings both to SSA and IRS. We currently are evaluating a proposal that
essentially would eliminate the need for customers to file an annual camings report with SSA.,

The focus of other Agency efforts to improve the efficiency of the postentitlement process is on

- automation enhancements that will reduce the hand-offs and manual work ffort 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 clisnt contact. The key initiatives for doing this ~ -
are essentially those that also contribute to claims process improvements and the achievement of
the electronic claims file, most importantly:

TWS/LAN;

Paperless Processing Centers;
Title I System Redesign;
SS1 Modermization; and
Redesign the Policy Process,

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

The combination of increasing antomation and the public's growing preference for reporting
changes by telephone rather than by mail, has significantly reduced the volume of traditional
work performed by the processing centers. In response (o these changes, the processing centers
have downsized considerably and taken on new workloads, Staffing has decreased by 45 percent
since 1984 and with the additional responsibility of answeting 800 Number calls on peak calling
days, the role of the processing centers has been significantly altered. The redesigned title 11
system, when fully in place, will have the effect of further reducing the workloads that are
currently performed in the processing centers. However, there will continue to be residual
systems faliout work and other high volume work that can be best accomplished in a centralized
operation, ’

Pavment Safeguard/Program Integrity Improvements -- SSA recognizes the need to process
more CDRs to ensure program integnty, to carry out congressional mandates, and {o coniribute
10 increasing public confidence in our programs. Consistent with these objectives, 8SA has
developed a multi-year plan to increase the number of CDRs processed--from 285,000 in

FY 1995 t¢ 575,000 in FY 1996 and 864,000 in FY 1997, The plan is dependent upon the
passage of legislation which would adjust the discretionary budget caps and thus permit the
allocation to SSA of additional funding.
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In addition, S8 A is taking actions to improve CDR processing. We are developing an improved
method for processing mailers that will be operational in FY 1998, Instead of requiring manual
screening and processing, completed mailer questionnaires will be optically scanned, and
forwarded for action based on computer-based decision logic, This improved, automated process
will increase our efficiency and greatly enhance our ability to accurately process a higher volume
of CDRs. We sre also conducting an analysis to determine characteristics of beneficiaries in the
pending CDR cascloads; what Social Security and DIIS resources would be necessary to
eliminate the current CDR backlog over the next few vears; and what effect this might have on
our initial and appeals workloads.

While S5A has in place a strong integrity protection program, we are renewing emphasis in this
area with an Agency initiative to prevent and detect fraud and abuse. In addition to providing
better ways to detect fraud and abuse, the initiative will focus on increasing investigation and
prosecution of fraud, more aggressively collecting all monies due SSA and renewing emphasis
on oversight controls. As a part of this effort, we are assessing the cost-effectiveness of all of our
payment safeguard activities. The results of this analysis will be used to help the Agency make
decisions about which activities yield the highest payoff for the investment and whether certain
activities should be eliminated or improved.

Until recently, SSA’s representative payment program was virtually unknown - viewed simply as
an alternative 10 direct payment of benefits. Today it is recognized as a social service program
which entrusts $22 billion yearly to about 5 million payees on behalf of some 6.1 million
beneficiaries, including many of our nation's most vulnerable citizens,

The Commissioner has established the Representative Payment Advisory Committee 1o provide
S8 A independent advice on representative payment and recommend changes to our existing
policies and processes. The committee’s deliberations will focus on five broad areas; beneficiary
incapability, payee selection, payee recruitment and retention, standards for payee performance
and oversight.

The Agency also is working with the OIG on a review of the payee accounting process that
focuses on risk assessment. The current process required by Congress and the courts, while
providing some deterrence effect, does little to detect misuse, 18 burdensome to the public and
our employees alike and is costly {over $60 million in FY 1994) to administer, Results of the
rigk assessment study will be used to develop a more efficient and effective payee monitoring
process that will satisfy the Congress and the courts.

Rehabilitation/Employment Assistance for People with Disabilitics -- SSA is expanding the
reimbursement program for VR by implementing regulations that were published in March 1994
that permit SSA to refer a beneficiary to an alternate provider when the State VR agency is
unable to provide services. This new process will improve the services available 1o 8SA's
beneficiaries by increasing the number of providers participating in the reimbursement program.
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SSA will continue to work with our State partners, other public agencies, and private
organizations that serve people with disabilities to examine approaches for increasing the
employment of disabled beneficiaries and applicants for disability benefits, These should
include ways of bringing together the interests of employers, private insurers, and rehabilitation
services, both to achieve more efficient handling of claims and to return to the workplace as
many people as are able to work.

Key Initiatives

The foliowing Key Initiatives discussed in Part VII are relevant to improving the postentitlement
process;

Prevent and Detect Fraud and Abuse
Employment Strategies for People with Disabilities
IWS/LAN

Redesign the Palicy Process

Title Il System Redesign

881 Modernization

Paperiess Processing Centers
Payment Cycling

Notice Improvements

Electronic Payment Services
Electronic Service Delivery

Eliminate the Annual Eamings Report
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INFORMING THE PUBLIC
Description

In addition to its core processes involving issuing SSNs, maintaining earnings records, and
processing claims and postentitiement actions, $5A 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. This fifth business process is
summarized under the heading Informing The Public,

Informing the public about Socigl Security programs, and educating them about the value and
operation of these programs, is a basic Agency responsibility. Input we have obtained from
customer focus groups and surveys has led us to conclude that public support of Social Security
relates, at least in some measure, 16 public knowledge sbout our programs. The public needs an

" agcurate understanding of the basic principles of social insurance programs, of the valug of these..
programs 1o themselves and society as a whole, and an appreciation of the role Social Security
programs play in the nation's income securily system. The public also needs accurate and
understandable information about key public policy issues, such as the role of the Trust Funds in
financing Social Security benefits, the value of Social Security 1o younger workers, and the scope
and nature of potential changes to the programs. And the public needs to know that SSA isa
careful custodian of the taxpayers' dollars and the beneficiaries’ benefits. In short, the public
needs accurate and understandable information about any aspect of Social Security that is of
coengern, and it is the function of the business process SSA describes as Informing the Public to
fulfill that need.

This business process involves S8A’s extensive public information activities as well as the
statistical and other program data SSA provides to support research and policymaking
throughout the Government and in the private sector. The customer end-product resuhmg from
this business process is essentially “information,” broadly consirued.

Workloads

Personal Earnings & Benefit Estimate Statemenss -- Since 1988 SSA has offered a PEBES o
members of the public, upon request. These statements provide a report of the life-long eamings
record maintained by SSA on each worker covered by Social Security, and an estimate of the
worker’s potential future Social Security benefits. Annually SSA receives and processes abowt
4 millicn such requests.
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In addition to the PEBES that the public requests sach year, SSA began issuing in FY 199§ first-
time statements to eligible individuals age 0 and older, 23 mandated by law. About 7.1 million
SSA-initiated PEBES were issued in FY 1995, Beginning in FY 2000, 8SA must send an
estimated 123 million statements annually to all eligible individuals age 25 and older. We plan
to accelerate PEBES issuance to individuals age 25 and older during FY 1996 t0 FY 1999 in
order to more evenly spread the fallout worklead for processing related inguiries and earnings
corrections, expected to be generated from first-time statements (see the discussion of workloads
earlier in Part ¥V under “Earnings”™}.

Public Informaiion Materials — SSA publishes pamphlets, newsletters, booklets and other
informational matenials 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 eonsumer pamphlets, booklets and
fact sheets to inform the public about Social Security programs and policies. SSA also produces
ghout 20 administrative publications, many of which are sent as “stuffers” with notices sent to
Social Security beneficiaries. These “stuffers” contain information that beneficiaries need to
know so that the official notices can be kept shorter and easier to understand. In total, SSA
produces an anmual volume of more than 95 million of these 70 or so publications.

$SA also produces a monthly camera-ready newsletter that is sent to about 15,000 nonprofit and
governmental organizations; a quarterly newsletter (the SSA/IRS Reporier) distributed to more
than 6 million employers 10 inform them about the procedures and policies involved in the
Annual Wage Reporting process; a monthly package of public information materials (newspaper
articles, seripts for radio programs, ¢te.} which is distributed to all 1,300 Social Security field
offices, a series of radio spots; and about 90 videotape programs each year. SSA operates a live
satellite broadeast network for internal communications and training purposes, S84 has also
produced a Teachers’ Kit for use by secondary schools and produces a variety of posters and
special use products to help inform the public about Social Security.

Statistical and other Research Data - As pant of our role in fostering knowledge about Social
Security, SSA distributes statistical and research data in several forms, A quarterly joumal, the
Social Security Bulletin, presents the rcsuits of S8As research program and provides quarterly
prograrn statistics. The Annual Sta Supplement summarizes statistical information on the
program, Detailed information on {}&SE}I and SSI beneficiaries by State and county and by zip
eode are also published annually. SSA also makes available statistical data in electronic form for
use by other government agencies and researchers.

Statistics on the income of the aged, including the role of Social Security in total income, are
provided biennially, as is a chart book with income highlights. For use by field offices and in
educational programs, descriptions of Social Security programs in the U.S. and throughout the
world are also provided.
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Service Delivery Performance

For most of its public information activitics 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. SSA also conducts occasional feedback
surveys and focus groups to obtain customer 1nput on its public information materials.

As a general standard of how well we are informing the public about our programs, SSA now -
uses the following measure from an annual strvey performed by the American Council of Life
Insurance.

Measure Carrent

Performaner

% of public "very well informed” or "fairly well informed™ about 54%
Social Security (FY 1995)

For FY 1997, we have set a target of 62 percent for this measure,

Gperational Efficiency

Generally speaking, SSA does not capture budget resources and efficiency data separately for
this husiness process. Resources and efficiency data are captured as part of the data reported on
the other business processes described above, since the bulk of SSA’s efforts 1o inform the public
take place through the day-to-day work associated with the first four business processes.
However, information is separately maintained on the resources expended on issuing PEBES. In
FY 1995, the postage and printing costs 1o issue 7,094,937 legislatively-mandated PEBES and
1,640,920 PEBES requested by the public were $2.8 million and $1.5 million respectively.

Assessment

In contrast to SSA’s other business processes in which we have a multitude of performance
measures, it is more difficult 1o assess the effectiveness of public information activities. The
usual approach is to measure the number of publications produced, the numnber of placements of
a public service announcement (PSA), the number of organizations to which a newsletter is
mailed, ete., rather than measuring how successful the publication, newsletter or PSA is in

communicating the desired messages. In other words, S8SA typically has measured efforts rather
than results. :
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Work to develop and implement a set of measures for this business function is still underway.
However, from current surveys across generational lines in which 3 in 10 respondents admit that
they are “not too well informed” about Social Security, we know generally that our performance
could be improved.

To be effective in educating the public, SSA recognized that we must first identify the issues that
are of concern to the public. The Agency’s initial efforts to ask our customers and other '
stakeholders for input, have confirmed our estimations of some particular areas of public
mispereeption and lack of knowledge.

The pubtic has a poor understanding of the basic principle of social insurance and the many ways
it benefits both the individual and society. For example, many people view Social Security asa
personal savings account or a pension rather than a form of insurance against having lost income
from retirement, disability or death, or fail to appreciate that Social Security bears burdens that
would otherwise fail to families or welfare programs.

The PEBES is expected to serve as a regular reminder to the public of the presence and value of
Social Security as a part of their financial planning package, SSA just began in 1985 10
periodically issue self-initiated PEBES and its overall impact on the public's knowledge of our
programs is yet unknown. Preliminary information indicates the PEBES is being favorably
received. In a survey among recipients of the 1994 test mailings to ascertain our customers’
views on the us:fulness of the PEBES, three out of four individuals who responded indicated
they were glad 1o receive the information. Nine out of 10 found the information useful. Overall,
only 27 percent of the responders thought the PEBES should be sent to those as young as age 25,
although 60 percent of the age 26-30 cohort thought age 25 was appropriate,

Public focus group input was used to design the PEBES format and make the content more
understandable and usefu) to the recipients. An extensive public information campaign continues
to prepare individuals for receipt of their PEBES and to answer many of the general questions the
statements generate. We are monitoring public reaction closely to determine if changes may be
needed for subsequent issuances of the statements. Additional focus group discussions with
younger workers will identify any need for further explanatory information or shifts in emphasis
in the messages presented. Systems enhancements will be considered where necessary.

$SA’'s ficld office employees have traditionally been our "front ling” in communicating with the
public about the value of Social Security and in correcting the various types of misinformation
about Sacial Security. Over the past decade, because of workload demands, this role has
dimninished.
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SSA also uses the nation's "information highway" to communicate with the public. Many of the
Agency’s most widely used public information materials and public use forms, as wel} as
research and statistical information and publications, now are available in electronic form on the
Agency's Internst server, Social Security Oniine. These same materials are available to
commercial, non-profit and govermnmental online services that request them. Also, since 1593,
SSA has operated an electronic bulletin board service for employers and other interested parties,
to provide information about annual wage reporting.

Business Approach

SSA’s business approach for our public information function consists of a major campaign that
seeks to educate the public more fully about basic Social Security concepts and a companion
effort to revitalize the role of our employees as S8A’s ambassadors. In addition, we will improve
the accessibility to our employees of public information material and expand the direct
availability to the public of information in electronic form.

Preceding the public education campaign design, SSA conducted focus group studies to
determine the level of current Social Security knowledge and identify main areas of concern.
The goal of our education campaign is to eosure that the public has a clear understanding of what
the Social Security program is and is not. The multimedia campaign messages will include: the
theme of Social Security programs as more than retirement, basic funding principles (FICA taxes
and trust funds) and the history and rationale of the nation’s Social Security program. Specific
target audiences have been identified - seniors, baby boomers, and young people ages 25 to 31,
Messages will be specially tailored for each of these groups and consistent across all forms of
media. One of the first products that will be released under the campaign is a booklet on "tough
questions and angwers" on the Social Security program that was developed from the issugs
identified by customer focus groups. Other aspects of the campaign will include periodic
stakeholder group discussions on topical issues and Commissioner Roundtable discussions with
key business leaders.

As SSA conducts specific campaipn efforts, the success of those efforts will be measured not by
how much information is disseminated, but by how much we have increased public knowledge
about Social Security. To do so, feedback mechanisms will be necessary to determine if
information and messages are reaching the intended audiences, and the reactions and responses
that various segments of the public express based on the information and messages they receive,

In conjunction with our public education efforts, SSA will also reinvigorate the role of our
employees in conveying information to the public. SSA currently is holding focus group
discussions to identify gaps in employee knowledge about the value of our programs. An
educational program will be developed based on the results. An important part of that program
will be training in such public affairs skills as dealing with the media and speaking in public.
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SSA is alse undertaking an employee survey to determine the effectiveness of our existing
internal communications and the need for new employee communication products or services.
Material being developed as a part of the public campaign effort will also be used to familiarize
employees with program information and topical issues. And, more presentation tools will be
developed centrally for use by local offices to help ensure that we consistently communicate our
messages across the counuy.

Since information is the “product”™ produced by this business process, those techﬁ{}icgies that
facilitate access, retreval and dissemination of information are key enablers for informing the
public. Technology is a critical tool that enables SSA to do a better job of disseminating vital
information quickly and efficiently.

One recert highly effective innovation at SSA is the capability for the Commissioner to
communicate directly with fisld and headquarters facilities through clectronic mail. When
important, time-critical information needs widespread distribution, the Commissioner can send
an “all hands” message via electronic mail. However, the E-mail system is a personal computer-
based systerm, only available 10 those employees with ready access to networked personal
computers, Presently, in those offices without IWS/LAN technolegy, the message is transmitted
10 a single employee who must print the message, make photocopies and hand-deliver the
photocopics to each employee. In the IWS/LAN sites, every employee receives an instantaneous
and direct communication from the Commissioner.

Other technological tools being considered for disseminating information to our gmployees are
the expansion of SSA's satellite network and the use of interactive desktop video,

The service SSA provides on Intemnet has been widely praised for its clarity, ease of operations
and usefulness to the public. In s quest 1o provide the public with world-class service, SSA will
continue to expand into other avenues of electronic access and offer additional information
material and services 1o the public.

Finally, the redesigned disability process places a major emphasis on better-informed applicants
and on better-informed medical record providers to facilitate the development of medical
evidence for disability claims. Thig will be 2 major arga for emphasis for SSA's public
information efforts as the redesign is implemented.
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Key Initiatives

The following Key Initiatives discussed in Part VII are relevant 1o improving the Informing the
Public business process: '

Educate the Public about Social Security
Disability Process Redesign

IWS/LAN

Redesign the Policy Process

Electronic Service Delivery

Interactive Distance Leaming
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Service Delivery Interfaces

Many transactions in SSA's business processes require an interaction between the public and
S5A. Typically, an interaction occurs at the beginning of 2 process when customers contact SSA
to request a service, although SSA can initiate the contact. Other interactions ocour while the
process is being carried out and at the end of a process when the service is delivered. How many
and what kind of interactions take place are govemed by the kind of business being conducted
and the choice of the individual.

Customers expect to have a chojce in how they conduct business with SSA. SSA has responded
by offering customers the choice of six complementary interface methods:

Visiting one of SSA's direct service offices

Calling one of S84’s direet service offices

Calling SSA's national 800 Number

Working with 2 third-party mtermediary who provides services on SSA's behalf
Conducting business with SSA through the mail

Using automated self-service options

SSA has found that, overwhelmingly, customers prefer to talk t0 a person, either face-to-face or
over the telephone. Customers are, therefore, less likely to request services through the mail.
Since most autornated self-service options are still in the exploratory or pilot stages, their
popularity has yet to be assessed.

Despite a customer's being able to choose how to initiate contact, $5A’s business processes
cannot all be completed using any one interface method for various reasons, For example,
because initial claims require personnel expertise that has 1o date only been available in a field
office, claims can at present be taken by phone only in the field office, not over the 800 Number.,
As another example, because SSA has found the issuance of social security numbers o certain
types of individuals to be especially susceptible to fraud attempts, certain SSN applications (e.g.,
those for individuals over the age of 18 who are applying for 2 new social security number) must
be made in person.

SSA faces significant challenges in designing its customer interfaces to deliver world-class
service every time:

. The number of SSA customers is growing, and SSA does not have unlimited
resources 1o devote to improving service.
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| The experience of both SSA itself and private companies with whom it has
consulted is that expanding capacity to serve customers and improving the way
service is provided ofien result in expanded demands for service, thereby taxing
the ability to maintain quality.

" According to customer surveys, an increasing number of customers prefer
telephone service and would like SSA to provide additional services over the
800 Number. At the same time, experience has shown that customer preferences
are not always borne out by customer action,

- Customer opindon vehicles have also made SSA aware of two other important
customer expectations: to complete buginess transactions during a single call or
“visit to S8A; and, where mors than one contact is necessary, to have a single point
of contact with whom to deal.

L The preferences of customers today are not necessarily the same as the
preferences that customers will have in the future. SSA must meet the
expectations of today's customers while building the capability to respond 1o those
of tomorrow,

While "service” has numerous dimensions, many of them are related 10 how well SSA interacts
with the customer as we are conducting business, SSA currently evaluates averall service guality
by measuring the percent of people who rate SSA service as "good” or "very good” on the OIG
Client Satisfaction Survey. For FY 1997, the goal is 82 percent; in FY 1995, §5A’s actual
performance was 79 percent, '

Delivering quality service through imterfaces with the public requires the Agency to have the
largest possible number of employees directly serving the public. SSA employees who work in
staff positions have been offered the opportunity 1o be redeployed into direct service positions.
By the end of FY 1995, over 300 people had taken advantage of the opportunity. We are
coniinuing to offer staff employees opportunities to move into front-line positions through such
initiatives as establishing a Direct Service Unit at headquarters,

Surveys have shown that client satisfaction rises proportionately as customers view $SA's
employees as courieous and knowledgeable about their jobs, This fact supports the identification
of the workforce as a key enabler of SSA's mission performance,
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FACE-TO-FACE SERVICE

Description

Service in the Field Office -- 88A has a long tradition of providing face-to-face service for
customers in its field offices: the first field office was opened in Austin, TX, in October 1936,
Today, SSA has nearly 1,300 field offices nationwide. They provide a wide array of setvices for
customers, from answering general questions about programs to making complex eligibility
determinations. Field offices are open to the public generally from 9:00 a.m. 10 430 p.m. every
business day. Field office representatives also make regular vigits to outlying areas fo serve SSA
customers who live at a distance from a local office or who cannot visit due to illness. SSA
maintains over 1,600 contact stations, where periodic service is available cuside the local office.
In addition 1o serving customers, field office emplovees disserninate public information in their
communities for the purpose of heightening knowledge about and increasing confidence in
Social Security programs,

8SA cooperates formally and informally with other agencies (o provide a single place where
mutual customers can conduct related business, Some of these “one-stop™ service agreements
involve S8 A employees’ helping to administer other programs, including establishing
entitlement to Medicare benefits for the Health Care Financing Administration (HCFA); some
tier | benefits for the Railroad Retirement Board; and Black Lung, Part C, benefits for the
Department of Labor. in certain situations, SSA takes food stamp applications for the States,
Also, in many States, an application for 581 benefits is also an application for State supplemental
benefits and/or Medicare. Under other agreements, 8SA field office employees are ovt-stationed
in the offices of other agencies.

SSA encourages customers to make appointments to visit the field office for more complex
business, like claims and such postentitiement activities as overpayment reviews, some
continuing disability reviews, and some redetermination interviews, S$till, many people do not
make appointments. As many as 58 percent of claims-refated transactions are conducted

without an appointment. Thirty-four percent of the visitors seen in field offices are there to apply
for new or replacement social security cards, work rarely done by appointment, Added to SSN
applicants are the individuals who "drop by ™ to ask questions, provide postentitiement
information, or conduct other business. In consequence, fully 93 percent of visitors 1o §SA's
field offices walk in without an appointment.

Much of the work done by field offices ¢an be done over the phone, either by the office itself or
by 800 Mumber teleservice staff. However, individual circumstance or personal preference lead
many people to conduct their business face-to-face. For example, even when ¢laims are initiated
over the phone, some claimants prefer to complee the applicaton in person.
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The number of 8SA customers who do not speak English is growing, and language and cultural
differences mean 87 percent of those customers prefer 1o visit when doing business with 8SA. In
addition, the majority (about 65 percent) of those filing claims for SSI benefits are more likely to
visit the office, providing SSA the opportunity (o give them the more individualized service their
situation often requires.

Service in the Hearing Office -- Clients who wish to appeal a decision for title 1, title XV1, or
HCFA"s Medicare program have a statutory right to request a hearing. At present, most

- decisions made on cases for which hearings are requested are made by an SSA Administrative
Law Judge (ALJ). S8S8A is able to make a favorable decision on the record for 20 to 25 percent
of the cases for which hearings are requested, thereby eliminating the need for a hearing. This
provides a more timely decision and more convenient service for the claimant, and it benefits the
Agency as well. Attorney advisors in DHA are permitied to conduct pre-hearing proceedings
and issue decisions that are wholly favorable in certain cases. In the future, once the disability
redesign is implemented, an adjudication officer will fully develop every case, narrow the issues,
and certify the case for hearlng. The adjudivation officer {AO) will be able to make favorable
on-the-record decisions, thereby freeing the ALJ to hear the more complex cases.

