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Chapter 1: Introduction 


SOCIAL SECURITY'S Social Security touches !he J.ife of nearly every American. We pay 
PROGRAMS out nearly 300 billion dollm In benefilS every year to nearly 45 

, 	 million people. '!be IllDDber of beneficiaries served by !he Social
• Securiry AdminiSUlltion (SSA) is expected to rise substantially OVer 

!be next 25 yem, as cilizens over !be age of 6S maintllin !heir 
position as !be nation's fastJOSt·growing age group. In addition to 
providiog direct service to our current beneficiaries. we maintllin !be 
eamIngs lOOOrds of almost 14lJ million WO!Uts. Du.ring!be decade 
of tlJe 1900s and well into !he 21st <=lllry, Social Security will 
continue to have a dramatic impact on American society. This 
impact ..quires that SSA be, in !be futun:, !be responsive and 
effective prtllector of !be public trust that we are today. How &SA 
evolves during the coming years is of critical importance to aU 
Americans. 

As • key component of the Departtnent of Health and Human 
Services (DHHS), SSA administer.! several vital programs. Under 
tilic n of the Social Security Act, SSA admllUster.! three typos of 

~ 	 cash benefit programs. The most familiar of these is the retirement 
insunmce prognm. wlUcb provides benefits to about 71 % of all tiUe 
n beneficiaries. This contributory social insunlm:e program provides 
a measure of income security to retiring workers and their families. 
'!be other title n programs provilic benefits to suIVivor.! of wo!lrern 
and to disabled workerS and their families. The survivors and 
disability insurance progrtlllls provilic bunefits to !be remaining 18% 
and II %. respectively. of title 11 beneficiaries. Under title XVI of 
the Ac~ SS;" administer.! the Supplemental Security Income (SS!) 
program. This progrtllll pays benefits. which include federally 
administered State supplements. to provide a floor of protection to 
!be needy who are age 6S or over or who are blind or disabled. 
lncluding children. It provides critical linkage to other assistance 
programs. especially Medicaid and food stamps. SSA also provides 
significant support for other DHHS prognms. particularly the 
Medicare progrtllll. and has responsibility for accepting and 
processing claims- for Black Lung benefits. 

To date. SSA has issued about 354 million SOciaf Security numbers 
(SSN).205 miliion of which are still active. In 1m. SSA issued 
9.7 million new-and 10 million replacement Social Security cards. 
SSA also received and processed over 270 million earnings reports. 
In 1990. SSA processed about 4.5 million new Retirement. Survivors 
and Disability Insurance (RSDI) claims and 1.4 million new SSl 
claims. We also processed about 64 million postentitlement actions 
for individuals on the RSDi roils and an additional 12 million for 

• 	 those receiving SSt 



THE AGENCY'S 
WORKFORCE 

COMMITMENT TO 
PlANNING 

HOW THE PIAN . 
IS ORGANIZED 

Most of SSA'. _ 10 !be pobUC lie provided by • wodd'on:e of 
approxilllau:ly 63.00> employees (full-time cquivalcllts) IilrougIII 
""Ilonal _ of facilities. 'lbesc pbysk:al facililles jncIudc some 
1.300 field ofIi_ 37 tcleservice ccnII:tS, 10 ",gIlmaI om_ 7 

pmcessing =, 4 data operaJions ccnII:tS, 132 bearIn,p offices 

and • nalional hcad!jWl.!!lll'$. SSA sWf also risil and COIIduct 

business at various off-silt: _ns as may be """""'1)'.

Addilionally, !be dlsability prog!lIID depends "" !be ",rvices of 54 

_ DIsability DcU:lminatioo Services. 

SSA's sttalCgie plan nollecls our COOrlnlling commltnicot 10 IISing a 
compttbcllS:lve, llDified plaoning system 10 guide \be evolulloo of \be 
AgcDJ:y. We know ,\hal. !be fulure is !be product of \be actions we 
take and'!be decisions we make today. The _sic pIaoning 
process at SSA is designed 10 bdp us COIlSOUCt our fulure by , 
mai:iog \be dgbt doeisions today. 10 !his plan. we .... going be)'Ol1d 
\be year 2000 and moving Ioto \be first decade of \be 21st """""Y. 
Our vision is • romposilC of what we believe will be put in place 
over lime Ihrough \be mlddle of IbaI decade. Thenofuno, out 
sttaICgic planning horizoo. though not fut4, is about 15 :rears from 
DOW. 