Of those cases for which a hearing is ultimately held, 60 percent of hearings are held in one of
SSA's 132 hearing offices located throughout the country. To conduct the other 40 percent, AlJs
travel to approximately 323 remote sites,

Workloads

Workloads in the Field Qffice -- During FY 1995, an estimated 24 million people visited SSA
field offices--on average, over 94,000 people every day. The major categories of FO-visitor
workloads may be broken out this way (percentages are approximate):

[Applying for social security cards ~ 34% |
Filing claims 15%
BSeeking/providing information about a claim 10%
Requesting help with SSA correspondence 9%
Seeking benefit estimates or verification of 5%
Ip : includi — 1% .
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The rest of the visitors are sezking or providing other information or services. Almost 2 percent
of visitors do not conduct any business at all, except 1o be given future appointments or be
referred to the 300 Number to set up an appointment.

Workloads ins field offices vary dramatically across geographical locations. Offices serving low-
income areas, ofien located in inner city areas, see more people who need individualized
services, such as the non-English-speaking and SSI customers. In contrast, offices in
economically advantaged areas have fewer non-English-speaking clients, higher insuranice-
program workloads, and clients who are more likely 1o use the appointment system, be able 10
complete forms without assistance, and use the telephone in conducting their business.

Workloads also vary dramatically over time, Because of SSA's pavment schedule, payments 1o
our nearly 50 million OASDI and $SI beneficiaries are generally made during the first 3 days of
the month. This payment delivery pattern results in workload surges during the first 10 days of
every month, primarily due to beneficiary guestions concerning the amount of a payment or
failure 1o receive an expected payment.

Other workload peaks oecur during the first 3 months of the year, on Mondays, and on days
following Federal holidays. Peaks early in the year result in large part from inquiries related to
cost-of-living adjustments and tax-related business such as 1099s and 88N ‘ssuances. In
addition, many peopie retire at the beginning of the new calendar year. Time-related workload
peaks affect nearly all work sites in S5A, including the 800 Number workloads and work in our
processing centers.

Worklvads in the Hearing Office - Over 526,000 requests for hearing were processed in hearing -
offices during FY 1995. ALlJs met face-to-face with claimanis in about 78 percent of these
requests. Like initial claims, hearings are labor-intensive, and the volume continues to ¢limb,

Service Delivery Performance

Performance in the Field Office - Access 1o service is a critical measure of how well a service
delivery interface is performing, For face-to-face service, access takes on two dimensions:
actual access to a field office and access o service within the office.

Access to a field office is related to the number and location of field offices and their hours of
operation. SSA performs a regular service delivery assessment (SDA) to determine if action
should be taken to open or close new field facilities, change their size, or co~locate them with
other facilities. Changes that result from the SDA respond to such factors as demographics,
workloads and resource considerations, along with Congressional input and community
consultation. During FY 1985, five field offices were consclidated with nearby offices; it is
likely that several will be consolidated during FY 1996,
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Access to service within the office itself also has several dimensions. One concerns waiting
times, for which SSA has set performance objectives. Information reported by 88A in its own
study of field office waiting times, which includes in-office waiting times for all types of
customers, shows the following results for FY 1905:

Nardanrd Actual

With an appointment, serve 100% within 83.8%
10 minutes

Without an appointment, serve 100% within =~ 72.7%
330 minutes

SSA recently completed a study of the satisfaction of the segment of cusiomers who come into
obtain & new or duplicate social security card. It shows that, while enumeration customers are
generally very satisfied with our service (50 to 94 percent said the service was "good” or “very
good"), the aspect with which they are least satisfied is office waiting time. In contrast to the
data for "all customers" shown above, about 31 percent of SSN applicants reported waiting

30 orinutes or longer to be served, with over 10 percent reporting waiting longer than an hour.

Though individuals with appointments generally spend less time waiting in the office than their
counterparts without appointments do, up 1o 4 weeks may elapse between the time an
appointment i3 requested and the time the scheduled appointment takes place, We note that,
because OASI applicants can file up to three months prior to the time that payment is dug,
immediate appointments are not usually necessary for timely payment. In addition, some
applicarts do not wish immediate appointments. Whenever payment is due immediaiely, S5A
makes every effort t¢ take the claim immediately; when this is not possible, procedures exist o
ensure that the filing date is protected so that benefits are not lost.

We also note that, as time permits, representatives take advantage of the period before the
scheduled appointment to begin the claims work over the phone; at times, the claim may actually
be completed that way, making the scheduled appointinent unnecessary,

Another dimension of face-to-face service relates 1o the ability of individuals who do not speak
English to conduct their business. SSA has directed intense efforts over the last several years to
enhance our ability to interact with this population, improving service to them while at the same
time increasing accuracy of claims payment and office gfficiency. The results of an OIG study of
client satisfaction, in which non-English-speaking respondents reported a higher satisfaction rate
in FY 1995 than in FY 1994 (a5 an aggregate across all service-delivery interfaces tested),
indicate that the efforts are working.
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Anecdotal information suggests that the level of service to individuals who do not speak English
varies greatly among offices depending upon their location and resources available within the
office and the community. And in-office waiting times for these customers are longer than those
for customers in general, perhaps because non-English-speaking customers are more likely to
visit an office without making an appointment first,

The 1995 Client Satisfaction Survey performed by the OI4 indicates that both perceived job
performance by staff and courtesy are important determinants of a customer’s satisfaction lzvel.
In FY 1995, results were as follows:

ercent of visitors rating
phe performarnice of SSA staff -
pis "good” or "very gaod”

ercent of visitors finding 87%
pmployees 1o be “courtecus”
br "very counteous”

SSA has established an overall goal for FY 1997 that 90 percent of people will rate SSA service
as "courteous” or "very courtgous.”

Performance in the Hearing Office - Performance information for the hearing offices analogous
to that of the field offices is not collected,

Operational Efficiency

Efficiency in the Field Office -- At the end of FY 1995, just over 33,000 full-time equivalents
{FTEs) were dedicated 10 the field offices and the area offices supporting them. How many of
these FTEs are dedicated to face-to-face service (in contrast to field office phone service} has not
been determined.

Different workloads require different amounts of time spent with the client. For example, claims
interviews conducted face-to-face vary in duration from an average 62 minutes to complete a
simple retirement or survivors claim to 97 minutes for a disability claim.

Efficiency in the Hearing Office - The Office of Hearings and Appeals used about 7,000 FTEs in
FY 1895, The number of FTEs increased by about 9 percent from the FY 1994 level in response
10 the growing number of hearings and appeals.
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Assessment

Assessment of Field Office Service - Field office face-to-face service is still seen by many, both
inside and outside the Agency, as the "bread-and-butter” service delivery interface, the one by
which SSA quality and service are defined. The offices are valued by the American people,
many of whom visit during sone of the most vulnerable times of their lives,

Sull, SSA’s capacity to provide comprehensive and caring face-to-face service has been taxed
recently by the twin challenges of resource downsizing and growth in the more complex
workloads, The downsizing that occurred during the 1980s resulted in extreme staffing
imbalances because it was accomplished through non-directed attrition. Our Jargest losses
occurred in urban offices, the very offices where numbers of customers are the largest and
growing most rapidly. These arg also the offices with higher proportions of customers wha do
not speak English or are applying for or receiving S8I benefits, the customers who are most in
nesd of individualized services.

Over the last several years, SSA carried out a very successful initiative called the Metropolitan
Office Enhancement Project (MOEP). Under that initiative, more resources, both human and
physical, have been directed to offices most in need, and resources in FY 1993 are distributed
more equitably than they have been in recent years. Physical security and habitability were also
enhanced, providing for our urban customers a more professional atmosphere in which to
conduct business. A recently completed SSA study shows that service provided to initial
awardees in MOEP offices 1s now much more aligned with service in non-MOEP offices, with
striking improvements in walting times, courtesy, processing time and office appearance noted
by SS1 awardees.

Information received from a comment card survey conducted last year supports our emphasis on
addressing the needs of non-English-speaking customers. The survey indicated that almost

30 percent of aged S8 customers, up 1o 10 percent of S8I Blind/Disabled customers, and

15 percent of SSN customers want to conduct business in a language other than English (usually
Spanish). To respond to this preference and raise processing accuracy and efficiency, 8SA has
made a concerted effort to hire bilingual employees; duning FY 1995, one third of all new
employees were bilingual. In addition, some employees have been traiped in foreign languages
used locally, cultural awareness training has been conducted, and SSA's ability to locate
additional sources of impartial transiators has been enhanced.

The number of permanent offices, combined with SSA’s creative use of resident/contact stations,
field visits, and outreach, have historically resulted in 885A's services being within reasonable
distance of nearly everyone who wishes to visit. 8SA will continue 1o reguiarly review al] field
facilities to determine if offices should be opened or consolidated with other offices, though few
changes have been made over the last several vears, However, staffing constraints have affected
community presence.
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The overall number of contact station visits and personal visits to homes has declined from
traditional levels since the éarly 1980s. Public relations activities have lessened as well, and the
decreased level of community involvement may be contributing fo the decline in confidence in
the Social Security programs. To improve service and help rebuild public confidence, renewed
emphasis is now being placed on public relations.

Assessment of Service in the Rearing Office -- Accessibility is much more of an issue for
claimants who request hearings. Claimants and ALIJs in sparsely populated areas often travel
long distances to reach hearing sites. In fact, claimarnts may be required to travel up 1o 75 miles
at their own expense o attend a hearing, {If travel over 75 miles is necessary, S5A will pay for
the travel expenses for the claimants and their representatives and witnesges.)

W

Business Approach

Business Appreach in the Field Office -~ The number of individuals who will need direct service
is expected to increase in the future, and the number of direct-service employees will not just
stay the same but is likely 10 decrease. This means that S5A will be unable to deal with people
in the furure using the processes of the past. The keys to improving face-to-face service lie in
reducing the number of unneeded field-office contacts and increaging the efficiency and
effectiveness with which the contacts that do take place are made. Like nearly everything
described in this Business Plan, the prime strategies for accomplishing this will be reengineering
and continuous improvement in addition 1o some divestiture of work; and the key enablers will
be technology, the SSA workforce and an improved management environment.

SSA remains committed (o serving every customer Tace-10-face who desires that service.
However, where other interfaces may prove more desirable were they more convenient, we are
working to make thern so. SSA’s imitiatives {o improve 300 Number service and to increase
access through third parties and automated seli-service are expected to reduce the relative
number of face-to-face contacts made, particularly in the areas of reports of postentitlement
changes, simple claims filing, and general inquiries.

The most frequent reason for a field office visit 1s enumeration. This 1s becanse SSN applicants
usually have little prior experience with SSA; are members of groups who need more
individualized service; do not wish to entrust their documents 1o the mail; or need their number
or card right away and want to avoid the delays of mail transactions.
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To make inroads into this workload, SSA is taking some important steps. Described in greater
detail in the assessment of the enumeration process, they include two promising initiatives:

n Testing the feasibility of providing replacement social security cards to requesters
by telephone without requiring documentary proof of identity or a signed
application; and

" Having the Immigration and Naturalization Service (INS) take applications for
S5Ns from immigrants,

Both of these enhancements, if proven feasible, should provide a good measure of convenience
for the custorners and reduce, perhaps dramatically, our in-office workloads.

A continuing effort 10 improve customer service and thereby also reduce in-office traffic focuses
on ancther major field office workload, explaining or answenng questions about the notices 88A
itself has sent to customers. Making improvements o SSA’'s notices has been a priority which
has so far succeeded: the FY 1995 Client Satisfaction Survey shows a significant improvement
over the last 2 vears in the readability of the mail that 85A initiates. Future notice enhancements
include providing more automated capability in notice production, thereby reducing staff hours
spent both in field offices and other facilities. And new archival and retrieval techniques will
allow staff to view on screen the notices that have been sent to ¢lients, thereby making it easier to
deal with questions about them over the phone and chiminating the need for a field office visit.

Reports of late or missing payments are often made in person. Because the incidence of late or
missing payments decreases dramatically when payments are made electronically, $SA's
mitiative (o increase the number of people who elect direct deposit should show a major
reduction in these workloads both in the field and over the 800 Number,

One major change on the horizon will not eliminate work but will tend 10 fevel it across time and
reduce the workload peaks currently associated with single payment dates for benefit payments.
SSA's initiative o cycle the timing of benefit payments is expected to make a difference in the
distribution of public-contact work (through all interface mechanisms), thereby reducing waiting
fimes in the office and other inconveniences associated with cyclical workloads. Because the
cycling of payments will occur prospectively, however, the impact will be gradual.

In these days of lean staff and growing customer base, the efficiency and effectiveness of
workload processing in the field office will be directly proportional 1o the amount of automated
applications, equipment, and information available. The continuing roll-out of S§A's I'WS/LAN
equipment and further development of applications that use that platform will have a tremendous
impact. These systems changes will reduce access time to critical procedural and information
reference matenials, thereby improving the ability of field office stafl to answer questions and
take action at the time of initial contact.
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They will make available electronic tools such as multitasking, electronic mail, facsimile, expert
systems, and Compact-Disk Read-Only Memory (CD-ROM), all of which will enable employees
to work more efficiently and knowledgeably. And, they will continue to reduce the errors
inherent in receiving and documenting information, the time required to input information, and
the number of times SSA has to handle work. By deing so, automated changes will reduce the
cost of processing as well as delays experienced by the customer. Ultimately, enhanced data-
exchange capabilities will reduce the need for individuals 1o provide information that can be
obtained electronically from other sources.

When a business process is streamlined or enhanced, the interface through which that service is
delivered is often changed. For example, as part of the disability process redesign, a new face-to-
face relationship will be established. The enterprise redesign effort is expected w identify and
address efficiency issues in our other core processes, Even changes in administrative processes,
such as the automation of various forms and elimination of levels of review, reduce the time
spent on non-client-related work, thereby increasing the resources available 10 assist the client,

Under the MOEP, critical security issues in some of our offices were addressed. Now, in
furtherance of establishing a professional environment for both our customers and employees in
the field, SSA is planning 2 new initiative to improve the security of the work environment. This
is particularly important in hight of employee concerns raised around changes in the disability
process that will result in an applicant's teing able to mest with the employes who rendered the
Agency's decision,

The strategy 10 increase public knowledge about the Social Security programs in support of
S8A's goal to rebuild public confidence argues for increased resources in the field for public
information activities, The issuc i3 curtently being considered by Agency management in light
of SSA's more direct service-related resource needs,

Because of the importance that customers place on courtesy, SSA has produced a national
courtesy strategy and handbook that are being used to rarse the swareness of direct service
employees and 1o guide the creation of regional and local courtesy enhancement initiatives.

Business Approach in the Hearing (ffice -- Because there are only 132 hearing offices
nationwide, public access is, in general, more difficuit. To respond to this problem, SSA is
testing technology that will permit clients to participate in "face-to-face” hearings without the
associated travel by either the client or the ALJL 8SA is beginning to test the feasibility of

" videoconferencing as & way o conduct hearings. In Jowa, SSA is participating in 8 GSA-
sponsored test of the statewide communications network, which is designed so that no resident of
the State is more than 12 miles from a video connection. If this and other planned pilots are
successful and associated benefits can be shown t defray costs, SSA will adopt the use of
videoconferencing and over time reduce the number of remote hearing sites.
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Short-term efforts 1o reduce pending hearings include permitting attorney advisors in OHA to
conduct pre-hearing proceedings and issue decisions that are wholly favorable in ceriain cases,
Other changes in the business approach may arise from the Disability Process Redesign. In
particular, when the redesign has been implemented, an adjudication officer will conduct an
interview with ¢laimants who request an ALJ hearing and will have full authority to issue a
revised favorable decision if the evidence warranis it.

Key Initiatives

The following Key Initiatives discussed in Part VI are especially relevant to improving face-to-
Jace service:

Educate the Public shout Social Security

Prevent and Detect Fraud and Abuse

Employment Strategies for People with Disabilities
Disability Process Redesign

Short-Term Disability Project

Reengineerad Disability System

Improve Telephone Service

IWS/LAN

Redesign the Policy Process

Title II System Redesign

§8] Modernization

Payment Cycling

Notice Improvements

Electronic Payment Services

Electronic Service Delivery

Establish a Program for Third-Party Assistance in the Claims Process
Transfer Enumeration of Aliens to INS

Eliminate Annual Eamings Reports

Improve the Security of 88SA’s Work Environment
Interactive Distance Learmning
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FIELD OFFICE TELEPHONE SERVICE

Description

Field office phone service is distinguished from face-to-face service primarily by the technology
utilized. Nearly all 8SA business (except for certain business requiring that proofs be examined
in person) can be conducted using a combination of 3 telephone call 1o the field office and the
mail. Many claims interviews are held completely over the phone, making ficld-office visits
unnecessary. For the most part, however, the telephone in the field office serves primarily as a
tool used in the completion of face-to-face business: in documenting case information, to contact
people with previcusly scheduled appointments to be sure the customer is prepared for the
interview, to clarify conflicting information, or to do part of the ¢laims work before the interview
is held.

(Generally speaking, the workload, staffing, equipment and service-delivery issues involved in
face-to-face service apply to field office telephone service.

Workloads

Data about field office telephone workloads are not currently available from all offices because
of the differences among local phone systems. Therefore, S8A does not now know how many
customers try to reach field offices or how many calls are handled.

We know from the SSA Service Delivery Evaluation that between 31 and 42 percent of our
recent awardees completed thelr application interview over a field office phone. For FY 1995,
this means that about 3 million ¢laims were taken over the phone.

Service Delivery Performance

There is little objective, direct measurement of field office teleservice aceuracy and courtesy in
most field offices due 10 technical limitations. Some information is available however, from the
OIG FY 1995 Client Satisfaction Survey. Ninety percent of respondents to that survey said they
received courteous service over the phone. SSA representatives who provide service over the
phone are also perceived as knowledgeable, with 75 percent of respondents agreeing that the staff’
did a good or very good job.

Access is a serious issue. Historically as well as currently, access to the field office by phone has
been characterized as difficult, though there are no objective data on which to base this assertion.
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Operational Efficiency

Telecommunications usage and maintenance costs for field office phones were approximately
$30 million in FY 1994, The same employzes providing face-to-face service in the field office
provide the telephone service. Offices rotate phone coverage, or individuals take and return calls
based on their individual caseioads

Assessment

Teleservice centers were established in the early 1970s for the express purpose of siphoning
telephone-response workloads away from the field so that staff could concentrate on their most
important work--helping the walk-in client. Many of these centers answered calls for groups of
local offices, and individuals calling Social Security did not always realize that they were doing
business with the teleservice center.

Over time, as more and more people became used to conducting important business by phone,
SSA responded to the growing demand for phone service by establishing a national 800 Number.
This action was intended 1o provide convenience to the public at the same time it allowed the
Agency 1o operate with greater efficiency. Public preference for using the 800 Number is
.growing, and part of SSA’s business strategy focuses on making the 800 Number the contact
method of choice for mnost events.

Still, convenient phone service in the field office is important, and significant attention has not
been paid in the past to ensuring that field-office phone systems are responsive o customer,
employee, and management needs.

Business Approach

SSA is now turning its attention to making those improvements. Demonstration projects have
been conducted to test whether automated telephone services would improve telephone access to
" local offices. One service enables callers to key in the extension of an employee and leave a
message if the employee i3 not available. A second service gives callers selfeservice options for
requesting general program information and forms. GAQ's report on the projects suggests that
overall, the technology tested has the potential to increase the public 's access to telephones in
local offices. However, 1o fully assess the costs and contributions of this technology, 88A is
completing internal evaluations that will factor in public reaction and the effect on office
productivity,
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Courteous and knowledgeable employees are important to customers. SSA is installing upgraded
telephone systems in field offices, and new funciionality incorporated in these systems will allow
measurernent of call courtesy and accuracy. Systems have been replaced in approximately

500 offices; the systems in all offices will be replaced within the next fow years as resources
permit,

Because the same people answer the phones in field offices as conduct face-to-face service,
initintives targeted to improve field office productivity will have positive impacts on telephone ag
well as face-to-face services. Examples of such projects are those which level workloads (like
payment cyeling), reduce the need overall for contact by the public (like inereasing direct
deposit), and otherwise affect how SSA deploys resources.

Key Initiatives

The following Key Initiatives discussed in Part VII are relevant 1o improving field office
telephone service.

Educate the Public about Social Secunity

Prevent and Detect Fraud and Abuse

Employment Strategies for People with Disabilities
Disability Process Redesign

Shon-Term Disability Project

Reengineered Disability System

Improve Telephone Service

IWS/.AN

Redesign the Policy Process

Title Il System Redesign

§5] Moderization

Payment Cycling

Motice improvements

Electronic Payment Services

Electronic Service Delivery

Establish & Program for Third-Party Assistance in the Claims Process
Transfer Enumeration of Aliens to INS

Eltminate Annual Earnings Reports

Improve the Security of SSA"s Work Environment
Interactive Distance Learning
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800 NUMBER TELEPHONE SERVICE

Description

Since 1989, a single, toll-free 800 Number has provided customers an alternative to field office
contact for conducting simple business. Service is available in most locations from 7:00 a.m. to
7:00 p.m., local time, every business day. Bilingual teleservice representatives {TSRs) are
available to assist many. non-English-speaking callers, particularly those who speak Spanish.
Equivalent teleservice is available for the hearing-impaired through a separate 800 Number
utilizing a text telephone network system.

Every year, more and more people use the 800 Number as their entry point for requesting
services from SSA. Employees who staff the 800 Number can fumnish directions to local offices,
make appointments for claims interviews by local-office personnel, send general program
information and application forms, release letters verifying benefit amounts, make simple
corrections to benefit records, and help clients with other matters that can be handled quickly. At
present, claims cannot be taken over the 800 Number, and clients wishing to conduct other
complex, lengthy business are frequently directed to the field offices. Callers who wish to apply
for new SSNs or duplicate cards can be sent application forms, but employees who staff the

800 Number cannot input application data to the system.

All callers to the 800 Number (except non-English-speaking callers and those who are using
rotary telephones) now effectively have the option to select automated service in lieu of waiting
to speak to an employee.

Workloads

In FY 1995, the volume of calls received by the 800 Number system topped 62.3 million calls,
with over 121 million calls offered to the system. ("Calls offered” includes the repeat calls made
by people who cannot get through when they first call.) Duning 1995, about 2 million of the calls
handled were from non-English-speaking individuals, and 40,000 calls were handied using the
text telephone network for the hearing-impaired.

During FY 1995, call volumes rose on certain "peak days” to about 1.7 million calls offered on a
single day, compared with an average of about 475,000 calls offered. Although individual daily
volumes vary considerably, there are distinct cyclical calling patterns. The heaviest workloads
occur on the first day after a weekend or holiday, during the first week of the month and during
the first three months of the year.
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These patterns are typical for 800 Number usage industry-wide. However, factors unique te $SA
intensify the patterns. SSA payments arg released at the beginning of gach month, and tax-
related Social Security Benefit Statements are issued in January. Further, reporis of camnings by
certain relired workers are dug. These events elicit numerous questions both in the field office
and to the 800 Number about non-receipt of checks, the amount of payments, and other matters,
Approximately 9 percent of calls during “check week” soncern non-receipt, compared to

3 percent during the rest of the month.

Other frequent reasons for calls are requests for SSN applications and PEBES forms, general
ingquiries {including requests for program information, location of nearest local office, and
verifieation of client data), reports of change {(such as address) and requests to file a claim.

Service Delivery Performance

85 A's ultimate goal is to enable every caller to get through within 5§ minutes of the inital try,

We have sgt an objective of 95 percent for FY 1997; during FY 1993, 73.5 percent of al! callers
were able 10 get through within § minutes. The access rate can vary dramatically on a day-to-day
basis due to the effect of peak workloads. {See discussion of peak workloads under Part V,
“Face-to-Face Service”.}

In the 1991 ASP, SSA set an overall objective for courtesy to customers: 100 percent of the
public will receive counteous service 100 percent of the time when dealing with SSA. According
to the OIG FY 1995 Client Satisfaction Survey (including both 8§00 Number and field «ffice
phone service), 90 percent of respondents to the survey said they received courteous service over
the phone. This level of service meets the interim goal for courtesy (30 percent) that SSA has
established for FY 1997. ’

Another important determinant of calier satisfaction is Yperceived job knowledge”, and
teleservice representatives are perceived as knowledgeable, with 75 percent of respondents
agreeing that the staff did a good or very good job. Though SSA has not set goals for "perceived
job knowledge,” a goal has been set for accuracy of responses related to correct payment, a
strongly related performance measure. The goal for FY 1997 is 97.2 percent; in FY 1994, SSA
met this goal. Still, some improvement in accuracy is needed. While representatives nearly
always provide correct program information (ondy 3 percent of callers risk some payment
inaccuracy due to the information provided), some 17 percent of callers may be inconvenienced
because of what they are told (e.g., being referred unnecessarily to a field office for further
information).
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Operational Efficiency

At the end of FY 1993, 4,000 TSRs were on duty in the TSCs. Over 1,200 employees in the
Program Service Centers (known as "SPIKE” employees) were available to answer calls dusing
peak perieds, over 100 more SPIKES were available in FY 1994, In total, over 5,200 workyears
were expended on 800 Number operations in FY 1993, This contrasts with 4,700 warkyesars |
actually expended in FY 1994 on 860 Number operations. In FY 1995, on average, agents
answered 9.3 calls per hour.

In FY 1995, the long-distance line charges for SSA's 800 Nurnber were approximately
$46.5 million, and telephone maintenance added another $4.6 million in costs,

Assessment

In terms of providing customers with the type of service they expect, the 800 Number has been a
phenomenal success.” A review of call volumes provides ample evidence of customers’
increasing preference to conduct business over the tlephone. With over 62 million calls having
been received by the 800 Number in FY 1995, it is clear that the 800 Number satisfies an
important service need.

In addition, customers are satisfied with how their calls are handled. Recently, 85A was rated as
the best in telephone customer service of nine "world-class service" providers in 2 new gtudy by
Dalbar, Inc., 2 financial services company. In the first study of its kind, customer service was
evaluated from the consumer’s perspective in the areas of accommodation, knowledge, ring time,
attitude, and time on hold. SSA was ranked number one In the first three of the five categories
and number two in the fourth. (In the fifth category, S5A was ranked last) Other companies
tested included Nordstrom, L.L.Bean, Disney, and Federal Express--some of the country’s most
respected companices in the area of customer service, More telling than this survey, perhaps, is
ongoing caller recontact data that show that over 70 pereent of those who have conducied
business using the 800 Number will call the number again when they want (o contact SSA.

As the Dalbar study suggests, providing customers aceess to the network has been SSA's biggest
challenge since the 800 Number was installed, because the demand for phone service outstripped
all expectations from the beginning and has continued {0 grow as more capacity has been added.
Though SSA has been able to double the number of calls received by the network since 1989, the
number of calls offered to the network has more than tripled, meaning we are answering a
smaller and smaller proportion of calls.  Unfortunately, as fewer calls are answered and busy
rates go up, more repeat calls are made by customers trying to get through, thereby raising busy
rates even further. "Cetting through” is clearly the issue most in need of being addressed.
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{ther issues with the 800 Number have been raised, For example, customer input indicates that
individuals would like to complete business transactions during a single call or visit, and they
would like a single point of contact when conducting complex business like claims. To respond
to these customer expectations would require major operational changes. For example, SSA
would need (o enable customers to file a claim when they first call the 800 Number rather than
simply provide them with an appointment for a future telephone or face-to-face interview with
local office personnel. As another example, SSA would have to enable 800 Number staff to
input requests for social security cards and PEBES, which they cannot now do. In this case, the
fact that staff can only mail request forms to callers not only causes customer delays but also
leads 1o expensive multiple handling at SSA: But unfortunately, even with our current policy of
using the 800 Number service for simple business actions, 88A cannot keep pace with customer
demand. Making changes such as these may improve service on one hand but would only
exacerbate the capacity problems we continually face.

Human resource factors remain an important consideration in managing the 800 Number
workloads, SSA loses one TSR every workday to attrition, often due to the stress caused by a
continuing string of calls o be answered. SSA must ensure that employees find their work
reasonable and rewarding and must undertake special efforts to ensure that the level of expertise
remaing high in the face of employee loss.

Business Approach

SSA's approach to meeting the challenges of 800 Number workloads depends upon effective
management of two of the key enablers, workforce and technology, Some of the major strategies
that have been implemented over tme and that have allowed us t atiain our current service
fevels include the following:

n Since 1989, SSA has used benefit authorizers in 1ts Program Service Centers to
answer calls on an as-needed basis during peak calling periods. These employees,
known as “SPIKEs,” normally process postentitiement and certain manual claims
actions, Over time, as teleservice workloads have increased, the imponance of
SPIKE employees to performance has increased. In 1993, PSCs contributed over
1,100 workyears (o answering the 800 Number,

" Readiness plans were being implemented during the peak January~-March calling
season. These plans maximized the number of employees available to answer
800 Number calls with such temporary actions as increasing the number of "peak
days” identified; using non-T5Ks to do transcription work normally done by
TSRs; and having supervisors and technical assistants answer the phones.



114

Sacial Security Administration

A number of work processes have been simplified, and telephone representatives
have been empowered to complete additional actions.

Emphasis has been placed on hiring bilingual employees to handle calls from
callers who do not speak English.

The TSR position was upgraded, and TSRs were assi gned to do other priority
work off the telephone to reduce bumout and turnover,

Sophisticated call-routing plans have been put in place, and staff continually
monitor call traffic and refine the plans to maximize call-taking capacity.

Ongoing service assessments and collection of management information have
helped pinpoint problems and lead to system refinements.

Autemated service options for conducting simple business have been made
available to 90 percent of incoming calls, reducing the need for TSR handling.

In late FY 1995, SSA instituted line management, a process that matches the
number of lines activated each day to the expected number of gvailable agents,
This process has dramatically reduced waiting times for agent service as well as
COsis.

An expert system to help improve the accuracy of responses by employees who
answer the phone has been successfully piloted. it is intended to be used by less
experienced employees or those, like SPIKEs, who perform teleservice
intermittently. National implementation cannot proceed until IWS/LAN
technology is available in the TSCs and PSCs. In the meantime, an improved
expert system, the Customer Help and Information Program (CHIP), that uses a
graphical rather than text-based user interface, will be piloted in FY 1996, This
more user-friendly system should be ready for national implementation as
WS/ ANs are rolled out 1o the TSCs and PSCs.

In order to raise 8OO Number service to world-class status, SSA has created a new and
comprehensive approach 10 teleservice management. The current emphasis of this multifaceted
approach is on achieving our goal of answering every caller within § minutes of the caller's first
attempt to get through. The new program incorporates several major strategies that had already
begun and includes new ones that will have important implications for the way teleservice
responds to customer needs,
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SSA's participation in an interagency consortium that conducted a benchmarking effort 10 study
telephone service operations among world-class providers gave SSA an important foundation for
the renewed effort. Some of the study recommendations are reflected in current plans for ssrvice
improvement; others are being further considered for implementation.

Key strategies that define our new business approach to 800 Number service are identified
below, Again, they reflect the critical contributions of S8A’s key enablers, with particular focus
on technology and the way technology enables new ways of working.

The mission of two 0f 88A’s three Data Operations Centers (DOCs) has been
changed, a strategic change made possible by initiatives that reduced substantially
the work previcusly performed in the DOCs. In FY 1996, each will become a
fully functioning teleservice center. This will add more than 600 employees
the TSR cohort, contributing over 400 waorkyears to answering the phone.

As key change efforts in the Agency diminish greatly the volume of work
historically carried out by personnel in the PSCs, we will take advantage by
devoting more and more PSC howrs to priority work over the 800 Number,
During the FY 1996 peak calling period, the PSCs will provide substantially more
SPIKE support to the 806 Number.

"Network prompt” capability was provided 1o most callers during the FY 1696
peak pericd through AT&T's FTS 2000 network. The technology will give callers
automaied options so that they may choose to complete their business without
talking 1o a representative. Within the automated options, callers who wish 1o
request forms and literature may leave information with an interactive telephone
response unit, The technology also will direct calls to the appropriate component
or agent most qualified to handle the caller’s business. Other options provide
catlers with field office and Medicare locator information or direct the call o a
Medicare specialist if appropriate for handling the inguiry. After business hours,
all features remain available except for the option o speak with an employee.

A Spanish network prompt will be piloted soon in one telephone area code.
Service to users of rotary phones should be available through voice recognition
features in October 1996.

Though many customers still prefer to speak with a person rather than a machine,
at least 12 percent of calls were successfully completed using the auwtomated
features during FY 1995, We expect the percentage of people who are willing 1o
use this jechnology 1o inerease in the future.
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= Approximately 620 new part-time TSRs were hired in late FY 1995, These TSRs
are working full-time tours in the January-through-March peak calling period and
will convert to part-time tours {working on the 3 busiest days each week) during
the remainder of the year.

= New call-gating policies and procedures will be in place to ensure effective and
efficient service. “Call gating” is a tool that permits calls to be routed o different
locations depending on subject matter, ensuring that calls are answered by
employees with the most appropriate level of expertise. This 1s a major step
toward responding to customers’ demands for completing their business with a
single contact, since using technology that allows seamless transferring of calls
out of the TSC and into another servicing office will be part of the strategy.

= A volunteer SPIKE unit will be established in central office, and a new direct
service unit is being established,

" A separate processing site will be created 10 handle PEBES-related requests for
service, ‘
" Simplified, technology-supporied processes and procedures will be in place; for

example, improved appointment scheduling capabilities will be implemented, and
many procedures will be streamlined. These actions should reduce call-handling

times.
a An improved national call-routing system will be implemented.
» Long-range plans to improve the TSR position and the organization of the

teleservice center will be developed and implemented.

= Software is being procured that will enable S8A 1o better forecast call demand
and schedule resources to respond to it

Increased ability to respond to customer inquiries and take necessary action remains a top
priority. TSRs will need the IWS/LAN technology and associated applications that permit them
to access and process client information on line.
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As SSA improves 1ts ability to meet demand, we will continue to seek ways of managing demand
for service that will have an impact on the 800 Number warkloads. Payment cycling will reduce
peaks in the workleads, thereby leveling phone traffic and making management of resources
casier, Increasing the use of electronic payment services should reduce the number of calls
related t6 non-receipt of paper checks. Improving notices will reduce the number of calls from
clients who do not understand or have Questions about information we have sent them. The
provision of automated self-services for transacting business electronically with SSA may ong’
day have an impact on call traffic, partioularly if high-volume {ransaction types, such as S§N
verifications by employers and social service agencies, can be automated.

Because of the importance that customers place on courtesy, SSA has produced a national
courtesy strategy and handbook that are being used to raise the awareness of direct service
employees and to guide the creation of regional and local courtesy enhancement initiatives,

Despite the improvements we are planning, the challenge remains for SSA to address all of owr
customers’ expectations while at the same time providing quality, cost-efficient service. The
challenge is particularly strong with regards to customers’ preference to complete business
transactions with a single call or visiy, since being able to provide enough employees who conld
each handie the myriad of complex business SSA conducts would be a difficult and expensive
undertaking, SSA will contitiue 16 pursue a balanced approach by finding creative methods by
which the contributions 0. all resources can be optimized to provide world-class service,

Key Initiatives

The foilowing Key Initlatives discussed in Part VI are relevant to improving 8§08 Number
telephone service:

Educate the Public about Social Security
Disability Process Redesign

Improve Telephone Services

IWS/LAN

Redesign the Policy Process

Title 11 System Redesign

Payment Cycling

Notice Improvements

Electronic Payment Services

Electronic Service Delivery

Improve the Security of SSA™s Work Environment
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Description

The public can initiate requests for all information and services by writing to SSA. Though
members of the public do not often make their first contact with SSA through the mail, SSA's
needs to make contact on a large scale mean that 8SA 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 sent to explain eligibility and payment
decisions and to inform clients of their rights and responsibilities, Forms 1099 are mailed sarly
in the year for wax purposes. In addition, 88A’s correspondence frequently requires a response;
forms are matled periodically for beneficiaries to report changes affecting eligibility or payments,
for example, and mailers that screen for the need to conduct a continuing disability revigw
usuaily generate a written response, SSA sometimes interacts with customers by mail becauss of
legal requirements to provide the customer with documentation for various actions,

Workloads

Paper checks are still igsued by the Dépazﬁncm of Treasury to beneficiaries who do not use direct
deposit. Each month, SSA authorizes about 18 million paper checks 1o be sent to OASDL
beneficiaries and about 5 million to S5 recipients. This represents 43 percent and 76 percent,
respectively, of the two populations.

In total, SSA sent an estimated 241 million "notices” o customers in FY 1994, This figure
includes 185 million notices containing program-related information (usually claims- or benefit
related), which were either individual-specific (such as awards) or mass-audience directed (such
as Cost-of-Living Adjustment (COLA} notices). It also includes 68 million forms (such as the
application form for a social security number) and several million PEBES (see below). Many
notices are generated automatically; but an estimated 10 million are completed and distributed by
the PSCs, 9 million by OCRO, and over 40 million by the field offices.

A major mail workload was created when SSA began to send forms 1095 to beneficiaries to use
in filing their income tax returns. Recently, 4 new workload has arisen with the implementation
of SSA-initiated PEBES. InFY 1993, 8SA began sending PEBES automatically 10 certain
workers. The workioad was 7.1 million staternents in the first year, and it wall chimb to an
estimated 123 million stetements per vear by FY 2000

One workload often forgotten in discussions of the mail is that of remittances from individuals
whao have been overpaid. Millions of dollars are received in the PSCs every year from people
who owe money to SSA.
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Visiting and calling are clearly preferred over correspondence when it comes to conducting
major business with SSA. Nonetheless, SSA’s Office of Public Inquiries generally controls
almost 100,000 written inquiries anmually directed to the Comunissioner and the White House
from clients, members of Congress and organizations seeking information about Social Security
programs or resolution of client problems. The regional and field offices also receive written
inguiries, but workload data are generally not collested.

Service Delivery Performance

SSA strives to respond to written inquinies from the public within 15 days. According to the
FY 1893 OIG Cliert Satisfaction Survey, 44 percent of clients who have sent correspondence to
SSA report that they received a reply within 13 days, an increase of § percentage points over the
FY 1994 level. Sixty-two percent of the respondent’s received report replies within 30 days.

SSA also strives to ensure that information mailed to the public is understandable. SSA has
proposed a performance objective for FY 1997 that 75 percent of people who receive mail from
SSA will find it easy or very easy to understand. In FY 1995, we achieved a level of

72.5 percent. In addition, we are encouraged that, at the other end of the scale, only 13.4 percent
of customers found their mail from SSA difficult to understand, reflecting a significant
improvement (4 percentage points) over the last 2 years. A higher number of disabled clients
{17 percent) found their mail hard to understand, though that level is better by five percentage
points than last year.

The FY 1994 survey validates our assumption that customers who do not speak English are
considerably more likely (34 percent) to have difficulty comprehending the mail we send thern.
Spanish-fanguage versions are available for most high-volume public forms and some systems-
generated notices. SSA codes the beneficiaries’ records to show that they prefer 1o receive their
notices in Spanish. Similarly, for blind clients, records can be coded to indicate that clients
should receive special notice services. SSA can also produce Braille versions of individual
notices upon request. General program information is available in several foreign languages.

Operational Efficiency

In FY 1995, charges for mailing OASD! and SSI checks were $73.4 million. Postage for all
other mailings in FY 1995 was $116 million. Dug to 2 postage rate increase and implementation
of 8SA-initiated PEBES, toal mailing costs increased in FY 19935 by roughly $14 million, or

8 percent, SSA uses 9-digit zip codes, bar coding and other mall management techniques to
contain these costs to the extent possible,

Total Agency resources required 1o create and process mail have never been estimated.
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Assessment

The most important issue around mail involves the readability of the notices SSA sends to its
customers. Customers need to understand what SSA tells them so that they may maintain a level
of confidence and comfort and be able to take timely and correct action when necessary to.
maximize their participation in the program. On a more practical note, telephone calls and visits
to field offices for explanations can be avoided if customers understand the notices and forms
they receive. SSA estimates that $100,000 can be saved for every | percent reduction in notice-
related inquiries. With the help of experts and focus groups, SSA has developed notice standards
and regularly tests notices to see how well they can be understood.

Business Approach

SSA continues to engage in major efforts to improve the clanty of the notices it produces. One
prime method has involved the incremental removal of technical barriers that prevent clear
notices from being generated by SSA's automated systems. One of these barriers is the
fragmentation of SSA’s automated notice programs. Notices are now developed from twenty
different software applications that 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 langui:ge. The new notice software wiil
also permit electronic versions of the notices to be retrieved online, increasing employees’ ability
to answer questions about customer-specific issues. These changes are expected to take place
from now through FY 2000.

Numerous other projects under the notice improvement initiative are expected to help reduce the
costs of mailing notices. For example, a complete analysis and redesign of the print/mail
operation has just begun; implementation is expected to be completed in FY 1998.

The largest category of unimproved notices, and one of the most criticized, consists of the title []
overpayment notices, of which we send out more than 3.5 million every year. With the recent
removal of a court restriction on language changes, the notices have been revised, and the new
notices will be used for corespondence beginning in FY 1997. Systems work to produce the
new notices will begin soon. A complete discussion of the notice improvement initiative is
found in Key Initiatives, Part VII.
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Because of increasing postage costs, elapsed time, and security issues, SSA continues to ook for
viable al{ernatives to mail.- One is the greater use of direct deposit and other payment
alternatives to reduce the numbers of paper checks issued. The disability process redesign calls
for greater use of electronic mail and fax for requesting medical services and receiving medical
evidence. SSA is exploring the use of kiosks, electronic mail, fax and other electronic service
delivery methods 1o disseminate information to customers more gquickly and easily than can be
done through the mail. SSA is also exploring electronic alternatives to paper distribution of
internal procedures to increase efficiency and reduce mailing costs.

Key Initiatives

The following Key Initiatives discussed in Part VI are relevant 1o improving mail service
delivery:

Fducate the Public about Social Secunity
Disability Process Redesign

IWS/LAN

Redesign the Policy Process

Title 11 Systems Redesign -

Notice Improvements

Electronic Payment Services

Electronic Service Delivery

Eliminate Annual Earnings Reports
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SERVICE PROVIDED BY THIRD PARTIES

Description

"Third parties” are individuals and private and governament organizations who provide service to
SSA customers, on S8A’s behalf. SSA has both formal and informal agreements with third
parties, and they supplement SSA’s service delivery in important ways.

First, third parties assist target populations to complete application forms and develop the
evidence needed 1o establish eligibility. Many field offices have informal arrangements with
large employers, hospitals and advocacy groups to provide these services to varying degrees.
Formal agreements exist with long-term care institutions to provide early riotice of planned
cischarges so that SSI claims may be taken. 1maddition, Congress has continued to fund a
research program under which SSA has formal granis with private and government organizations
to perform outreach 16 selected hard-to-reach populations, such as the urban and rural elderly;
people with AIDS; the homeless; the severgly mentally ill; and members of minority
communities. These grantees idemify individuals potentially eligible for SSI and provide
assistance to them during the claims process, including transportation or translation services,
completion of forms, development of evidence and identification of suitable representative
payees. The experience gained in this research program was the bagsis for the proposed role of
third parties in 88A’s redesigned disability process.

Second, SSA cooperates with private organizations and other government agencies to deliver
related program services to mutual clients at one convenient location. This so-called “one-stop™
service reduces the burden on customers by eliminating the need for them 10 furnish the same
information multiple times i multiple locations. For example:

n Agreements between SSA and ten States allow a welfare worker to obtain, sereen,
and certify an application to enumerate an applicant for welfare. In FY 1994,
about 35,000 (or fewer than 1 percent) of the original cards issued by SSA were
issued through this process.

. As a result of EAB agreements, parents in 48 States and the District of Columbia
and Puerto Rico have the option--usually while still at the hospital--of filing SSN
applications for newborms as part of the birth registration process,

. Many financial institutions collect from SSA beneficiaries the information needed
to enroll them in direct deposit, sending it to SSA for action.
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Workloads

About 3.2 million requests for new SSNs, or 51 percent of the total workload, were processed by
the States under EAB agreements in FY 1995, With the exception of this SSN work, how much
work is performed for S8A by third parties is unknown, However, some preliminary information
indicates that it represents at present only a small portion of the total workload. “

As S8A focuses more effort on ensuring that work is done where and by whom it can best be
accomplished, we expest that third parties will play a larger role in SSA’s service delivery
construct, ' '

Service Delivery Performance.

Customers desire that government services be seamiess and provided in a single place, S8A's
cooperative efforts with other organizations are helping us respond to this desire, particularly as
we work with other Federal, State, and local agencies to find befter ways to coordinate services.
For example, in the Georgia Common Access Application Project, a number of different
agencies (including 884, the Health Care Financing Administration, the Administration for
Children and Families, the U.S, Department of Agriculture, the Department of Housing and
Urban Development and the Georgia Department of Human Resources) jointly developed an
intake application that would enable customers to begin in one visit to a single location the
application process for related, needs-based programs. The feasibility of the approach has been
sonfirmed through tests, and the project team is now studying ways to increase the efficiency of
the process through automation, QOther projects conducted as part of the outreach research have
identified areas where collaboration is particularly effective; e.g,, working with the Indian Health
Service and the Department of Veteran Affairs,

The sare ultimate objectives for goad service apply regardless of who provides the service,
Hewever, little information is currently collected to assess the quality of service provided by
third parties or customer satisfaction with the service. The cooperative efforis clearly offer
clients choice and convenience, and they may save S5A resources, But whether they result in,
for exarnple, faster or slower processing times depends upon the trade-offs made in such factors
as ready access to information and additional hand-offs required.

QOperationa)l Efficiency

Since FY 1990, Congress has made research funds available for SSI outreach demonstration
projects. Other third-party assistance has been arranged informally. The cosis of SSA personnel
to establish and maintain these arrangements arg not captured, nor are the costs to the third
parties.
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Except for the outreach grant projects, lttle information has in the past been systematically
collected about the savings and costs of most cooperative projects. As a result, the effect on
S8A's resources is unknown, although S5A has estimated that from 1 to 3 workyears can be
saved for every 10,000 claims taken by other agents, depending on the complexity of the claim.

Assessment

Although the number of claims developed by third parties is smiall, their efforts are important,
because the populations served by third parties can be difficult 1o reach and without them might
not receive adequate service. Indeed, third parties ofien serve individuals who would otherwise
not be served at all. With hard-to-reach populations, third parties have proven effective in
assisting clients through the application process because of the individualized attention they can
give,

Insofar as third partics provide for their clients much of the individualized assistance that 85A
would have otherwise provided, SSA workyears that would have been spent processing
additional SSN and claims actions can be freed up to serve other customers, thereby reducing
waiting times and improving service for everyone, However, the quality and timeliness of work
performed by other agents must be good, or pant of the savings will be offset by S5A personne]
having to answer client inquiries and reprocess sctions. Expenience with third-party assistance,
such as SSI outreach, reveals that there is great benefit, but that thisd parties ususlly do not do the
full job of collecting or completing needed information. 85A employess must still complete
development, and access 10 SSA master Hiles is often a prerequisite for successfully completing
an application. Third-party efforts can increase administrative costs as well if training is needed
or if case processing of any type is performed for people who would otherwise never have
entered the system. And, a consequence of successful outreach efforts is increased program
expenditures.

A good example of benefit tradeoffs can be seen in the EAB process, which "saved® 8SA

$22 million in costs to process SSNs in FY 1994, Unfortunately, earlier in the program,
transmission of birth data from some States to SSA was slow, and the delays in issuing social
security cards 1o anxious new parents resulted in follow-up contacis or, worse, duplicaie
applications. Savings in processing costs then had to be offset by the costs to process work that
was not expected 1o be processed. In this case, savings and service impacts were enough to
support an SSA initiative to fund improvements in the processes States use to issue birth |
certificates. As a result, average national processing time has so far been reduced from 98 days
in October 1992 ta 53 days (as of April 1995). In addition, the rate of issuance of duplicate cards
has been reduced from 11 percent 1o 7.7 percent. Greater improvements are expecied as we
continue to fund the Siates that desire 10 participate.
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Business Approach

Because the use of third parties promises convenience 1o the public and savings to the
Government, 884 is currently looking st the feasibility of expanding owr use of third parties.
Specific projects are underway in three areas:

o Using third parties to support the efficient development of disability claims by
providing assistance in identifying potential applicants, screening for medical and
non-medical oriteria, interviewing and assisting the client in completing ali
applications and related forms, obtaining compieted treating source statements,
and obtaining additional medical evaluations. -~ -~ - . . ...

= Establishing 4 controlled process for the taking of retirement and survivors claims
by third parties.

. Transferring to the INS the responsibility for completing and certifying
applications for S8Ks from individuals who are not U.S. citizens.

Critical activities to be undertaken in expanding this interface include creating a strategy for
informing potential clients of their service options; determining how 1o assess the quality and
value of third-party assistance; and developing necessary policies around security and privacy
issues and fraud detection and prevention.

Technology is expected to play a major role in SSA's ability to take efficient advantage of the
services of third parties, To speed up the transfer of claimant information and eliminate data-
entry worklcads, SSA s considening giving to selected third parties limited electronic aceess to
its claims system. This would be done with appropriate restrictions on information of a private
nature and firewalls against improper manipulation of SSA software and data. S8A also is
planning to procure new software that will provide an interactive capability for completing forms
now avatlable on CDWRUM. The feasibility of these options 15 dependent on installation of
SSA’s JWS/ALAN technology, which will give 35A emplovees the capability 1o receive glectronic
claims via fax and electronic mail.

The use of third parties in larger measure is a promising strategy, but we must thoroughly
explore such issues as how we can get complete information, what access to information in 8SA
records is reguired and advisable, whether direct input to S3A’s data bases should be
accomunodated, and what the burden will be of checking the work being done for us,
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There is a final note of cantion. S8A has in the past only loosely supervised most third parties
because of the high degree of interaction they have with SSA and the altruistic nature of the

- assistance they provide. The one exception has been 881 outreach grantees, whose agreements
subject them 1o oversight and reporting requirements. In the future, however, as third-party
involvement changes and increases, deterring and detecting fraud are likely to become major
activities in order to prevent abuse,

Key Initiatives

The follawing Key Initiatives discussed in Part VI are relevant to improving face-to-face service
provided by third parties:

Employment Strategies for People with Disabilities

Disability Process Redesign

IWS/LAN

Redesign the Policy Process

Electronic Payment Services

Electronic Service Delivery

Establish a Program for Third-Party Assistance in the Claims Process
Transfer Enumeration of Aliens to INS
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AUTOMATED SELF-SERVICE

Description

S$SA has made a commitment to structure its service delivery options so that we can meet our
established objectives for service while permitting people to choose the interface method that
best meets their needs. The increasing availability and utility of electronic information
capabilities are creating both the opportunity and the demand for new service options.

The public's familiarity with technology is growing, The use of telephones, fax machines,
personal compiters and electronic maii 15 conimeoen in business today. Many individuals do some
banking at automated teller machines (ATMs) located throughout communities, Most people
have telephones in their homes, and there is a steady increase in the percentage of households
owning personal computers with modems which can access focal public networks, the Intemnet or
gommercial on-line services. This means that a useful information infrastructure is already in
place, and the Information Superhighway will enhance and greatly expand that infrastructure.

Technology also provides an opportunity to set new standards of service, For example, self-
service options accessible via telephone, personal computer or publicly located kiosks, using
well-designed electronic menus and easy-to-follow instructions, can make services available to
clients virtually anywhere, 24 hours every day.

To exploit these conditions, S8A has begun 1o investigate the feasibility of automated self-
service options as convenient, effective sltermatives to traditional assisted service. In addition to
automated service oprions available over the 800 Number, those in eperation st 85A include the
following:

L Socia! Security Online was created to provide public access to S5A forms and
information via a personal computer through the Internet and commercial on-line
services. 1t was honored in May 19958 by PC/Compnuting magazine as one of the
"101 Best Internet Sites". In 1996 SSA will be one of the first Federal agencies to
test the use of secure technology through its homepage to allow individuals 10
request and eventually receive a PEBES over the Internet's World Wide Web,

. SSA has established an electronic bulletin board to assist employers in reporting
ermuployees’ wages. They may use the capability to access updated software and
filing instructions and to wransmit their annual wage reports.
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Workloads

The Electronic Service Delivery (ESD) capabilities at 5SA are highly diverse, and relatively
new. For that reason, except for automated self-service aver the 800 Number, significant
workloads are not processed electronically at this time.

Qur customers are expressing a growing preference for automated self-service. Accordingly, as
the number of service options grows and custemer exposure to them increases, SSA expects
usage o steadily increase.

Service Delivery

Because automated self-service is not yet a standard offering, SSA has not developed any service
objectives specific to this method of interface. Aspects of service quality will be used along with
other factors in SSA's evaluation of the feasibility of new service options and as a basis for
implementation decisions.

Operational Efficiency

Because automated self-service 1s not yet a standard offering, cost and efficiency data for
automated options are not available at this time.

Assessment

Over the long term, automared self-service has the potential to absorb significant workloads,
enabling employees 10 serve more customers who need or prefer individualized service,
However, as with any interface alternative, there can be drawbacks, $SSA is developing a long-
term business approach in this area. In doing so, we are, like other service providers, attempting
to predict how quickly and in what areas service expectations will change. A careful attempt is
being made to balance the costs of providing for the needs of today's traditional customers
against the costs of establishing new options for our customers of the future, Difficult choices
may need 1o be made between providing new methods of service (while perhaps creating a new
market for services) and operating economically. Careful evaluations of service are being made
to ensure that new interfaces provide service as good as or better than traditional methods,
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Business Approach

A new, comprehensive program of electronic service delivery is being undentaken at 8SA. The
mission of the program is to move 8SA forward in the area of electronic service delivery ina
purposeful and integrated fashion, remaining mindful of SSA's goals and the need to ensure thaz
customer focus and business need drive the implementation of new technology for service
interface. The program is governed by four main principles. They commit S8A 10

" Continue to provide choice 1o customers in how they do business with 88A,
| Ensure that an equal quality of service is provided by all service delivery options.
s Provide improved service 1o the business comumunity and enhanced opportunities

for coordination of activities with Federal, State, local, and private entities.
a Provide one-contact service whenever possible,

In addition to these principles, major considerations as the program proceeds will inchude privacy
and security, sase of use, fraud detection and prevention, and cost-effectiveness.

Within thes¢ principles and program considerations, S5A's approach to ESD is to provide
electronic choices to as many customers as possible, not just to those who own personal
computer equipment or are what is popularly termed “"computer literate,” The strategy isto
utilize traditional cutreach providers, cooperative agreements with such entities as public
libraries and community associations, and corporate facilities and relationships to put electronic
access within the grasp of virtually every customer.

Major activities include exploring/implementing the following:

o Enhancing access to SSA information (and ulumately direct service) through
Internet, including the capability 10 request and obtain a PEBES

- Installing kiosks in easily accessible public locations, focusing initially on
providing program information and completing a request fora PEBES or a
replacement social security card

. Serving as a charter member of the Government Information Locator Service
{(GIL.S} and other government-wide inttiatives to provide directory information 1o
the public over the Internet
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= Utilizing videoconferencing to increase access and reduce costs to the Agency and

the public, initially targeted af the initial disability determination process and the
hearings ;zreccss

L *zimpowcnng third parties to obtain information electronically that will be usefui
in their role of helping customers on SSA's behalf

" Providing access to some SSA records via the keypad of a touch-tone phone

. Making program information available to cable-TV subscribers through
interactive cable television

Other technologies under consideration include fax on demand, to allow callers to request and
receive SSA forms by fax; and voice recognition, combined with other automated service, to
respond to 2 customer’s spoken words and generate requested information for mailing.

One of the obstacles the ESD program faces is finding a reliable method of authenticating the
identity of system users. SSA is considering ways to check client identity as a first step in
issuing PEBES over the Internet. Once the problem is solved, SSA will be uble to pursue with
customers the wider range of self-service options that may include replacing social security cards
and requesting PEBES by telephone, interactive kiosks or personal computers. See
“Technology™ under Part IV for a fuller discussion of security concems and strategies,

Also, as described in Part IV, SSA will partner with Federal and State agencies to minimize and
distribute the costs of technology development by utilizing existing networks, equipment and
expertise io the extent possible, Several cooperative projects are in the planning or piloting
stages, including a project-in lowa that uses State network and videoconferencing infrastructure
to deliver Federal service. SSA is also exploring the possibility of one-stop government
"shopping centers” that ¢o-locate Federal, State, and other agencies to process claims for
monetary benefits,

Key Initiatives

The following Key Initiatives discussed in Pary VI are relevant to improving automated self-
service:

Improve Telephone Service

IWS/LAN

Redesign the Policy Process

Electronic Service Delivery

Expand Electronic and Magnetic Wage Reporting
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PART VI
CONCLUSION

Staffing

Though the rate of workload growth has decreased somewhat over the past year, workloads still
present a major challenge 10 SSA when they are considered in the context of streamlining,
additional statutory responsibilities {increased CDRs and PEBES), potential SSI program
reforms, and our commitment (o improve service.  Just to keep up with projected increases in
workloads, without changing the way we do business, our level of productivity, or the level of
service we provide, actunl FY 1994 staffing Jevels would fall short of the number needed in FY
1999 by 6,300 FTEs. And to fulfill our plans to meet our statutory responsibilities and provide
improved service would require another 4,500 FTESs on top of that,

Clearty, $SA must change the ways in which it does business, and we have created a business
strategy that will help us accomplish the change. Its implementation will enable SSA to deliver
services more effectively and better meet customer expectations—and, by current estimates, it can
do so with 3,600 fewer FTEs in FY 1999 than 8$SA used in FY 1994,
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Estimates of SSA’s FTE Needs

Additional

SSA FTEs in FY 1994 (adjusted for functions transferred from - 65,600
DHHS - March 31, 1995) :

Additional FTEs which would be needed in FY 1999 to keep up +6,300
with workload growth (at FY 1994 production rates) with no
change in the way SSA does business

Additional FTEs which would be needed in FY 1999 to fulfill +4.500
additional statutory responsibilities and improve service (at

FY 1994 production rates) with no change in the way S5A does

business’

Total FTEs which would be needed in FY 1999 (at FY 1994 76,400
production rates) with ne change in the way SSA does business *

Total FTEs needed 1o do the same work with maior service 62,000
improvement, afler applying the critical elements of SSA's

strategy * {This wranslates to 2 productivity improvement of

approximately 20 percent) *

* Includes placeholder of 500 FTEs which would be funded by the Administrations s CDR proposal and, given
passage of legistation 1o adjust discretionary budyger caps for increased furding of CDRs (P.L. 104-121}, wonld
permit allocation to SS54 of additiongl funds fer CDR processing,

# Average productivity groweh in the private secior was 1% in 1993, Compounding this over 3 years ackieves o
3. 185 growih in productivity,

Impact of the Business Plan on Service

SSA’s ultimate goal for each of the core business processes and service-delivery interfaces is
"world-class” service. The assessments described in detail in Part V of this plan describe how far
the initiatives and actions S5A has planned or underway will take us toward the goal. In the
charts below, the assessments are summarized so that the reader can see, at a glance, the impact
S$8A expects its current initiatives to have on service from FY 1997, the year for which the
current budget has been developed, to FY 2001, the end of the tactical planning period.
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The ratings® of service levels in the charts have been amrived at subjectively based on
consideration of {ive overall factors of service: accuracy, timeliness, convendence for the
cusiomer, courtesy, and economy. These factors are more or less reievant depending on the
process or interface being assessed. In producing the ratings, we were able to use to some degree
expected attainment of performance goals, so there is a measure of objectivity in the assessment.
A particular challenge for the future will be for SSA's planning, measurement, and evaluation - |
processes to allow our assessments to reflect the optimal balance of objective and subjective
factors.

Repvice Levels for Core Busipess Processes

Enumeration {overall} World-Class World-Class World-Class
Aspects Aspects

Eamings (overall) Overall + Overall+ World-Class

Claims (QASH & 851 Overall = Overall + World-Class
Aged) Aspects

Claims (DI/SSIBD) Overall - Mixed World-Class
Aspects

Postentitiernent (overali} QOverall + Overall + World-Class
. Aspects

Postentitiement (CDRs) QOverall - Owerall + World-Class

Inform the Public Mixed Overall + World-Class
Aspects

*Rating categories include the following: World-Class, World-Class Aspects, Overall
Positive (+), and Overal] Negative ().
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Service Levels for Service Delivery Interfaces

LI 2

Fy 199s FY 1997 FY 2001
Face-to-Face (field office) Mixed Mixed World-Class
Aspects
Telephone (800 Number) Mixed World-Class World-Class
' Aspects
Telephone (field office) Overall - Mixed Cverall +
Mail Mixed | QOverall + World-Class
Aspects
Third Partics Mixed Mixed Overall +
Automated Self-Service Minimal* Minimal Mixed

¥ S5A currently has only minimal services availabie for this mode of service delivery, These services will be expanded
significanstly in the years ahvad

This year, our assessments reflect our confidence that, by 2001, we will have achieved world-
¢lass service in:

" two of our core business processes, epurneration and earnings,;
» acritical workload within a third business process, postentitlement CDRs; and
" one of our service-delivery interfaces, 800 Number service.

In two areas, services provided by third parties and automated self-service, our expectation of
service levels in the future is lower this vear than shown in the business plan last year. That
reduction has resulted o SSA's continuing assessment of the expected technology
environment as well as a resewed concern over both the security/privacy/legal aspects of direct
automated and third party service and the projected timing of gencral public ability to take
advantage of such service. As environmental conditions change and SSA’s plans take shape, a
broader facility to provide automated self-service and expanded use of third parties may be
possible earlier,

That we will not be “world-class® in all of our areas of assessment is in large measure a result of
resource constraints that do not permit us fo focus priority attention on every area of service,
However, S84 projects that it will be able to maintain or improve service in all areas.
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The FY 1997 Business Plan presents SSA's business goals and the Agency's assessment of where
we stand today and how we will pursue those goals to achieve success in the future. The plan is
intended to relay to every reader a sense of both the issues we face and the commitment we have
made to rebuilding confidence in Social Secunty, delivering world-class serviee, and ereating a
supportive environment for our most important resource, the SSA/DDS employee. The strategy
of using continuous improvement and reengineering to secure our future will require up-front
investments in the key enablers; the workiorce, technology, and the changing managerial
environment. The long-term result, however, and the goal ultimately expressed by this business
plan, will be the best possible Social Security programs, administered effectively, with service
delivery that reflects the optimal balance of high quality, low costs, and responsiveness to the
expectations of our customers.
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PART VII
KEY INITIATIVES

The Agency’s Key initiatives are described in this section. The relationships between the key
mittatives and the five core business processes and six service delivery interfaces previcusly
described are summarized in the matrices on the following two pages. These matrices indicate
which of the initiatives supports each of these areas.
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Core Business Processes

: . ] .
Enum  Earsing  Claim PE Inform Pablic

(GOAL 1:
Rebuild Public Confidence in Social Security
"

Edaeate the Publie
Prevent/Tetect Fraud & Abuse X X X X b, 4

GOAL2:
Provide World-Llass Service

Disshility Process Redesign

by
b

Shart-Term Disability Project

w4

Rerugiveered Bisahility System

P

Improve Telephone Service

FWS/LAN

»
"
»

Redesign Policy Frocess X X
Title J§ Redesign

881 Modernization

P A A

Puaperless Processing Centers
Payment Cyeling
Notice Improvemenis x

Electronic Payment Services

P A M M o, W

Electranic Service Delivery X X X
Espaud Electronic Wage Reporiing X
Third-Party Assistance in Clatms X
Transfer Ensumeration To INS X

Eliminate Anonal Earaings Report X

GOAL %
Create & Supportive Enviroament for 88A

d

Improve Security of Work Environment

Interactive Distsnee Learning X X X x X
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Service Delivery Interfaces

Face-tue Fe&x o 8 AMall id Avtomuicd
Tl # Party  Nelf-Serviee

Edaucate the Public X X . X X
Pmenb’ﬁetect Fraud & Abuse X X
Employment Strategies for Peaple X, X X
with Disabilitiss :
Disability Process Redesign X X X X X
Shori-Term Disability Project X X
Reengineered Disability System X X
Improve Telephane Service X X X X
IWS/LAN X X X X X X
Redesign Policy Process X X X X X X
Title II Redesign X .4 X X
S5 Modemnizatisa X X
Paperless Processing Centers
Payment Cycling X X X
Notice Improvements X X X X
Electronic Payment Services X X X X X
Electronic Service Delivery X X X X X X
Expand Electronie Wage Reporting X
Third-Party Assistaoce in Claions X X X
Trensfer Enumeration to INS X X X
Elimisate Annual Exrnings Report X X X
Improve Security of Work Environmeni X X
Interactive Distance Learning X X X
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Goal 1: Rebuild Public Confidence in Social
Security .

Educate the Public about Social Security
Lead SS4 Official: Deputy Commissioner for Programs, Policy, Evaluation and
Communications

One of $5A"s highest priorities is the rebuilding of public confidence in Social Security. Surveys
have shown that public support for the program remains high. Stll, those same surveys show
that confidence is at an all-time low. To determine why this dichotomy exists, $SA evaluated a
large volume of public opinion research about Social Security and conducted some focus groups
of its awn. It appears from this information that much of the public's lack of confidence in the
program may be related simply to a lack of understanding about Social Security.

SSA is undertaking a major initiative to educate the public on the basic facts about the program,
with the goal of broadening the range of people with accurate knowledge about the Social
Security programs. This initiative serves as the essential first step in our long-range approach to
rebuild public confidence. The informed and productive public debate about 5SA programs will
proceed haltingly at best if an educated public does not hie at the heart of the debate.

Benefits

The measure of success for this initiative is the percent of people who are very well informed or
fairly well informed about Social Security as determined by the public survey administered by
the American Council of Life Insurance. S8A's goal on this measure for FY 1997 is 62 percent,
up eight percentage points from the 54 percent level attained in FY 1995, Because the strategy
for educating the public requires 3 well-informed work foree, this mitiative also helps to create a
supportive environment for employees.

Major Activities

Multifaceted Public Informarion Campaign -- This campaign is intended to reach numerous and
varied customer groups. For the near term, its highlights include the following:

. Add educational messages to the 800 Number

& Develop stakeholder advisory groups
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Establish Commissioner's Roundtable with business leaders
Release booklet on the "Basic Facts about Social Security”

Produce multimedia public service campaign utilizing television, radio, and print
announcements ‘

Produce updated teacher's kit to reach high-school students

Produce employer’s kit, focusing on employers (such as those in the fast food and
hotel industries) that hire large numbers of young people

Create new relationships with natural existing groups such as universities and
employee unions

The emphasis of the public information campaign will shuft toward assuring that the public is
informed and able to participate fully in the public debate about SSA programs.

Improve Internal Communications - 53A bas determined from employee focus groups that 2
lack of program and historical education among its own empioyees is contributing to lowered
confidence levels among the staff. As S8A’s ambassadors to the public, employees whose
confidence is unsure cannot inspire confidence among those with whom they conduct business.
As part of a larger effort to improve communications within the Agency, SSA will pursue the
following activities to support its employees’ ability 10 get the message out:

Undertake a series of training sessions with key public information specialists in
SSA's regional offices and other large metropolitan areas

Develop and implement a strategy for educating new and current employees on
the history of Social Security and the concept of social insurance

Keep employees informed about issues of concern to customers and the Agency’s
position on them

Provide employees with toolkits to use in communicating with public groups

Train a cadre of employees in crisis communications
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Schedule

-FY 1996 Complete and/or continue the near-lerm activities listed sbove

Conduct customer focus groups to gain further insight into public concems abcm
financing issues and to get feedback on SSA's public service messages
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Prevent and Detect Fraud and Abuse
Lead S84 Official: Deputy Commissioner for Finance, Assessment and Management

In support of SSA's goal to rebuild public confidence, the purpose of this initiative is to intensify
our ¢fforts to detect and prevent fraud, waste and abuse. Program integrity has been an ongoing -
priority within SSA for many years. SSA's program to identify fraud, waste and abuse, relies on
both the assessment of SSA performance from several groups, including the GAO, OIG, the
Office of Program and Integrity Reviews and the Office of Financial Policy and Operations, and
on the numerous safeguards and controls that are built into our systems and procedures,

While SSA has a strong program to combat fraud, waste and abuse, we have identified several
areas where more work is needed. To improve service and efficiency, 8SA has increasingly
provided direet systems access to front-line employees and enabled an individual to complete an
action without involving another employee or another Jocation. Recognizing the challenge posed
by expanding automated capability, the identified areas for improvement include & focus on
employee, as well as customer, fraud, waste and abuse. Activities of this initiative address the
following major areas:

» Better ways 1o detect fraud, waste and abuse;
a More investigation and prosecution of fraud;
= Prevention and detection of third-party fraud;

" Renewed emphasis on oversight reviews through two-tiered personal
identification number (PIN) automated controls;

. Aggressive collection of all monies due SSA; and

" Enhanced communication.

Better Detection

Initial efforts to increase defection of fraud will be directed at currently identified fraud-prone
areas. One such area involves the processing of improper claims or postentitiement actions and
SSN spplications by illegal aliens. To enable field offices to better detect situations in which
aliens are receiving SSI benefits based on false residency status, we are conducting & pilot to
increase residency verification using outside contractors. To detect fraudulent SSN applications
from non-citizens, we are making INS information on alien status available online through the
SSA network.
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Longer-term activitics include: establishing a non-residency suspense code o alert field
employees of the need to conduct a careful residency verification before reinstating an individual
in pay status, and issuing non-work SSNs to alien deemers in S81 cases fo ¢liminate the error-
prone manual processing currently required in these situations,

Enumeration is another area that is susceptible to fraud. Additional systems controls and alerts
will be established to better detect fraudulent applications for social security cards, particutarly
for adult applicants, and to prevent issuance of replacement cards to deceased individuals. Te
reduce errors and fraud in the title 11 and ttle XVI systems, online access 1o State vital records
information will be phased in nationally. In addition, a Comprehensive Integnity Review System
will be developed, that will streamline the integrity review workload of field office managers.

Increase Investigation and Prosecution

A number of activities are planned in support of this area. As SSA has far more cases 1o be
worked than the OlG and United States attorneys are able to handle, we plan to increase our
investigative resources both in OIQ and through the use of State and local resources 10
investigate fraud. Based on new authorify set out in the Social Security Independence and
Program Improvements Act, we will implement a Civil and Monetary Penalty and assessment
program for fraud and abuse cases that have been documented but lack priority for prosecutors
and the courts for a criminal conviction. We will strengthen 88A's fraud infrastructure by
ereating a management and coordination group to ensure that each case gets into the proper
“niche” (e.g., QIG, State and local jurisdictions, Federal Bureau of investigation, Secret Service)
for prosecution. The OIG will take the lead in developing a single OIG/SSA fraud database,
using the two existing systems as a starting point, Finally, SSA i1s developing a mechanism 1o
track cases referred to the Department of Justice for collection of overpayments.

Prevent Third-Party Fraud

Effons in this area include expanded sharing of third-party fraudulent activity information with
other Federal agencies, establishing access to pooled fraud prevention services and databases and
establishing a database 10 monitor the services provided by third parties. These tools will be
used to facilitate fraud investigations and will be especially useful 1o the Office of Ingpector
General and SSA’s Regional Security Staffs.



s> “C’g,g'
T
e

144 ' Social Security Administration 7734
""’Ms]tl'E?*‘g

Emphasize Two-Tiered PIN Automated Controls
Activity in this area consists of installing in our systems two-tiered PIN automated control {for

the initiator of the action plus a reviewer) in certain cases sensitive 1o fraud. This will reduce our
exposure 1 fraud without increasing field office managers’ workload.

Aggressively Coliect All Monies Due

To support this ¢ffort, SSA will expand the tax refund offset to all delinquent debt, implement
the new collection tools made available by Congress, specifically, sdministrative offset and use
of private collection agencies and credit bureaus, complete the controls over eamings test penalty

assessments and collections, and compilete the modemization of both titles 1] and XVI debt
management systems,

Communications Plan
Increased emphasis on timely and effective communications will provide infermation to
managers and employees about SSA's efforts to combat fraud, waste and abuse.
Schedule
FY 1996 Expand online availability of INS information to all field offices
Establish a nonresidence suspense code
Increase residence verification
Implement Civil and Monetary Penalty Authonities
increase investigative resources

Remaining implementation schedule is under development.




L3

Business Plan (FY 1997 - 2001) ' 145

Employment Strategy for People with Disabilities
Lead 884 Official:  Deputy Commissioner for Programs, Policy, Evaluation and
Communications

The purpose of this initiative is to develop a cost-effective and comprehensive strategy to
increase the number of beneficiaries with disabilities who return to work despite their
impairment and thereby lessen their dependence on the benefit rolls. Some key objectives of the
employment strategy are:

s Enhancing the security and smoothing the transition of thase who choose (o work
despite their impairments;

" Providing greater incentives for public and private sector providers to serve SSA's
beneficiaries;

o Maximizing the employment potential of young people with disabilities, and
M Simplifying program policies for people who want to work.

As S84 develops this initiative, we are consulting with a number of key partners and
stakeholders outside of the Agency to develop this initiative. They include the Department of the
Treasury, the Department of Education, the Department of Labor, the Health Care Financing
Administration, Congress, the National Academy of Social Insurance, employers, beneficiaries
and their families and caregivers, private and public providers of return-to-work services, the
private insurance and medical communities, and advocates for people with disabilities,
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Goal 2: Provide World-Class Service

Disability Process Redesign
Lead 5854 Official: Director, Disability Process Redesign Team

A more complete description of this initiative is contained in SSA's Plan for a New Disability
Claim Process, released in September 1994, This description highlights the key features of each
of the following major components of the new disability process:

. Process entry and intake;
" Disability decision methodology;
= Medical evidence development;
» Administrative appeals, and
L] Quality assurance.

Process Entry and Intake

Making Program Information Available -- SSA will make available comprehensive public
information packets about its disability programs. Included will be information about the
purpose of the disability program, the definition of disability and the basic requirements for
eligibility, the sdjudication process, evidence needed to establish entitlement and the claimant’s
role in pursuing 3 claim,

Claimarts Will Choose Mode of Entry - Claimants and their representatives will be allowed
maximum flexibility in deciding how they will participate in the claim process. Contacts via
telephone, mail, face-to-face interviews or electronic medivms will be available. Claimants will
also have the option of relying on third parties for assistance in dealing with SSA or may choose’
10 appoint a representative to act on their behalf. Electronic entry into the claim process, either
directly by claimants or via third parties, depends on access 1o 58A’s IWS/LAN network and
other systems.
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Disability Claim Manager (DCAS -~ 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 to the DUM as vesting all functions for this position in one person.  (Even
with a single person serving as the DCM, there will still be a “team” approach to disability
adjudication in that the DCM will still work with medical consultants and other persennel in
processing cases.) However, we expect to have these duties carried out by more than one person
in a team environment until the following key enablers are in place : '

®  Automated claim processing system {the RDS) that permits full electronmic elaim
processing {such a systemn will be dependent on SSA’s IWS/LAN technology being in
place);

s Simplified disability decision methodology that is standard through all adjudicative levels
of the process;

® Ready access 1o internal medical and nonmedical experts in a team environment; and

®  Intensive training to ensure the DUMs are highly trained and fully equipped to handle the
position.

Claimant Partnership ~- Bwmlding on the information packets and DUM concept, SSA will
encourage claimants to be full partners throughout the claim process. When necessary, SSA will
assist claimants and/or engage third-party resources. ‘

Third Parties - SSA will permit qualified third-party organizations to complete all application
and related forms for disability claims. SSA will monitor third-party performance 1o ensure
quality service to claimants and fo prevent fraud.

Personal imterview with Claimant -- When the evidence does not support an allowance of the
elaim, the DCM will issue a predecision notice advising the claimant of what evidence has been
considered and providing an opportunity to submit further evidence and/or have a personal
interview within 10 calendar days. If a personal interview is requested, it will be conducted in
person, by videoconference or by telephone, as appropriate.

"Staterment of the Claim™ -- In support of the initial claim determination, the “statement of the
claim™ will set forth the issues in the ¢laim, the relevant facts, the evidence considered and the
rationale in support of the determination. To support this feature of the redesign, the IWS/LAN
technology as well as the astomaied claim processing system (the RDS) and the decision support
system are requisites.
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Disability Decision Methodology .

Four-Step Evaluation Process -- The methodology for evidence collection and disability
decisionmaking will consist of four steps that flow from the statutory definition of disability.
This wil] enable a standardized approach to disability decisions and will result in more consistent
decisions. The IWS/LAN technology and the RDS 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 childhood disability claims.)

Medical Evidence Development

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

Primary emphasis will be placed on obtaining medical information from treating sources, SSA
will develop and uge 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 scheduie for medical evidence will be established, using a shidirg-scale
mechanism to reward providers for submitting quality evidence and submitting it promptly.

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

Administrative Appeals Process

The first level of administrative appeal after the initial determination will be the heaning, The
reconsideration will be eliminated,

An adjudication officer will conduct an interview with claimants who request an ALJ heaning
and will have full anthority to issue a favorable decision if the evidence so wammants.

For hearings, the evidence will be more fully developed and presented to the ALY, The primary
burden of compiling additional evidence for the hearing will be shifted 1o the claimant’s
representative (if one is appointed) or the claimant (if he/she is able to do so) with assistance
from SSA as necessary,
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If 5 claimant is dissatisfied with the ALT's deeision, the next level of appeal will be to Federal
District Court. As with the current process, the Appeals Council will evaluate alf 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 Appeals Council will also conduct its own motion reviews of
ALY decisions as part of an in-line quality assurance process.

Quality Assurance

Investment in Employees -~ 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 adjudicative practices for all employees.

End.gf-Line Reviews - To ensure the integrity of the administrative process and to promote
national uniformity at alt levels of disability claims adjudication, S8A will institute
comprehensive, end-of-line quality reviews of the whole adjudicatory process,

Customer Satisfaction Surveys -- Customer surveys, periedic focus groups, surveys of claimant
representatives and third parties, and employee feedback will all be used 10 measure customer
satisfaction,

Implementation Strategy

Teamwork « 8SA will work in conjunction with the National Partnership Council and various
internal advisory groups and task teams in a coordinated approach o implementation,

Redesign Testing -- SSA will establish, as appropriate, test sites 1o 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:

The process is user-friendly for disability applicants and those who assist them;
Claims that should be allowed will be allowed at the carliest possible level;
Decisions are made and effectuated quickly;

The process is efficient; and

Employees will find the work satisfying.
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Enabling Technology - Successful implementation of the redesign plan is dependent, among
other things, on the IWS/LAN infrastructure and an automated clalm 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 IWS/LAN and
RDS availability, but realization of the redesign total vision assumnes automated support, both
hardware and software with database and imaging capabilities beyond that expected for the initial
implementation of RDS. Expert systems suppart for decision makers, electronic collection and -
storage of medical evidence, and videoconferencing for certain interviews, are some of the
automated expectations inherent in the redesign, Full benefits of the disability process redesign
cannot be achieved unless the technological support presumed in the vision is available.

Coordination with Other Agency Inttiatives — Although disability redesign is an Agency priority,
it will not be accomplished in isolation from other Agency initiatives or workloads. SSA will
ensure that redesign implementation activities are accomplished in the contexi of overall 8SA
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 reengineering efforts.

Legislation - SSA is examining statutory areas where changes might be necessary in order to
fully implement the new disability process vision. These include statutory requirements
regarding who makes disability deferminations, the 12-months of evidentiary documentation
required for making determinations, and the requirements for Federal review of State
determinations. As SSA proceeds with refining its implementation plan, expectations regarding
necessary legislation could change. An exact timetable for submitting specific legislative
changes t¢ implement the new process is currently being developed.

Implementation Update

In June 1995, SEA announced the first series of disability process improvements that will move
the Agency closer 10 its five year goal to fully implement the redesigned disability process

described in SSA's Plan for 3 New Disability Claim Process (September 1994). The following
process improvements will begin occurring in 88A and DDS offices in early 1596:

Claims Representative ((CR) and Disability Examiner (DE) Teaming - All field offices and
DDSs will establish ongoing teaming arrangements between CRs and DEs working on disability
ciaims. Teaming will have a positive effect on customer service, strengthen relationships and
overall process understanding between field offices and DDSs, and help our transition 1o
establishing a new DCM position. Guidelines for teaming were issued during the fall of 1993 w0
all regional offices and DDSs.
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Early Decision Authority to Claims Represeniatives for Certain Title 1 and Title XVI nitial
Claims -~ In carly 1996, SSA will begin providing special disability adjudication training to
many CRs. After completion of the training, CRs will be able to make medical determinations,
with agreement of the DDS, on certain types of title II and title XVI clairns before forwarding the
case to 4 raedical consultant for final sign-off. Approximately 100 severe impairments are
included in a newly devgloped “early decision list" (EDL). While these cases--gstimated to be
100,000 annually—will still require some DDS handling, use of the EDL should save rescurcés,
and improve the service provided to spplicants who are among those most in need of our help.

Sequential Interviewing - Along with implementation of EDL, the DDSs will phase in
sequential interviewing, which will provide DEs with prelirainary interviewing experience on
selected cases with additional categonies phased in over time. Under sequential interviewing, the
DE will compiete the medical evidence portion of an application interview using various, flexible
options. For example, an omstationed DE could complete the medical forms through 2 face-to-
face interview with the claimant in 2 Geld office, Or, if the DE is not outstationed, the interview
could be completed by immediate elephone contact before the clatmant leaves the field office or
during a subsequent pre-arranged telephone contact. These interviews are curzently done by CRs
in 8SA's field offices. ’

Field Testing the Adjvdicative Officer (AQ) Position — SSA received regulatory authority to
begin testing the new AQ position in 26 operational sites, Specific test sites have been selected
and include field offices, Office of Disability and International Operations, DD8s, hearing offices
and a PSC. An AQ will becorne involved in all cases where an gpplicant requests a hearing. The
AO will be the focal point for all pre-heaning activity, and will be granted authority to issue fully
favorable decisions whenever the evidence so warrants. In some of the test sites, AQs will also
arrange the time and dsie of the ALJ hearing. Testing began in the DDS sites in November

1995; testing in Federal sites will begin in early 1994,

Increased Third-party Monitoring and Involvement In Claims Taking -- 8SA is moving forward
on efforts to establish national guidelines and mechanisms for monitoring third-party
participation in the disability claims process. In addition, the Agency will be initiating a new
campaign to target third-party expansion in the disability process 1o organizations who have the
ability to provide medical evidence for disability applicants who seek theiy services,
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Uniform Training to all Disability Adjudicators - Today, different vehicies {e.g., the Social
Security Act, 58A Rulings, including acquiescence rulings and administrative guides such as the
POMS and Hearings, Appeals and Litigation Law Manual (HALLEX)) exist to convey policy
and procedural guidance to disability adjudicators like DEs, medical consultants, and ALJs.
SSA’s effort to develop a single presentation of disability policy that can be used by employees
in all Federal and State components is an ongoing, longer-term project. However, as a near-term
effors, special, uniform disability training will be provided to all adjudicators beginning in

June 1996, This training will be tailored to address areas that have been determined as the most
complex in deciding the severity of an tndividual's disability. A new techaology--Inieractive
Distance Learning--is expected (o be used as one means of delivering training.

Public Information and Applicant Participation - It is clear that the public wants to know more
about the disability process, and that many applicants will readily accept more responsibility for
obtaining medical evidence and doing other tasks to facilitate their claim. To that end, SSA has
initiated a priority effort to produce better, more consumer-oriented informational materials
about the disability process, and will issue paticoal instructions for encouraging more applicant
participation in the process. A new one-page fact sheet about applying for disability benefits was
developed and distributed to field offices in 1995.

These process changes represent significant improvements in the overall disability process {i.e.,
improvements before the claim is filed, improvements at the initial level, and improvements at
the appellate level). They are also the major building blocks that will Jay the foundation for the
remaining elements of the disability redesign. SSA will announce additional process
improvements as implementation activities continue. The following schedule provides additional
details on implementation activities over the near term, mid term and long term.

Schedule

A more compiete éescnpnon cf these initiatives can be found in S8A’s plan, &Sﬂbﬂﬁ&ﬂﬁﬁ&s
cdesie %1 Steps in [mplementation (Novernber 1994),

1996 Develop consumer-oriented publications and educational materials on the
disability process (fact sheet distributed 9/93; comprehensive packets mid-FY
1998)

Increase applicant pasticipation in evidence collection (mid-FY 1996

Establish guidelines to monitor third parties and expand their usage, especially for
those that can provide medical evidence (mid-FY 1996)
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1996

Implement process changes that support skill sharing between CRs and DEs and
build towurds the DCM single point of contact (mid-FY 1996)

Test ways to facilitate CR and DE inferaction and teamwork in taking and
adjudicating claims (mid-FY 1996}

Test adjudicater officer position fo streamline the administrative appeals process
(9 sites began 11/95; 17 Federal sites to begin mid-FY 1996)

Test the elimination of the medical consultant sign-off for certain categories of
cases {mid-FY 1996}

Identify opporturities where medical evidence requirements can be streamlined
{late FY 19963

Develop a standardized medical evidence collection form (late FY 1996}

Develop and test options for a revised role for the Appeals Council (late
FY 1996/early FY 1997}

Test a comprehensive end-of-line and a revised in-line quality review system at all
levels (late FY 1996)

Test the predecision notice and opportunity for personal contact prior to issuing
an initial denial determination (late FY 1996)

Test the elimination of the reconsideration step (Jate FY 1996)
Begin simpiified disability decision methodolegy research (FY 1996)

Provide special uniform disability training to all adjudicators in selected areas of
policy {late FY 1996}

Test Federal and State DCM functions (fate FY 1996}

Publish regulations regarding representative’s qualifications and standards of
conduct (late FY 1596)
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Implement options (including electronic interaction) for third parties to assist in
the completion and development of disability claims

Implement streamlining of medical evidence requirements
Implement standardized medical evidence collection form

Continue implementing process changes/testing options to build towards a DCM
single point of contact

implement predecision notice an opportunity for personal contact prior 1o issuing
an initial dental notice

Implement a single presentation of policy - "One Book™

Continue simplified disability decision methodology resgarch and refine 5ha¥1gcs
using case studies

Implement AQ nationwide

Implement elimination of the reconsideration step nationwide
implement single decisionmaker (no mandatory physician sign-off)
Implement RDS with enhanced decisional support

Implement claimant option to file an application electronically

Establish the DUM as the single point of contact for disability claims intake,
adjudication and payment effectuation nationwide

Publish regulations to implement simplified disability decision methodology

Implement fully integrated disability claims processing system with paperless
claims processing
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Short-Term Disability Project
Lead S84 Official: Director, Disability Process Redesign Team

The Shert-Term Disability Project plan was designed to significantly reduce pending disability
cases and hearings by the end of calendar year 1996 through implementation of 19 specific
actions. (See wable below for list of initiatives and see SSA's “Short-Term Disability Project
Plan” for detailed descriptions of the initiatives.) The plan called for a net reduction in pending
gase levels in the DDSs of 100,000 cases by or before December 1996 and a net reduction in the
pending hearings in OHA of 111,000 heanings by that same date.

Since the project began in October 1994, the number of initial disability claims pending in the
DDSs have been reduced by over 120,000 as of October 1993, thus exceeding the original goal
for initial claims, However, because some of the hearings process improvement initiatives have
taken fonger {o implement than expected, the mumber of hearings pending has increased by about
62,000 during the same period. The remaining focus of the plan will be on reducing pending
hearings levels. DDS initial claims pendings will be allowed to grow somewhat through

FY 1997 so that concentrated atrention, including DDS assistance, can be provided to increase
the number of hearings processed. S8A's budget plan is to reduce the number of hearings
pending as of October 1995 by over 150,000 by the end of FY 1997,

The strategy for reducing pending hearings focuses on stemming the flow of claims into the
hearings process by assuring that allowable claims are paid earlier in the process and increasing
gapacity to handle those claims that must be passed on for a hearing. Actions are being taken 1o:

. Continue operation of screening units as an effective means of identifying cases
for which a fully favorable modified determination can be made on-the-record.
In addition, DDSs in 23 States have agreed to accept informal remands of cases
from OHA and review them to determine if a revised reconsideration
determination may be 1ssued.

. Grant temporary authority to attorney advisors in QHA o conduct certain pre-
hearing proceedings and, where the developed documentary record warrants, issue
wholly favorable decisions. Final rules were published in June 1995 1o allow
atiorney advisors in OHA to conduct pre-hearing procesdings and issue decisions
that are wholly favorable in certain cages.

" Redirect temporarily resources from other Agency components to assist OHA in
preparing cases for hearing and drafiing hearing decisions. Decisionwriting units
have been established in SSA headquarters and a number of other regional and
non~CHA sites, and 1o date, 230 full-time detailees and part-time volunteers have
provided assistance to QHA in preparing cases.
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To supplement this effort, staged delivery of modular disability folders began in
November 1995. All SSA regional facilities and headquarters operational units
are expected to a have a supply of the folders on hand by April 1996.

Provide laptop computers to ALJs for use during travel to hold hearings and.
additional desktop computers to OHA for use in decisionwriting,

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

Initiatives In SSA’s Short-Term Disability Project:

Schedule

9/97

Publication of Workload Reduction Targets

Informal Denials for Nonimpairment Cases

Reduction of Pre-effectuation Review Reconsideration Sample

Increase DDS Review of Reconsideration Claims

Rescind DDS Adoption of Initial Level Residual Functional Capacity or
Psychiatric Review Technique Form for Reconsideration Decision

Iicrease Effectiveness of Screening Units

Expand the Pre-hearing Conference Initiative

Assure Effective Utilization of Necessary Automation in OHA

Increase OHA Case Preparation Capacity

Increase OHA Decision Drafting Capacity

Implement Standardized Folder Assembly Format

Increase DDS Systems Purchases Flexibility

Enlist Field Office Cooperation in Medical Evidence Collection When Hearing is
Filed

Implement Field Office Medical Evidence of Record Process

Make Office of Disability and International Operations Examiners Available to
Assist OHA

Identify FY 1995 DDS Costs that can be Forward Funded

Front-load FY 1995 DDS Budget

Redirect Central Office Staff to Process Disability Workload

Continue Office of Disability Evaluation of Process Improvements Suggestions

Net Reduction in OHA Hearings 150,000 hearings
(from the October 1995 pending level)
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Reengineered Disability System
Lead 554 Official,  Deputy Commissioner for Systems

The Reengineered ﬁisabi%ity System (RDS) is a critical enabler of the Disability Process
Redesign. Its objective is to automate and improve the title I and title XVI disability claims -
process from the initial claims taking in the field office (FO), to the gathering and evaluation of
medical evidence in the Disability Determination Services {DI)Ss), to payment effectuation in
the FO or processing center, to the handling of appeals to the point of completion in the hearings
office. The initiative includes all activities necessary to:

" Provide a minimum ("haseline™) set of automation functions to 2l 54 DIXSs;
" Transition DDS automated support to the standardized IWS/LAN infrastructure;
- Develop, pilot and implement modermized software for online case processing and

extensive user support; and

L Acquire hardware as well as develop a series of RDS software releases that will
deliver a fully electronic disability process for both initial claims and hearings.

In addition, RDS will provide the framework for SSA mastery of distributed processing and data,
Among the disciplines to be refined are software configuration management, backup and
rzcovery systems and analysis of wide-area network capacity implications.

Major Activities and Schedule

Baseline DDS Automation -- As of the early 1990s, the 54 DDSs were using a wide range of
hardware platforms and varicus commercial and homegrown software packages to support the
disability decision process. There were great differences in the levels of automation that had
been achieved by the vanous States, Since then, SSA has been working with the States and
providing necessary funding to ensure that all have, at a minimum, six cribical avtomation
functions and hardware 1o run them. This effort was largely completed in FY 1995, Remaining
activities have been folded inmto the IWS/LAN and RDS software dcvaiopmenz efforts which will
standardize hardware and software across all DDISs.
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RDS Sofiware Development -- Development of Release 1 began in 1993 and will provide DDSs

and FOs with:
.
»
=
"

Online capture of all disability claim information, ”

Decision support and online, contextual “help” features;
Automation and control of medical evidence development;
Online access to medical and vendor source information; and

improved management information and control of pending work.

Release 1 software 15 now in validation. SSA has just begun to define requirements and develop
schedules for subsequent releases which will support hearings and incrementally move SSA
toward the fully electronic process envisioned for the redesign.

RDS Rollout -~ Since RS software is the first major programmatic application developed to run
on the IWS/LAN platform, national implementation of RDS is closely coordinated with the
rollout strategy for the new infrastructure and with the associated schedules for site preparation
and ergonomic furniture inswliation in about 1,700 sites. Key steps inglude:

Pilot testing of the initial version of RDS software in the Federal Disability
Determination Service (FDDS) and three FOs in northern Virginia is scheduled o
start by early 1997,

Expansion of this pilot will include the Virginia DDS as well as the three pilot
FOs. During this phase of piloting, SSA will evaluate actual costs and benefits as
well as system performance. Depending upon this early experience, SSA plans to
expand this piiot to all of Virginia in order to identify any problems and perform
any system tuning necessary to ensure satisfactory performance while processing
higher volumes of cases.

SSA plans to expand RDS functionality to more fully implement the concepts of
the disability reengineering redesign and pilot test the expanded system in a
second State. Subsequent RDS software releases will be developed, piloted and
tmplemented, culmination in achievement of the disability redesign vision.

National RDS implementation is scheduled to begin in 1999 following the
IWS/LAN rollout,
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Benefits

When fully implemented, RDS will enable SSA to meet world-class service goals for timely and
accurate disability processing. In addition, SSA has slready achieved several million in savings
through baseline DDS automation. Release 1 of RDS is projected to save additionally through
the automation of development, billing and other support funictions as well as efficiencies’
associated with standardization of the DDS aumtomation environment. RDS savings estimates
will be refined after piloting, and additional savings will be projected as plans for subsequent’
RDS releases evolve.
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Improve Telephone Services
Lead 884 Gfficial: Deputy Commisstoner for Operations

As evidenced by this Business Plan, telephone service over thie 800 Number and telephone
service in the field office have been considered by SSA as separate means of interfacing with the
public. Though planning for the two is at entirely different points, improvement initiatives for
them have been combined in this single plan as a way to ensure that all customers who want t©
conduct their business by phone experience a level of service appropriate to their need.

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

As originally conceived, 800 Number service was designed for customers who wanted general
" information abowt the programs or had simple, one-contact business to conduct, However,
customers’ expectations and their use of the 800 Number have changed over the years. S8A has
recently surveyed and monitored the calls of thousands of people who have used the 800 Number
service. Analysis of this customer input indicates that 8SA’s customers prefer to use the
800 Number for more and more of their business, and it implies vhat they would use it for more
complex transactions, such as claims, if they were able to do so. Customers also tell us that they
would like to complete their business in a single contact. And, when they can't, they would like
to be able 1o deal with the same person until their business is complete.

Because of these changes in customer expectations, the demand for 806 Number telephone
service is much greater than was anticipated by the designers of the system. Many customers are
unable t¢ get through easily, and some are unable to do so atall. InFY 1995, of the

121.4 million calls made to the 800 Number {many of them repeat calls due to busy signals},
only 62.3 million calls got through to SSA's system,

Based on knowledge of customer expectations, SSA hag defined a key dimension of world-class
telephone service as making certain that callers can get through to 8SA's 800 Number within

5 minutes. InFY 19935, only 73.5 percent actually got through that quickly. The pnimary
purpose of this initiative is to improve 88A’s 800 Number elephone service so that we are able
to fulfill cur pledge of world-class service,

Demand for telephone service in the field office has slways been great, although how great is not
actually known. The number of local phone systems with which 88A does business and their
varying levels of technology available have made 1t difficult for the Agency to collect workload
data economically. '
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S, anecdotal information leads to the conclusion that telephone access to field offices
continues to be poor. SSA must have information on the scope of the problem and then take
action to fix it

A secondary purpose of this initiative is to begin improvements to field office phone service,
thereby moving toward making all direct customer phone service gasily accessible.

Approach

In December 1994, SSA executives reviewed the issues surrounding 800 Number service and
decided that additional Agency resources should be focused on improving cur ability to deliver
telephone service, The major plan resulting from that decision, the activities of which are
deseribed below, incorporates 4 number of the observations that were made during an
Administration-sponsored, 88A-led consortium effort to benchmark telephone service.

Both near-term and longer-term activities have been identified. In terms of 800 Number system
improvements, they can be categonized into broad groups as follows; they are in various stages of
implementation.

Add telephone answering capacity

" Implement recruitment/training strategy

" Hire new part-time employees

. Implement national call-routing system

u Complete transformation of DOCs to TSCs

L Establish central office SPIKE unit

» Establish direct service unit

» improve the scheduling of non-telephone workloads; i.¢., G8-8 upgrade
funciions such as SSI overpayment workloads

» Create slternative transcription services

» Increase SPIKE supply

= Improve lcave management practices

Reduce demand on the system

n Off-load Medicare workloads
= improve notices/stuffers
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Expand the scope of phone service

- Begin seamless processing/call gating
o Expand automated mail-out

Improve throughput management

Implement network prompt

Implement separate PEBES answer site
Improve scheduling system

Advertise automated services
Streamline integrity review

Simplify policies and procedures
Improve forecasting capability

Expand automated-service options
Establish evaluation processes

Activities that were already underway, ltke changing the mission of the western DOCs, were
analyzed. If they fit well with the goals of the plan, they were retained, and some remain key
features of SSA’s straregy.

Perhaps the most exciting part of the strategy is a new one that will provide a szamless transfer of
cails to resources best equipped 1o handle them, including other S8A employees and
organizations and other agencies as well. The seamless strategy is being used by providing the
ability to access numbers of Medicare carriers through the automated script, by additional call
gating within SSA to get calls to technicians who can handle them, by routing PEBES calls to the
special unit in OCRO, and by changing the procedures used by 1elephone representatives so that
they can handle more work to completion. Ancther seamless application under consideration
would allow callers to the 800 Number who must file a claim immaediately (o protect their
benefits to be automatically connected by phone to one of several sites, where their ¢laim will be
faken,

However the scamless process is implemented, both in the short and the long ferm, impacts on
workloads in other parts of SSA will have to be carefully investigated to ensure that unintended
consequenaes, such as degradation of service, do not ensue,

The focus on field office telephone service found in this plan will depend on the results of
demonstration projects that have been conducted 1o test whether automated telephone services
would improve telephone access to jocal offices. One service enables callers to key in the
extension of an employee and leave 2 message if the employee is not available,
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A second service gives callers self-service options for requesting general program information
and forms. GAD 's report on the projects suggests that overall the technology tested has the
potential 10 increase the public 's access to telephones in Jocal offices. However, increased
access alone, without public acceptance and improved productivity, may not be sufficient to

- support use of this technology across-the-board. BSA is just now completing additional \
evaluations to consider public reaction and the effect on office productivity to help determine the
best means for improving phone service in the field. '

The plan is strongly dependent upon the availability of technology that allows better call
management and transfer. It also emphasizes the focal position of the employees who answer the
phone. The majority of near-term initiatives can be implemented without IWS/LAN technology.
However, full implementation of the plan presumes that the architecture will be in place.

Because of the complex relationship of a service delivery interface with the business processes
and othar interfaces, a aumber of major Agency efforts, like the cycling of benefit payments,
may have a positive impact on our ability to meet the telephone service goal. They are not being
managed as part of this telephone plan.

Benefits

The primary benefit of this plan is to improve customer satisfaction by improving the speed with
which callers can obtain service over the 300 Number. It will also move SSA toward satisfying
another customer expectation: to be able to complete business in a single contact. Recondary
benefits are expected in improved accuracy of information provided, greater umeliness of
service, and improved public confidence in S5A. Intemal beneiits are also expecied w© accrue,
such as improved morale among teleservice employees and reduced ITS costs.

Schedule

The following pear-term schedule inciudes the end date of only the most important of the
activities, Some of these activities have already begun:
FY 1996 Expand Network Prompt Nationwide

Develop Long-Range Training/Recruitment Strategy

Complete DOC Conversion

Establish PEBES Processing Site
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FY 1996 Implement National Gating Strategy
i)evel;);} Plan for Transcription Workloads
Implement National Call Routing
FY 1997 Simphify Procedures

Implement New Appointment System
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IWS/1L.AN v
Lead §84 Official: Deputy Commissioner for Systems

The Intelligent Workstation/Local Area Network (JWS/LAN) initiative will provide greater
capacity and increased processing capabilities essential for the major service delivery and
process redesign initiatives described in this Plan. S8A’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 distributed processing platform comprised of intelligent workstations on employee
desktops, connected by Jocal and wide area networks 1o each other and SSA mainframe
computers.

A vooperative architecture is an automated systems configuration that uses both centralized and
local processing platforms connected through a communications network. It will allow S8A o
determine the optimal mode of processing for each of cur workloads and to take advantage of
emerging technology in the delivery of services to the public. For example, such an architecture
will permit SSA, in a cost-effective manner, to use complex tools such as document imaging,
expert systerns and multi-media conferencing. IWS/LAN will also improve the availability and
timeliness of information to our employees and appropriate users and help SSA build a2 more
diverse capability for backup and recovery in the event of a crisis.

Even without the more sophisticated capabilities, IWS/LLAN can provide benefits today to field
offices struggling to improve productivity, Most S5A field offices have insufficient numbers
and quality of personal computers (PCS)--usually one, or at most two, unconnected PCS,
primarily with older technology; i.¢., slower speads and substantially less storage and memory
than is required to support today's software,

The effect of this antiquated technology in limiting service and productivity improvements is
profound. Today, for example, cach time an employee wishes 1o produce a professional-guality
notice, reference procedures on CD/ROM, complete an electronic travel vaucher, use the
autamated continuing disability review program, or work a tase involving a PC-based
computation, he or she must move o the PC located somewhere else in the office, sometimes
wait until it is available, and always lose time and productivity in completing the task,
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Although several quality notices and forms can be produced today on those single PCS, that
capability pales by contrast to what is possible in the more advanced IWS/LAN environment.
For example:

=  SSA is using new electronic forms software which will eventually allow
employees to request most forms electronically rather than having to stock
inventory, order, ship, receive, unpack and store these items.

n IWS/LAN will also eliminate the processes nesded today to manage the ordering,
receipt, distribution and filing of transmitials o the Program Operations Manual
System (POMS), and save in administrative costs and in printing and mailing by
making POMS available to each employee on CD-ROM,

As these examples illustrate, the IWS/LAN environment is more flexible and efficient than the
current one, thereby increasing productivity for each field office employee. It also frees vp
management resources devoted today to administrative processes to focus on doing a betier job
serving customers. Similar advances in capability and productivity are possible for other
applications.

With IT'WS/LAN, SSA can readily share specialized applications programs which have been
developed by staff in the field, Field offices are already using locally developed software within
the limited PC environment described above, and SSA has in place a disciplined process to
distribute locally developed software throughout the nation as soon as the new hardware and
communications infrastructure becomes available. Examples of valuable locally developed
programs 10 be shared are:

» The SSA notices program which prepares a variety of SSA-approved notices.
" The PC-CDR decision support program that will result in improved accuracy.
" Programs that automate certain 881 calculations; reduce data entry by propagating

fields with appropriate data already in the system; automatically request client
data {quenies) based on appointient lists; and otherwise save employee time and
improve service guality,

" Software to support contro] and processing of cases covered by court rulings
where special rules and notice language are needed but 3 national application is
not necessary,
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In addition, the IWS/LAN will expand the field's ability to use e-mail. Although e-mail is
available in field offices taday, its use must be sharply curtailed because the one or two office
PCS are 50 heavily used for other, more urgent business. SSA has already restricted the nurnber
and lenpth of e-mail messages that can be sent to field offices to reduce traffic and make as much
PC time available as possible for customer support.

As a consequence, the use of e-mail has been limited in training, public informatios and
administrative processes, and its value in sharing information and easing communication
between employees to improve customer service and create an atmosphere of employee
empowerment, to date, has been entirely lost,

Given the pervasive relationship of the IWS/LAN initiative to the entire range of SSA business
processes and service interfaces, it is irnpossible to overestimate the potential contribution of this
initiative to SSA’s major poals. By providing options for advanced process redesign, IWS/LAN
creates opportunity for dramatic Improvements in service delivery to move the Agency o world-
class service. By coupling a superior technology with simple tools for communicating, the
IWS/LAN promises major improvements in SSA’s messages to and between employees and the
public, to provide the foundation for rebuilding public confidence. By creating 2 technical
environment for development of the single point of contact our customers seek and other
concepts, I'WS/LAN offers 2 framework for employee empowerment and development,

Project Sequence

Pilots -- An IWS/LAN pilot was conducted in 13 sites 10 gain experience in live operational
settings and to develop detailed cost/benefit estimates. On the basis of simple productivity
measurements taken before and six manths afier implementation of IWS/LAN, a study by S8A’s
Office of Workfarce Analysis found a five percent employee productivity increase in the pilot
offices. The study predicted additional productivity increases as employees moved beyond the
learmning curve and gained the computer literacy needed to take full sdvantage of the benefits of
the technology, The study also noted that benefits from the enhanced communications
capabilities of the technolopy are dependent on the capabilities being available throughout SSA
and the State DDS sites.

Duuring this pilot period, the IWS/LAN concept and operating resuits were repeatedly evaluated
by external monitors and various consulting experts. These authonties uniformiy agreed with
both the need for a new technology infrastructure and the basic soundness of the IWS/LAN
strategy.

Interim Buy - During FY1994-1995, SSA completed installation of 9,900 workstations and
165 L.ANs 1o bring the number of IWS/LAN-equipped offices to 100. 5SA estimates savings of
238 workyears through these interim installations,
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Phase 1 Implementation -~ In this national IWS/LAN acquisition, equipment requirements of the
field offices, hearing offices, teleservice centers, processing centers and State DDS sites will be
met with the installation of up to 56,500 workstations, 1,742 LANSs and 2,567 notebooks. These
devices replace aging terminals and provide a s{axzdardazed infrastructure enabling service and
productivity improvements,

w

Costs/Benefits Through Phase 1 -- Projecting from the productivity increases demonstrated in the
pilot studies, cumulative workyear savings over the 7-year systems life are valued at

$1,140 million for Phase 1 of the National IWS/LAN Buy. 8SA estimates that the total Phase 1
systems life cost of the national IWS/LAN will be $1,046 million. This cost includes equipment,
operating system software, communications suppont services, site preparation and ¢rgonomic
furniture. The cost is offset by $573 million that otherwise must be spent to replace aging

terminal equipment currently in use with equivalent updated technology and operate it over its
systemns life and to acquire ergonomic furniture. - The net cost of $473 million, compared to

$1,140 million in savings, makes the IWS/LAN platform a cost-effective investment, -

Benefits From the Nationasl BWS/LAN haplomentation (X milliony)®

IWS/LAN Implementation Costs $1,046
Cost of Replacing Aging Terminals and Furniture £573
IWS/TAN Net Costs : 3473
IWS/LAN Projected Savings $1,140
IWS/LAN Net Costs ' £473

| IWS/LAN Net Savings $667

*Costr/vavings for Phase | of national IWSLAN acquisitions.

The total costs of $1,046 million displayed in the preceding chart consist of $881 million in
acquisition, telecommunications and maintenance costs through FY 1992 and $165 miilion in
ongoing telecommunications and maintenance expenses for the remaining system life beyond
FY 1998. The $831 million in costs through FY 1998 will be funded from the

$1,105 million Automation [nvestment Fund, leaving g balance in that fund of $224 million
which will be used toward infrastructure enhancements required for the implementation of the
Reengineered Disability System software and other client-server applications. (See Phase 2
Implementation below.)
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Phase 2 Implementation — A separate series of acquisitions under the IWS/LAN initiative will,
"niggyback” on the previously installed infrastructure. Tt will provide SSA with document
management and database equipment needed for a wide range of client-server applications, The
Reengineered Disability System {(RDS) is SSA’s first major programmatic software application
specifically designed for the cooperative prosessing architecture.

Usider these acquisitions, SSA will obtain database engines; scanners and bar code readers;
facsimile and imaging servers; and associated networking equipment, maintenance, training and
integration and support services to begin national implementation of the RDS and s number of
administrative applications dependent on the expanded architecture,

Pilot testing is planned in Virginia and in 2 second Siate {vet 10 be determined) to assess the
actual performance, cosis and benefits of RDS sofiware and supporting IWS/LAN Phase 2
equipment. There will be a preliminary evaluation of the Virginia pilot before a decision is made
to initiate a Phase 2 national buy. Later pilot results will be considered before SSA makes the
final procurement award decision. )

Deployment - Working with DDS administrators and external authorities, such as the Office of
Technology Assessment and GAO who have provided advice and counsel 1o the Agency, and
with widespread comment and input from SSA employees, S8A has established the following
prineiples to govern the national IWS/LAN deployment process:

n The deployment strategy must be structured to provide the greatest possible
productivity gaing;

‘u To support implementation of the disability process redesign, the deployment
strategy must concentrate instaliations;

L The deployment strategy must not lengthen the time States will need to run dual
software systems; and

- The deployment strategy must capitalize on existing investiment and minimize the
administrative expense associated with testing and installation.



170

- Social Security Administration

Based on these general principles, S8A has developed a deployment strategy and schedule which

calls for:

Installation in all feld offices, bearings offices, Regional Program and Integrity
Review Offices and DDSs in a given State, staged over a period of months to
allow neighboring field offices to support one another during the disruptive times
of installation and training. Supporting TSC and PSC modules will also be
included at appropriate points in the schedule. This element of the strategy equips
all interacting facilities and the supporting PSC over a limited period of time,
enabling implementation of the RDS software.

Initial installation in States where baseline IWS/LAN automation has already
been installed or funded in the State DDS. This approach capitalizes on
investments slready made, and also serves the aim of greater productivity. The
first 15 States represent at least 44 percent of the national disability workicad.

Selection of Virginiza {(among the baseline automation States) as an RIS software
pilat 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 rollout is based on State disability workloads, with priority in
sequence assigned to States with heaviest disability claim volumes and the
greatest potential productivity gain. The next four States in the current schedule
represent an additional 15 percent of the pational disability workload. This will
bring 1o 59 percent the total percentage of the national disability workload
represented by the first 19 States in the installation sequence.

Based on a third quarter award of the Phase 1 IWS/LAN national buy, instailations are slated to
begin in late 1996 with instaliations in the final States by early 1999. Document management
and database equipment for the RDS pilots sites will be acquired in advance of the Phase 2
national buy. The coordinated scheduling provides IWS/LAN in advance of RDS deployment,
allowing time for training and experience with the new technology. Offices will also be
positioned to support the 800 Number Expert Systern.

Nationwide IWS/LAN implementation is & very complex logistical task for the Agency,
requiring coordination of site preparation (elecirical wiring/cabling)} in over 2,000 remote sites:
contractor-supplied and installed furniture and imtelligent workstation components; and training
of over 70,000 employees in SSA and DDS locations.
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Redesign the Policy Process
Lead $54 Official:  Deputy Commissioner for Programs, Policy, Evaluation and
Communications

In February 1995, a reengineering team sponsored by the SSA Executive Staff and

AFGE Local 1923 began an effort to redesign SSA's entire policy-making process. It was
intenided to make the process many times more efficient while retaining and improving guality
and, in doing so, to improve significantly SSA's service to the public. In June, a report was
issued by the redesign team that outlined a vision of the Agency’s future policy-making
environment. Shortly thereafter, under the auspices of the OPPEC Partnership Council, staff of
the Office of Frograms, Policy, Evaluation and Communications began 1o implement those
report recommendations about which there was broad consensus and to explore alternative
approaches to deal with other situations identified in the repornt.

Building on the work of even earlier improvement efforts, the redesign report spans all stages of
the policy-development and dissemination process, including: the identification of a need for
policy change; research; development of policy preducts (legislative proposals, regulations,
litigation strategies, instructions, systems design, notices and other public information); and
evaluation of policy outcomes. It also makes suggestions for putting together a more supportive
organizational structure for 88A%s policy-making functions.

Major areas identified for improvement include the following:
L] Development of a strategic-policy-planning mechanism:-

A collaborative effort is being undertaken 10 provide the Agency with a policy
vision and an effective plan that will use Agency resources wisely to create clear,
consistent, and comprehensive policy. Such planning wiil place SSA in 2 much
better position to be more proactive and to be better able to advise policymakers
on alternative for changes, adsptations, or new approaches. The first proposal
generated through this mechanism was presented to the Executive Staff in early
1996,

m QOrganizational and cultural changes that support ecarly and effective
¢ommunications and empowerment of employees involved in the process:

As a direct result of the redesign recommendations, an Organizational Planning
Team (OPT) was chartered to recommend organizational and cultural changes to
achieve a more effective policy process. The team recommended some
restructuring, with the goal of aclieving more affinity of Like functions within the
policy components,
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The revamped policy organization will be conducive to the use of tearns, to
directing resources {o the highest-priority work, to the delivery of appropriate and
tirnely training and team facilitation, to expansion of the use of technology, 10
improved cormmunication and information dissemination, to having employee
empowerment defined and regularly practiced, and to enhancing emp}t}ym morale
and development. <

Simptification of the policy-development, review, and approval processes,
including more extensive use of teams:

The redesign effort reconfimmed earlier findings that the policy dissemination
process has become a slow, cumbersome process--one that encourages numerous
hand-offs and permits both "gatekeepers” and even other peripheral plavers to
stall or stop the policy process at will. This not only delays progress but also
results, in some instances, in inconsistent and/or unclear policy products. Use of
empowered teams will assure that policy decisions are made st the lowest Jevel
possible. These teams will produce all needed policy products simultaneously to
ensure consisiency and timeliness. Early input from all stakeholders will be
requested, and early sharing of ideas and information will become the norm.
Team members, by speaking for their components, will greatly reduce the need
for later approvals and hand-offs of policy producis. The policy leadership, too,
will act a5 & tearn, shanng information, ideas, and resources as necessary 1o
enhance policy formulation and climinaie repeated rounds of reviews, comments,
concurrences, and sign-offs,

More and better use of information technology, including innovative applications
for authoring and disseminating policy materials:

A number of activities are underway to achieve this goal. Seli-directed teams are
currently exploring and making recommendations with respect o the use of
groupware to enhance the policy-making process and to enhance, through existing
technology {and ultimately through improved technology), methods of
communicating policy positions, clarifications, etc., 1o both regional and field
office employees. Somewhat longer-range goals call for producing and
maintaining a single electronic database wherein users will be able to have all of
their policy needs satisfied in an easily aceessible manper,

Rigorous evaluation and feedback regarding specific policies, the policy~
development process, and the products of that process:
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The OPT has specifically recommended that evaluation and monitoring of -
program guicomes, along with evaluation of policy implementation, become
specific ongoing activities of the appropriate components within the policy
organization. Directly related to these activities will be the development of
performance measures as they apply to the results of S8A's programs and the
supporting policy for SSA’s administration of programs. ’

» Effective human-resource development, including more extensive use of teams:

A broadening of the knowledge and skill base of SSA's policy analysts, along
with their being given more contro] over their jobs, will improve both employee
morale and policy products. More opportmities for mevement within the Agency
will result as analysts broaden their skills. Employees will receive initial and
refresher training in writing standards, analytical/technical skills, technology-
related skills, and team skills,

Implementation of the report recommendations will mirror its vision of how work will be done in
S8A's new policy-making environment; i.e,, it is and will continue to be inclusive, collaborative,
team- based, and empowered. As mentioned above, much work has already begun. Vanous
teams have been, and will continue to be, chartered 1o accomplish the necessary improvement in
both the policies themselves and the underlying policy process.  Affected employees have been
encouraged 1o get invelved in all stages of the implementation by direct participation in the
varioug leams and/or providing continuous feedback into planning team activities.

This initiative will result in a process which enables the type of rapid decisionmaking, quality
polity products, and satisfying work environment for employees that 8SA's policy components

will need to meet the Agency's ongoing challenges of downsizing, streamlining, and za;mi
technological change,

Schedule

The redesigned policy process will be in place before the end of 1996.
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Title IT System Redesign
Lead 884 Official: Deputy Commissioner for Systemns

Today, 82 percent of title 1f initial claims are fully automated. The remaining claims and
numerous postentitlement ransactions cannot be processed through the system without some ~
manual intervention. The Title 11 Systern Redesign Project focuses on automating the title 1
initial and postentitlement cases that are not automated today.

Because the client update process for the title 1] system redesign will be an expansion of the
Integrated Client Data System, that project, reported separately in the last Business Plan, has
been incorporated into this initiative, -

Title 1] System Redesign

The curreat system for processing postentitlement 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”
architecture because they are stand-alone systems that are not integrated with each other.)
Because these programs were originally written in COBOL. programming language during an era
preceding today’s structured design and documentation standards, any changes o them require
extensive analysis and cross validation. As SSA expanded its efforts 1o 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 postentitiement programs preciuded a full transition to online
progessing.

The goal of the Tide I System Redesign initiative is 1o provide a single system for processing
virtually all initial claims and client-initiated postentitiement 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 functions. 'When a business function is common 10 two or more
processes, a single business module will be developed and shared by all of the processes that
require it. On completion of redesign, the 28 “stovepipe” postentitlernent programs and the
original initial Claims Automated Processing System (CAPS) will be eliminated.

The Title I System Redesign will yvield significant productivity and service improvements by:
" Providing online access to more comprehensive customer information, enabling

employees to respond more readily and accurately 0 customer inguiries and
complete more transactions in 3 single contact;
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" Processing actions online, so that employees are shle to immediately resolve
systems edits and exceptions and tell cusiorners 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 hand-offs and frecing employees to
spend more of their time interacting with customers;

= Simplifying data input routines by standardizing various input formats reguired
for the existing multiple systems; and

" Providing more flexible modemized software that is easier to maintain.

Integrated Client Data (ICD)

Historically, SSA has collected and maintained data about the chients we serve in each of the
various systems that support the programs administered by the Agency. As with most legacy
systems, there is a lot of redundancy i our storage of data. The goal of the ICD project is 1o use
eurrent technology fo establish a client-specific database.

Integrating client data allows data to be shared among programmatic systems, reduces data
redundancy and improves data consistency among systems. Work began on this initiative in
early 1993. An analysis was performed of the largest modernized systems, the Modemized
Claims System (MCS) for titie I initial claims, the Modemized SS1 Claims Systemn (MSSICS)
for tide XV initial claims, the Representative Payee System (RPS) and the 800 Number System,
to determine where common and similar data existed. The result was a list of elements that
either always or usually were common across different programs and systems. In 1994, changes
were made to propagate data captured in the 800 Number leads system to other systems
{MSSICS and RPS). This prototype proved that sigrificant pavoff could be achieved by
eliminating the need in some instances for users to collect the same data twice. The development
of the Integrated Client Database (ICDB]) is a natural extension of the data propagation
prototype. The ICDB began propagating claims data on a national level in FY 1993, Future
releases will expand the data propagation to other programmatic systems.

The benefits of the ICDB are:
L Establishment of 2 central data store to house data gpecific to individual clients;
» Incrsased efficiency by eliminating the need to key data more than once and

alerting employees when critical client data has changed in another system;
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- Improvesment in the consistency of data shared across systems through standard
element length, definition and edit criteria; and,

. Improved service by eliminating the need for employees to ask customers for the
sarne information more than once in multiple claims situations.

Schedule

FY 1997-FY 1999 Provide automation for multiple ergitlement claims
Develop Title Il Redesign structure
Expand ICDB 10 the Modemized Enumeration System
Provide integrated guery capability for RDS

FY 2600 Complete Title I Redesign structure
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SSI Modernization
Lead SSA Official:  Deputy Commissioner for Systems

Prior 1o the MSSICS, SSI initial claims were completed by taking a lengthy paper application
and subsequently keying the data into the system. Today, non-disability application information
is collected online for nearly all SSI initial claims, eliminating the need to prepare paper input -
dacuments. Unlike its previous summanzed form, the actual data coliected from the 8S1
applicant is posted 1o the database and remains completely available to employees for subsequent
reference.  MSSICS also provides automated support for performing certain developmental
actions required 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
postentitlement situations. By doing so, local offices will continue to have online, real-dime
gocess to detailed information about factors affecting 881 eligibility payment.

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

o An automated claims intake system promypts for questionable answers helping to
ensure the application is accurate and complete. Direct input and autornatzd
processing features etiminate errors inherent in manual data transeriptions and
gompuiations.

= More comprehensive information available online enables employees to complete

postertitiernent transactions without the need to reference paper files or recontact
customers 10 verify mformation.

Schedule

FY 1997 Expand MSSICS to postentitiement situations
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Paperless Processing Centerxs
Lead 884 Qfficial: Deputy Commissioner for Systems

Over the past few years, SSA has undertaken a number of actions to lay the groundwork fora
paperless processing environment. These include refining our evidence retention criteria,
creating electronic record formats 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 S8A 1o redesign business processes
that will allow employees to work more efficiently in a paperless environment.

The IWS/L AN provides the supporting infrastructare for the pilot effort which will apply
document workflow management and imaging technologies to SSA’s paper-intensive
programmatic process. The system will keep files in electronic format that normally would be
printed out on paper for technicians to process. [t will also scan the letters, folders and other
paper that are mailed 1o SSA, and convert them to digitized images for electronic processing.
These twe sources along with access 1o 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
accurately and efficiently complete an action for a customer, including complete

text of the letters we send {0 our customers;

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

» Eliminates Jost or misfiled folders; and
B Provides managers with accurate and timely information necessary 10 manage
workloads.

A Test Processing Module prototype began in January 1994 and will continue to operate as a
tesi-bed environment to suppori the pilot. The purpose of the prototype is to incorporate
electronic information and document imaging technology, and 10 test redesigned workflow
SCEnarios,

Using knowledge gained during the prototype phase, we have enhanced current workflows and
developed new, automated functionality that will be used during the pilot. The pilot began in the
GLPSC in January 1995 and will run for 1 full year.
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The pilot initially ran in paralie] to the current paper process and shortly afterwards, processed
the total workload of one processing module in a full production, paperless environment. Before
and during the pilot operation, SSA will evaluate the various aspects of working in 4 paperless
environment to determine the impact of the new technelogy on employees, quality, costs and
service delivery. If the pilot is successful S8A will consider expansion of the pilot to include
multiple processing center sites with differing workload characteristics, Another option isto
pilot "paperless” capabilities in field offices with a view toward eliminating paper at the front-
end of the 8SA business process. '

Schedule

FY 1896 Assess results of GLPSC pilot

FY 1995.FY 1999 Phase in national implementation
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Payment Cycling

Lead 854 Official:  Deputy Commissioner for Finance, Assessment and Management

Since the inception of recurring Social Security benefit payments in 1940, sll program payments
have been scheduled for delivery at the beginning of the month--usually the third of thé month.
Given the size of the current program (almost 44 million payments each month}, this pattern has
contributed to a workload spike that affects S8A’s 800 Number and field offices, Creating
addditional payment dates at intervals throughout the month, a technique called payment cyeling,
is expected to help the Agency level those workloads and improve public servics,

During 1994, 88A conducted focus groups with current and prospective beneficiaries, 88A also
met 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 pew beneficlaries. Private industry representatives indicated that the current
process creates workload peaks for their operations as well, having the similar impacts on their
operations of reducing service and increasing costs, As a result, SSA is proceeding with
payment cycling. Implementation is expected to begin with the payments for December 1996
(which will be made in January 1997).

Approach

SSA will promulgate regulations in support of payment cycling. The Agency published a Notice
of Proposed Rulemaking in the Federal Register in early 1996 and expects final regulations to be
in place by November 1996,

An implementation team has been formed within 884 to define policies and operating guidelines
related to payment cycling. The following decisions have been made with regard to S8A's
. implementation strategy:

L Cyeling shal] be implemented prospectively, affecting only newly entitled
beneficianies,

» Cycling shall be restricted to recipients of OASDI benefits. Recipients of S8I;
people entitled to both OASDI and SSI benefits, including these OASDI
beneficiaries whose income is deemed to an 851 recipient; and OASDI cases
involving foreign residences shall be excluded from the effects of payment
cyeling,

- Three additional payvment dates will be established at weekly intervals, on the
second, third, and fourth Wednesday of each month.
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» The wage earner’s date of birth shall be used to determine the assigned payment
date. In addition, the wage camer's date of birth establishes the payment date for
all auxiliaries/survivors entitled on the same account.

- Auxiliaries/survivors who subsequently become entitled on their own record will
be assigned a payment date based on their own date of birth, unless they were -
receiving payment as an suxiliary/survivor prior to the inception of cycling,

SSA has met with representatives from the Department of Treasury, Federal Reserve, and the
Past Gifice to discuss the Agency's payment ¢ycling initigtive and to work out a joint
implementation schedule. Agreements reached between SSA and the FMS will result in more
accurate files being transmitted to FMS each month. For cycled beneficiaries, SSA shall
transmit the whole-file certification files four business days prior to the scheduled payment date.
Until that time, 88A shall continue to act effectively upon select postentitlement actions.

To even put more quickly the payments made on each payment date, SSA will accommodate
selected DASDI beneficiaries, currently paid on the third of the month, who voluniger to change
their payment 1o the assigned date based on S8A’s formula.

Schedule

FY 199¢ Promulgate regulations
Prepare field office procedures

FY 1997 Train field employees

Implement
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Notice Improvements |
Lead SSA Official:  Deputy Commissioner For Programs, Policy, Evaluation and
Communications

SSA sends its customers 240 million notices annually. In the past, SSA has been criticized for
the poor quality of its notices, their being both hard to read and hard to understand. Thirty-two
percent of the Agency’s notices reguire some manual action by employees, which creates
opportunity for error and inconsistency in language and format. In addition to customer
dissatisfaction, poor notice quality results in unnecessary inguiries in field offices and to the
%00 Number. The Notices Improvement initiative is intended to increase notice readability and
clarity and to reduce unnecessary operational workloads.

This plan has evolved since last year in two important ways, First, the development plan for
establishing 8SA's target notice architecture has begun to erystallize and is thus more complete,
Second, because the efficiency of $SA's print and mail operation has such a major impact on the
success of notice improvement efforts, an initiative to redesign the print/mail operation has been
added to this plan.

Major Activities

Complete the Backlog of Miscellaneous Improvements -- By 1992, S8A had backlogged a large
number of notice projects due to resource shortages. All of these projects have now been
completed but one. That project is related to automating representative-fee notices, 8 fabor-
intensive and time-consuming function, It was implemented in September 1995,

Establish a Target Natice Architecture (TNA) -- The plan to establish a TNA is intended to
streamline and modernize SSA's notice production environment and to move all notice language
10 one central database called the “national text file.” In building the architecture, SSA will
consolidate the many existing notice language databases (about &0 in all in title 1) into one
central database and strearnline the notice-production environment. This will greatly reduce the
time and effort needed to code automated notice changes and will eliminate duplication of notice
language across software applications.

The TNA will provide a language-search facility 1o allow users to locate and research notice
language electronically and a related language-development facility to support notice
development, approval, and implementation, The process will utilize the IWS/LAN platform,
The facility will reduce the time needed to make notice language changes, increase the quality of
notices, and reduce administrative bisden.



Business Plan (FY 1897 - 2061) ) 183

The TNA will provide another important capability -~ electronic storage and retrieval of notices.
Today, employees cannot retrieve a copy of a notice on their computer terminals when a
customer calls or visits with a question. If the employee cannot refer to the customer’s copy, the
guestion may have to be deferred until the record can be retrieved and the customer recontacted.
The earnings natice system, implemented in August 1995, was the first notice application to be
brought under the system. ' ;

In FY 1998, SSA replaced outdated, standalone wordprocessing equipment in the processing
centers with cemiralized M/Text notice production software, eliminating 60 separate notice
language databuses. The system permits technicians to produce their own notices, thereby
reducing the need for typists and ¢liminating one handoff. It will help reduce clerical error with
online edits; speed notice preparation; ensure the uniformity of notice language; and direct output
to automated mailing factlifies to lower handling and mail costs. M/Text also provides the first
management information on notices produced in the processing centers. In addition, a
management-information architecture will be developed and produced as an integral part of
TNA. ’

The focus of the TNA today is on solving problems in the titie Il notices svstem because they are
so pervasive. As part of the TNA inittative, OASDI notice language will be improved and
production will be folded into the TNA. S8A i3 also increasing the number of notices available
in Spanish, and standards for Spanish notices have been incorporated into our English-language
notice standards.

Improve SSI Notices -- Field office employees must manually prepare nearly 20 percent of SSI
notices. This workload is complex and labor-intensive, particularly in the overpayment ares, To
alleviate this burden, $SI notice antomation will be increased to the extent possible. Language
and format for many automated S81 notices will be improved at the same time.

Title XVI automated notices are already produced by ong central sysiem, and the system already
produces notices in Spanish. Title XVI will, therefore, not be moved into the TNA until work
has been completed on the title Il system,

Conduct Notice Evaiuation — Natice improvement will be g continvous process. As part of this
ongoing activity, public opinions will be solicited through the use of focus group tesis and
surveys. SSA also plans to gather information on the Iiteracy skills and special needs of its non.
English-speaking clients.

Reengineer the Print/Mail Process - SSA will establish 2 system-managed print/mail operation
that will use current technology o deliver a cost-effective operation. Besides reducing the
overall cost of notice printing and mailing, the new operation will maximize presorting and
postal discounts. It will allow the management of workloads from multiple locations and provide
inter-iocation backup capability with managed capacity to accommodate spike workloads,



184

. \-‘W%
" Social Security Administration m

Figpnh

A major feature will be the system's ability to guarantee accountability, at the item level, for all

generated correspondence.
Benefits
= Improved customer understanding of 8SA decisions and customer rights and

Schedule

FY 1996

FY 1996-97
FY 1996-98
FY 1996-60

Ongoing

responsibilities.

Fewer inquiries, freeing field office and 800 Number employees to help other
CUStOTIErS,

Fewer recontacts with clectronic notice retrieval, also freeing field office and
R0 Number employees to help other customers.

Fewer manual notices, freeing field office and PSC cmpieyécs o process other
customer business. The first group of improvad S8I notices will free up
250 workyears.

Lower overhead costs. M/Text will eliminate the need to spend $1.1 million to
maintain the outdited word processing systems, The reengineered print/mail
system will maximize discounts and reduce print/mail management costs. Itis
expecied 1o save over $10 million over the life of the project {1996.2002).
improved issuance of social security cards. The reengineered print/mail process

will increase the percentage of cards provided within 5 days from 94.6 percent to
at least 97 percent.

Release of software to permit earnings notices 1o be retrieved in field
offices

Title X V1 Notices
Reengineer Print/Mail Operation
TNA/Title I Notices

Notice Evaluation
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Electronic Payment Services |
Lead 8§54 Official:  Deputy Commissioner for Finance, Assessment and Management

Today's emphasis on more efficient service delivery has prompted the Government to establisha
policy that calls for Federal agencies to convert to an all-electronic payment environment by
1959, ‘ g

SSA is ahead of most Federal agencies in the use of electronic funds transfer (EFT). More than
51 percent of the 590 million benefit payments issued in FY 1984 were disbursed electronically,
Still, we are a long way from the objective of 100 percent participation. The payment service
initiative outlines SSA’s strategy for addressing this objective. It includes the following:

n A series of actions designed to increase the number of beneficiaries who are paid
by direct deposit
n The development of electronic payment altematives for beneficiaries who do not

have bank accounts

" Expansion of 88A's use of the national ACH system to effect the transfer of both
payments and payment-related information

" Actions to prepare the Agency to implement legislation that would eventually
require all benefits to be issued by some form of EFT

Benefits

Electronic payment provides convenience and reliability for beneficiaries. At the same time, it
provides importamt benefits to SSA:

» it reduces the cost of making benefit payments. Department of Treasury charges
will be reduced from approximately $0.39 per check issuance to 50.01 per direct
deposit issuance. That means an annual sevings of more than $100 million if
individuals who receive checks today convert to direet deposit.

= It reduces SSA workloads. Direct deposits, unlike paper checks, are virtually
loss- and thefi-proof. This means that the thousands of calls and visits SSA
offices receive due 1o delayed, unreceived or rerurned checks will be dramatically
reduced in number, and employees will be freed to do other pressing work.
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Major Activities

Increased Use of Direct Deposit

Of the 23 million beneficiaries who receive payment by paper check, more than 16 million have
a relationship with a financial institution. Further, more than 90 percent of all new insurance
program applicants and 45 percent of new SS81 applicants have bank accounts at the time they file
for benefits. These individuals could be paid by EFT from the outset.

SSA plans to increase the use of direct deposit by taking the following actions:

u More vigorously marketing the advantages of direct deposit 10 the public,
financial community and other groups. During a recent campaign to educate the
public using statement stuffers and other vehicles, enrollments in direct deposit
were effected at twice the normal rate.

n Fully implementing a new government-wide policy that presumes direct deposit
will be used by all beneficiaries wha have bank accounts,

] Continuing to simplify the enroliment process, including establishing a unique
toll-free 800 Number that customer servics representatives in financial institutions
may use to assist customers who want direct deposit,

" Pending more comprehensive legislation, seeking authority from the Secretary of
the Treasury to require the use of direct deposit for certain categories of payments,
including international payments, benefits to institutional representative payees
and interim-assistance reimbursements to States.

Bchedule
1996 Send information about direct deposit to new beneficiaries being paid by
check and individuals who request replacement checks due to non-receipt
Conduct pilot and implement a unique toll-free number with prompts for
banks to use in SSA’s Dial Direct Deposit program
1996 Implement authority to require use of direct deposit for select categories of

payments
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Electronic Benefits Transfer :
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 Secial Security beneficiaries do not have bank accounts
(9 percent of OASDI beneficiaries and 55 percent of SSI recipients). The solution is electronic
benefits transfer (EBT) through special, debit-only accounts established at designated financial
institutions. Monthly payments will be deposited to these accounts using normal direct deposit
transiers, Beneficiaries will access thetr accounts by means of a plastic debit card at either
ATMs or point-af-service terminals,

Schedule
1998 Develop EBT infrastructure and select commercial banks to provide EBT
service
1997 Roll out EBT infrastructure nationally

Expanding Use of the National Automated Clearinghouse (ACH)

As the number of beneficiaries being paid electronically increases, USA and the financial
community become more dependent upon each other for the exchange of both payments and
payment-related information. The natural pathway for this exchange is the ACH system, which
is maintained mostly by the Federal Reserve.

SSA has taken the lead within the Federal community in using the ACH to improve
communications with the nation's financial institutions and, thereby, achieve improved service
and efficiency. For example, SSA has reduced the number of administrative actions necessary to
recover direct deposit payments issued after death by more than 90 percent over 1993 levels by
creating a new electronic standard that notifies banks immediately via the ACH when a recipient
with direct deposit dies.

Over the next 5 vears, SSA is planning several significant new ACH enhancements. Most
notable among these will be the capability to allow banks to send SSA electronically the
earoliment information for more than 4 millien new direct-deposit enrollments, thereby avoiding
the administrative burden on the Agency’s field offices and 800 Number, Another enhancerment
will allow 88A o notify 2 bank electronically that a new beneficiary has requested direct deposit
so that the bank can verify account information pricr te the first payment.



& gy,
oy
e

188 Social Security Administration g%?ﬁ ’
oo &
. Bchedule
1996 Implement automated direct deposit enroliment process
1996 Implement the ACH pre-notification process
1997 Establish electronic verification of bank account resources for SSI
recipients
1999 Establish electronie verification of address inforrnation for direct

depositors who change their residence without notifying SSA

Preparing for Legislation That Would Require Use of EFT

Legisiation is being sought that would eventually require all government payments to be issued
by E¥FT. The Department of Treasury has drafied a proposal, and several bills arc now pending
within Congress that would require beneficiaries who have a relationship with 2 financial
institution 10 receive their payments by direct deposit. The propoesed legislation would give these
individuals a specified period of time in which to comply (e.g., within 3 years of enactment).
The legislation would also require the Secretary of the Treasury to promulgate regulations
outlining how a range of EFT options will be made available o recipients who do not have bank
accounts. If successful, this legislation would require S84 to receive bank account information
for approximately 23 million individuals who are currently paid by check. In other words, $5A
must be prepared to handle more than twice its annual direct deposit enroliment workload over
the next 3 1o 4 years.

SSA's proposed plans include:

L Developing an extensive publi¢ information campaign, including printed materials
and television/radio public service announcements, explaming the legislation and
the significant advantages of EFT over check payments

" Enlisting the cooperation of the financial community in advertising the legislative
requirements and expanding the scope of the private sector's marketing of direct
deposit

" Accelerating the national implementation of SSA’s proposed ACH automated
enroliment service and unique toll-free number for direct deposit enroliments
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Electronic Service Delivery
Lead SSA Official:  Depuaty Commissioner For Programs, Policy, Evaluation and
Commumnications

Description

After carefully monitoring the ongoing shift in our customers’ preferences about the ways in
which they prefer to do business with us, SSA has assumed a leadership role for the Federal
Government in its offerings of electronic service options o its customers. The Electronic
Service Delivery (ESD) project is a cross-component and cross-program effort by 88A 1o
 establish convenient, cost-effective, secure, and user-friendly service options for our customers,
inchuding individuals, businesses, and other governmental urtits. Our ESD initiatives are focused
entirely within this customer-driven framework,

Cur efforts are aimed at our entire customer base, not just at those who own an expensive
personal computer and are computer literate. Rather, through outreach efforts and cooperative
agreements with public libraries and community sssociations, as well as corporate pilot
mitiatives, SSA 15 endeavoring to provide worid-class service to everyone who wishes to do
business with us electronically.

The ESD project includes a number of initiatives that are described briefly below. In the future it
will also include as-yet-unidentified ESD activities. As these and other injtiatives are brought 1o

full implementation, SSA will continue its deliberate approach which ensures that all of our ESD
initiatives give our customers the same assurances of privacy and security that our current service
delivery methods provide.

SSA’s 1995 General Business Plan set forth four principles upon which all ESD initiatives are -
based, Those four principles, with only slight modification, are repeated here because they are
still the cornerstone of all of our ESD efforis. SSA will:

- gontinue to provide choice to our custorners in their determination of how they
wish 10 be served {face-to-face, telephone, Internet, ete.).

| ensure that an equal quality of service is provided by all service delivery options.

" provide improved service to the business community and enhanced opportunities
for coordination of activitics with Federal, State, local, and private entities.

L provide one-cantact service whenever possible.
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Major Activities

As was noted above, ESD is an umbrelta project which includes several S5A initiatives to
provide world-¢lass service to our customers. Following is a brief description of these initiatives
and our plans for future ESD efforts,

Internet Access — SSA has established a World Wide Web Home Page on the Internet which has
been the recipient of numerous awards for its clarity, rich content, and usefulness to the public.
Our customers ¢an access hundreds of 85A documents and perform searches for specific
information. They may also download forms which can be completed and returned to get a
replacement social security card or a PEBES. In the Spring of 1956 our customers will be able to
use the Internet to request the PEBES online in a test of secure technology. In the Fall of 1996,
SSA plans to test returning the PEBES information to the requestor online as well,

S8A is also working with the corporate community to explore potential uses of the Internet. A
pilot project is underway with the CommerceNet consortium and several Fortune 500
corporations, which allows the participating corporations, using secure technology, to request
exemption certificates from foreign social security taxes for their employees who are working in
the 17 countries with which SSA has reciprocal agreements, SSA is also exploring the use of the
Internet by employers for the filing of annual employee wage reporis with the Agency.

SSA is a charter member of a8 Federal government-wide effort making accessibility to
govermment records gasier for members of the public. The Government Information Locator
Service (GILS) serves as a compendium of information sources within the Federal Government.
Primaniily Intemnet based, GILS provides the user with an ¢asy means of determining which
Federal agencies have what types of information, whether that information is available to the
public, and how to obtain the listed information. Private or sengitive information canniot be
reached through GILS.

Kiosks -- S5A is piloting the useability and customer acceptance of touch screen kiosks as a
means of providing information and services, Information which is currently avaitable includes:
general SRA information; a description of how 1o obtain a social security card; and detailed
program information about disability benefiis, retirement benefits, survivors benefits, Medicare
ardd Medicaid, and S8I1. Service delivery pilots on & kiosk include requesting a PEBES, and
completing a request for a replacement social security card at select locations.

The pilot kiosks are located in a variety of locations including SSA offices, other govemmental
offices, and shopping malls in the Albuquerque, New Mexico area.
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Dial-up Bulletin Boards -- Through the use of computers and telephone technology, S8A is
piloting the submission by employers of their annual wage reports in a new way. By using the
dial-up facility on their personal computer, an employer can reach SSA over an 800 telephone
number and submit the annual wage reporis for their employees, Because the procgssing of
paper and disketie W-2 information is an enormous workload for SSA, we are continually
searching for better and more efficient ways to do this work.

Videaconferencing -- Videoconferencing increases access and reduces travel costs for
geographically distant participants when used to conduct such SSA programmatic activities as
claims interviews and hearings before ALSs. One pilot is underway with the State of fowa and
the General Services Administration 1o test the use of video technology in ALY hearings and
other SSA business processes. Other pilots are testing the use of video equipment in disability
interviews in the States of Wisconsin, New Mexico, West Virginia, Kentucky, and Delaware,

Third-Party Access -- 8SA is exploring the use of various iechnologies which will allow third
parties, including State and local government employees and advocacy group members, to assist
SSA customers in their dealings with SSA. Although only in the early stages of
conceptualization, SSA wants to empower selected individuals and groups who have frequent
contact with some of our customers so that they (the third parties) may play a more active role in
obtaining the infortnation which S5A needs 1o complete a service request from one of our
customers.

Electronic Commerce - This is a broad category which inchudes the use of standardized
computer formats for the movement of information to or from SSA. We are piloting the use of
this technology for the submission of W-2 data from larger employers for whom the internet or
bulletin board technology is not practical and for the sharing of medical information with
pariners such as the VA,

fouchtone Telephone Accesy -- SSA 13 exploring the feasibility of providing access o some of
our Jess sensitive customer records through the use of touchtone telgphones, For example, 2
calier could use a telephone kevpad to respond to a series of prompts and obtain the status of a
pending claim. We are also piloting the use of touchtone phone aceess with a small number of
banks to fest the feasibility of using the technology for updating direct deposit information,
Another pilot is being conducted with employers who use the technology to verify the social
security numbers of new employees.

Imteractive Cable Television ~ This project will explore the possibility of providing general SSA
program information (o cable TV subscribers within a designated geographic area, The
information provided will describe how SSA's programs are administered and offer advice on
how to transact business with SSA. Many of the issues related to Internet services are relevant
here, and will be addressed as the Agency proceeds.
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Crosscutting Technology Issues

In common with other government entities and the private sector, over the next few years SSA
faces a number of serious challenges which, unless they are solved, will impose limits of varying
degree on the use of technology and the vision of what is possible. SSA will be working
cooperatively with the Department of Justice and other Federal agencies to develop common
policy and sharing of responsibilities in such arzas as:

Customer Identification/Authentication -- In order to provide remote access to SSA data and
services and to meet customer expectations of complete service at the first point of contact, SSA
needs reliable methods and tools for identifying customers who choose to do business by phone,
kiosk, Internet or other remote access channel, Although SSA is exploring several technologies
for customer authentication {e.¢., public key/private key encryption technology), thisis a
government-wide issue which will require close working relationships with other Federal
agencies to evolve a comumon solution. This cooperation will include not only authentication of
customers but also authentication of frusted third parties certified to conduct business on 8SA's
behalf and/or to authenticate customers on SSA's behalf,

Electranic Signature -- In addition to identifying ¢lients doing business remotely, SSA needs 2
way 10 capture and store electronically a "signatiwe” on claims applications and other important
documnents which might be evidence in the event of a later Court action. Among the
technologies under consideration are signature pads and voice (or other biometric) prints, Again,
close cooperation with other Federal agencies will be ¢ritical as governmment-wide signature
strategies evolve,

Conclusion

SS8A’s plans for future uses of ESD technologics are shaped by the Agency’s reasoned and
cautious approach to sharing and obtaining information. Ever mindful of its responsibility to
maintain the privacy and security of the information for which it is responsible, SSA has
established a policy on the use of electronic methods of service delivery, Additionally, SSA
reviews and tests all initiatives for security, privacy, case of use by its customers, fraud
prevention and detection, and cost effectiveness,

Schedule

1956 Limited testing of touchtone telephone to change direct deposit
information and 1o determine emplovment status

Expanded testing of videoconferencin g 10 conduct claims taking and ALJ
hearings
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1996 Limited testing of employer use of Internet 1o apply for Centificates of
Coverage

Testing of employer use of dial-up bulletin boards and, on a very limited
basis, early testing of electronic data interchange for wage reporting

Testing of use of Internet and kiosk to request PEBES information

1997 Initial testing of customer receipt of confidential personal information via
Internet

Planned proof of concept demonstration project for 100 small employers
(15 employees or less) to report employee wage information over the
Internet
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Expand Electronic and Magnetic Wage Reporting

Lead S84 Official: Deputy Commissioner for Finance, Assessment and Management

The objectives of this initiative are to; (1) expand on 8 voluntary basis the number of employers
who submit their annual wage reports ({forms W-3/W-2) to 85A electronically, (2) provide more
and improved services to 8SA’s customers and (3) improve the cost-effectiveness of SSA's
systems that process both electronic and magnetic media submittals,

IRS has advised SSA that they would not support any changes 1o existing reporting requirements
which would mandate employers to file electronically. Therefore, SSA is pursuing this initiative
from the premise that increased electronic filing will oocur through the use of incentives and
changes in the way the business community prefers 1o do business.

We are examining ways to address inefficiencies in the current systems that process annual wage
reports. Pilots have been initiated or are being considered to test receiving electronic
transmissions of annual wage reports utilizing: (1) an improved on-line wage reporting bulletin
board system, (2) electronic data interchange (EDI) protocols, (3} high speed telecommunications
equipment for submitters of large files, and (4) internet. We are also planning to expand the
services provided to our customers that would encourage electronic filing such as: (1) use of toll
free 800 number, (2) electronic acknowledgment of receipt, and (3) submission status
information including processing results. In addition, we are continuing to work with the
software development community to ensure that they provide adequate software options that will
enable more employers to file electronically. And, we are working with associations and
employer groups to make them aware of the advantages and the upcoming availability of these
options,

Finally, because these projects are viewed as aspects of the broader REGO 1 initiative,
commonly known as the Simplified Tax and Wage Reporting Systerm (STAWRS), we are
developing a plan that will relate all of the various activities to modernize the wage reporting
process to ensure that the prospective changes to the process are being considered in fotal. A
major pant of this plan will represent the development of new prototype Electronic Filing System
{(EFS) that is to be implemented in phases over several years beginning in 1998 for tax year
1997.
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Schedule

1996

1997

1998-2000

Finalize avc;‘aﬁ Strategic and Tactical Plans

Draft revisest Electronic Record/File Format (TIB4)

EDI and Internet pilots/evaluations

Develop Functional Raz;zziremiems for prototype EFS

cheicp Estimates of Future W-3/W-2 Filing Demand by Filing Method
Design, develop, and test prototype EFS

Implement EFS (Utilizing Revised TIB4)
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Establish a Program for Third-Party Assistance in the

Claims Process
Lead SSA Official:  Deputy Commissioner for Programs, Policy, Evaluation and
Communications

8SA’s policy is to accept applications completed by third parties. Many field offices have
informal arrangements with outside organizations for providing some degree of assigtance in
completing S5A applications. At the Agency level, formal agreements are in place with
organizations who help perform outreach activities, In recent years, third-party assistance in the
claims process has increased. SSA has encouraged this trend for three reasons: one, third parties
often reach eligible people who would otherwise not know about the programs; two, third parties
offer increased options for access to owr service-delivery systems; and three, third-party
assistance reduces the workioad burden of SSA staff.

The Agency recently determined that third-party assistance would have a major positive impact
on the efficiency and effectiveness of the disability claims process, so increased use of third
parties is being pursued as part of the implementation of the disability redesign. A further
decision was made 1o expand SSA's collaborative arrangements with third parties for all types of
benefits, and a team was chartered by the National Partnership Council (NPC) to address the
broader issues involved with third-party assistance. The purpose of this plan is to effect a
disciplined approach t¢ defining how third parties will be involved in the ¢laims process and
developing the appropriate policies and procedures to make it happen.

Major Activities
This inihative is proceeding along two tracks:

= A Third-Party Assistance Team has been chartered by the NPC to develap
appropriate policies and procedures regarding the use of third-party assistance.
The team is actively collecting the information it needs 1o formulate these policies
and, at the same time, is developing a timetable for delivery.

- A workgroup has been established to implement the third-party monitoring and
assistance aspects of disability redesipn. This workgroup plans to incorporate the
policies and procedures developed by the NPC teamn and has proposed a timetable
to achieve full implementation of this imitiative by the end of 1996
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Transfer Enumeration of Aliens to INS
Lead SS4 Official:  Deputy Commissioner for Programs, Policy, Evaluation and
Communications

The purpose of this initiative is to provide better overall governmental efficiencies and savings
by having the Immigration and Naturalization (INS) assist SSA in enumerating afiens.

Currently, aliens who require social security cards must visit SSA offices to apply for them,
Aliens must provide documentary evidence of age, identity, lawful alien status and work
authorization, if applicable. Also, there is widespread counterfeiting of INS documents. §8SA
empleyvees must be familiar with a variety of INS documents and determing if those presented
are valid. By having INS collect and forward enumeration data, SSA will reduce the potential of
inadvertently accepting inappropriate arxd/or counterfeit documents thus improving the integrity
of the enumeration process. In addition to the overall governmental savings, this initiative will
make getting a social security card easier and raore convenient for certain aliens.

INS has agreed in discussion to collect enumeration information as part of the immigration

process and to ¢lectronically provide the data to SSA. SSA wall provide INS with the numbers
assigned to aliens,

Major Activities
This initiative is proceeding with a phased-in approach:
N Department of State {DOS) will provide enumeration data for immigrants along
with visa information to INS in phase 2 of the joint DOS-INS electronic visa
effort;

3 INS will collect enumeration data from aliens changing from nonimmigrant alien
status to permanent residents; and

" INS will coliect enumeration data from aliens applying for permission to work
and issue employment authorization documents (EADs).

Schedule .

FY 1996 INS to forwarg 10 SSA enumeration data for glectronic visa immigrants
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FY 1997 INS to transmit enumeration data for aliens changing status
INS to transmit enumeration data for aliens issued EADs
{INS indicates it will be 5 to 8 years before it can provide enumeration

information for nonimnuigrant aliens with work authorization inherent in their .
status who are not issued employment authorization documents. ) )
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Eliminate Annual Earnings Reports .. .
Lead $84 Official:  Deputy Commissioner for Programs, Policy, Evaluation and
Communications

. Thas T eEm

Social Security beneficiaries who work and earn over the exempt amount are required to file an
annual report of eamings with SSA within 3 months and 15 days after the close of the tax year.
SSA prints and mails about 900,000 annual report forms to beneficiaries each year. We also take
reports aver the telephone and in person, processing a total of about 1.3 million reports each
year,

This proposal will ease the reporting burden on the public by eliminating the need for most
beneficiaries to file an annual report of earnings with 88A, Instead, SSA will consider the W.2
report received from the employer and the selfiemployment tax return filed by the beneficiary to
be the report of earnings, and use those earnings to adjust benefits under the earnings test. Only
beneficiaries whose earnings for deduction purposes cannot be correctly determined using the
W-2 or self-employment tax return will have to contact SSA to file a report,

The proposal requires a change in our regulations. Our strategy consists of a public information
campaign to tell beneficiaries that they will no longer be required to complete an annual report
forn each year, We will issue instructions 1o our field office employees regarding the change in
procedure, The printing and mailing of annual report forms will be eliminated.

Schedule

Effective with 1996 annual reports (swhich would have been distributed in January 1997 and due
on or after April 15, 1997) this requirement is eliminated.,
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Goal 3: Create a Supportive Envzmnment for
SSA Employees

Improve the Security of SSA’s Work Environment
Lead 854 Official:  Deputy Commissioner for Finance, Assessment and Management

The employees of this Agency are its most important asset, SSA is continually striving to
improve the work environment and guarantee the security of employees, clients and visitors in
every SSA facility. SSA has a solid base of security on which to build. Over the years, many
practices, programs and initiatives have been implemented to upgrade and enhance security in
SSA offices. For example, over the last several years, 8SA invested heavily in primarily
metropolitan offices to enhance security.

However, recent jegislative and program-related changes have impacted or will impact the
Agency/client relationship, and a heightened concern for the security of employees in public
contact jobss has arisen. Recent acts of terrorism have also been troubling. More sophisticated
enhancements may be necessary throughout the SSA organization, particularly with regard to the
protection of employees who deal with the public. This plan is intended to identify and
iraplement physical and procedural changes required to establish a safe and secure environment
for employees,

Approach

SSA’s approach entails as a first step retaining a professional security consultant who will be
tasked with three responsibilities: to review the Agency's security policies and proceduses; to
assess the physical security of each of SSA's offices; and to make recommendations for
1mpmvm¢mts in b{}ﬁz areas, Infonnatzan fmm the recent report of the Department of Justice,

3 { Federal Facilities, will be used by SSA, with assistance from the
comractor to ﬁﬁip establlsh seczmtv levels and minimum security standards 1o use as a basis for
making decisions. As the contractor completes the evaluation of each facility, SSA will take the
recornmended corrective action immediately, if warranted and if funds are available,

H
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SSA has faken other actions to further the cause of security. The Agency hosted its first annual
Security Conference last fall. Attendees incloded staff from all headquarters and field -~ -
components and union repregentatives. It had two objectives: to heighten awareness of security
issues and to provide a forum for employee discussion and tnput. To obtain input through a
different forum, SSA will perform customer service surveys to evaluate employees’ perceptions
of security problems that exist today and that they expect to exist in the future. In addition, SSA
will develop a training curriculum to explore such topics as physical security, ¢rime prevention, -
workplace violence and hostage negotiations.

A Union/Management Health and Safety Partnership Cnmzmttaa has been chartered to provide
oversight to these activities.

Schedule

A contractor was brought on board in October 1995, we expect the contractor's report 1o be
completed by October 1996, Schedules for security improvements resulting from decisions on
the contractor's recormmendations will depend upon urgency, nature of improverment required,
ardd resources available.
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Interactive Distance Learning
Lead S84 Official: Deputy Commissioner for Human Resources

S8A's level of success in meeting its responsibilities is largely attributable to the effectiveness of

its emplovees, which, in large part, is attributable to how well they have been trained. Although '

the traditional classroom/lecture process can be a costly way to train, it is still the predominant
method used at SSA today. Other technologies have been pursued, but their promise has not
been fulfilled because they fail to provide opportunities for the teacher and student to interact
effectively. Recent investigations by SSA to find technological solutions that enhance training
while minimizing cost have led the Agency to a technelogy known as "Interactive Distance
Leamning" (iDL).

IDL is any method by which fully interactive training ¢an be provided to students who are not
co-located with the instructor. Typically, programs are received on a video monitor in a
classroom setting or personal computer, and capability to interact with the teacher is provided
through a separate, specific viewer response system. IDL provides the obvious advantages of
timeliness, consistency, and, for most types of training, reduced cost once the system is in place.
But more subtle, yet still important, advantages can be had: refresher training can become
economical; presentations by experts can be more frequent; the time to wait for entry-level
classes 10 be convened can be reduced; employee participation can be expanded; regions can
exploit the facility to do region-specific training; and, in addition to training, important Agency
news can be disseminated 10 every participating employee 1n real time.

The IDL technology being considered by 88A for initial implementation is interactive video
teletraining (1VT} IVT utilizes one-way video {of the instructor to the students) and ftwo-way
audio communication. The project is designed to test whether IVT is an effective way to train
SSA employees at entry-level positions and for various types of in-service training.

Major Activities

Eguipment Procurement -- This entails identifying and procuring equipment for IVT instructor
podium, student classroom, and equipment needed subsequently for all downlink sites.

Interagency Agreements - SSA will develop a memorandum of understanding with the Federal
Aviation Administration to use their satellite uplink facility, We will also develop agreements
with other Federal agencies to share their IVT programs.

VT Course Selections -- Project staff will work with users to identify and develop IVT courses
to meet customer needs, Selected courses will include training in entry-level, systems, general,
managerial, and refresher topics.

'L
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Schedule

FY 1996 Work with regions 1o determine courses io be delivered via IVT
. Install sateliite dishes, related egu%;zmnz and phone lines at downlink sites
Begin training instructors in IDL presentation skills ‘
Phase I: Begin delivery of VT training programs to 220 sites

FY 1997 Phase II: Expand delivery of programs to additional sites (dependent upon
outcome of evaluation)

Increase number of origination/uplink sites and begin to wse multiple
channels for broadeast

FY 1998 + Phase 11I: Expand to individual workstations if evaluation shows
appropriate
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GLOSSARY

AAMVA
ACH
AFGE
AIDS
AlF

AL}

AQ

ASP
ATM

BP
BPR
BSRT

CAPS
CD-ROM
CDR
CHIP

CO
COLA
CR

DA&A
DCM
DDS§

DE

DI

DOC
DOS

EAD
EBC
EBT
EDI
EDL
EFS
ESF

Asmnerican Association of Motor Vehicle Administrators
Automated Clearinghouse

American Federation of Government Employees
Acquired Immune Deficiency Syndrome

Automation Investmert Fund

Administrative Law Judge

Adjudication Officer

Agency Strategic Plan

Automated Teller Machine

Business Plan
Business Process Reengineering
Renefit System Review Team

Claims Automated Processing System
Compact-Disk Read-Only Memory
Continuing Disability Review

Customer Help and Information Program
Central Office

Cost-of-Living Adjustment

Claims Representative

Drug Addiction or Alcoholism
Disability Claim Manager
Disability Determination Service
Disability Examiner

Disability Insurance

Data Operations Center
Department of State

Enumeration at Birth

Employment Authorization Docurnent
Electronic Birth Certificate

Electronic Benefits Transfer
Electronic Data Interchange

Early Decision List

Electronic Filing System

Earnings Suspense File
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EFT
ESD
EVS

FDDS
FICA
FMS
FO
FTE
FITMS
FY

GAC
GILS
GLESC
GPRA
GSa

HALLEX
HCFA
HUD

D
1ICD3
1DL

INS

IRS

ISP

it

wT
IWS/LAN

LAN

MCS

Mi
MOEP
MSSICS
MVA

NIA
NPC

Electronic Funds Transfer

" Electronic Service Delivery

Enumeration Verification System

Federal Disability Determination Service
Federal Insurance Contributions Act
Financial Management System

Field Office

Full-Time Equivalent,

File Transfer Management System
Fiscal Year

General Accounting Office

Government Information Locator Service
(Great Lakes Program Service Center
Government Performance and Results Act
General Services Administration

Hearings, Appeals and Latigation Law Manual
Health Care Financing Administration
Department of Housing and Urban Development

Integrated Client Data

Integrated Client Database

Interactive Distance Leaming

Immugration and Naturalization Bervice

Iniernal Revenue Service

Information Systems Plan

Information Technology

Interactive Video Teletraining

The Intelligent Workstation/Local Areg Network

Local Area Network
Modernized Claims System

Management Information
Metropolitan Office Enhancement Project

Modemized Supplemental Security Income Claims System

Motor Vehicle Administration

National Information Agency
National Partnership Council
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NPR

QASDI
QAS]
OCRO
OHA

OIG
OPIR
OMB
OWREBEBS

PBS
PE

PC
PEBES
PIN
POMS
POS
PPRT
PSA
PSC

RDS
RPS

SDA
SIPEBES
SSA

881
S5iBD
SSID
SSN
STAWERS

TNA
TRU
TsC
TSR
UPS

VA

National Performance Review

Old-Age, Survivers & Disability Insurance
Old-Age & Survivors Insurance

Office of Central Records Operations

Office of Hearings and Appeals

Office of the Inspector General

Office of Program and Integrity Reviews
Office of Management and Budget

Online Wage Reporting Bulletin Board Service

Planning and Budgeting System

Postentitiement

Personal Computer

Personal Eamings and Benefit Estimate Statements
Parsonal ldentification Number

Program Operation Manual System
Postentitlement Online System

Policy Process Reengineering Team

Public Service Announcement

Program Service Center

Reengineered Disability System
Representative Payee System

Bervice Delivery Assessment

SSA-Initiated Personal Earmings & Benefit Estimate Statements
Social Security Administration

Supplemental Security Income

Supplemental Security Income for Blind and Disabled
Supplemental Security income Disability

Social Security Number

Simplified Tax and Wage Reporting System

Target Notice Architecture
Telephone Response Unit
Teleservice Center
Teleservice Representative

Unified Planning System

Department of Veterans Affairs
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VR , _ Vocational Rehabilitation
wY Workyear

800 Number 800 Number Teleservice Center Network