The plan document is suueoued '" mlrror \be planning process. Our 
. first task was 10 look at expecled conditions of \be eovimnment in 
whidl our plan would rome 10 fruition: \be demographic and 
economic mnds IbaI would P"'dl<t \be makeup of IIlc SSA·served 
population: \be ICClotolDgical innovatlons that could be eaploiled 10 
improve service delive!}'; tho political and social forces that would 
delCnnine IIlc legal basis of our programs; and \be cilOlJllSWlCCS 
both of IIlc gamnment as a whole and wilhin SSA spocilically that 
we expocl 10 cootinue free from dlange in \be early pan of \be 
=n.uy. "A View of Our EIIvironment" highlighls IIlc 
assumptions we made about IIlc environment af \be fulure. 

Our second major task was 10 clarify the essential PUIJlO5e of \be 
orpnizadoo and idenrllY whal must be lIltained if we .... '" fulfill 
our putpOSe. n A Framework For Plannlngllt ~ the mission 
sta1ement of the Agency, !he ideals and """""'" of action '" which 
IIlc Agency is philosophically cmnmitIed and the levels of 5etviee 
that the Agency desires 10 achieve during the plan perind. 

The resullS of these activitles we.. then used as guidance in 
Pleparing "A Vision or SSA: As W. Enltr the 21st Century." 
The vision is .a cohesive mcm.al image of the way SSA will be 
providing service during the first decade of the 21st century. Of 
course. none of us can actually p..diCl the future. In fact. the vision 
is not overly process-spcclfic. since the information that would allow 
SSA 10 dloose among various process allCm.allves cannot be 
develaped at this point in the planning cycle. But we 9!ll look 10 
whal bas happened in the pas~ look at wha1 is happening now in the 
world around us, look at what we ourselves are doing and paint a 
useful picture' of what we intend to do in the years to corne. By 
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p..",,'tinB lIDs pi"""'" !be vision pmvIda !be Agency die JUidance 
... D<Cd 10 p1a1'l our m~es ill !be r\Jbl dimdian. 

The JinaI piece of !be straII:gic p1a1'l plO$CIlllI •A TransItional VIew,· 
It dcIcrlbc:i SSA's suau:gic prioritieo-tbe major areas ill wbid> ... 
intend 10 focus our eban,ge clfons. It also briefly deIaiIs !be IIU1 
m:ps we intend 10 I3kl: thai will lead us 10 adlieving our objectives 
and vision Df die l'U1Drt. 

The SII2lI:gic pJan is !be most critical elcmCD1 of !be llDified planning 
JysII:m (UPS) thai is being CSlabllsbed 01 $SA. As. !be, """""""" 
OD whid> the SSA', neatCf-tcml p1a1'ls will be built and the 'dtimate 
basis for SSA', day-to-day operaIiOllS, !be pJan will be used as • 
working tool by SSA', employees and will be the yanlsIicl: against 
wbid> all. JIllljot SSA _ and accomplWlmCIIIS will be ' 
compared. 

The material preoented In the Agency SUaIogic Plan (ASP) .... !be 
lODe Ibr !be Agenr:y in terms of when: we would Iil;e 10 be as we 
enter the 21st century; i, does no' <OIIsti_ • detailed blueprint for 
funm: actions. The ASP, In effect, frames !be most critical sttau:gic 
Issues ill • way tha!'Agenr:y management. as wall as other executive 
and legislative branch autIlorities, can _ undel'SWld die _.0 
value of the dimdion eontemplaltd ill the plan. In addition. die 
ASP commits SSA 10 an ongoing _ of eban,ge management 
and public accountabliloy oha, can belp us .!foalvely """"ate our 
p1a1'ls In!n an appropri.... dafensible budget. 

The IrlInSilion process from ASP goals and visions 10 man> specific 
p1a1'ls and budgetS will be accomplished through !be implemenoalion 
and subscquem lnstltuuonallzatlon of !be UPS. Tbo UPS will be !he 
!>mad umb!clla under which all planning and budgeting activities will 
be eonduco:d in the funm:, It will incorporate SSA's ""''''gic 
planning process (which led to !be creation of !be ASP) with • new 
Planning and Budgcling System (PBS). Tbo PBS will provide the 
process throngb which Agency-level taJ:1ical plans and budge.. will 
be developed, implemeno:d and mllniton>d in !be funm:, Tbo PBS 
will also provide a necessary bridge between long-range planning .. 
the straIegic level and shorteN.erm operational or componcnl~levtl 
planning thai will be J1CCCSS3l')' 10 fully reaIlze !be >loion of !be 
ASP . 
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Chapter 2: 
 .A View of Our Environment 


No orpnlzati'lD opcmtI:$ in • \'lICUUID. Just as __ 
to \lave an impoct on Ibo world around It. Iba! world bas • 
reciprocal impact 011 Ibo o~ It IIIIl1IU1:$. Before my R:aI 
planning .... lake place. an otganizarion must peer imo Ibo fuIure .und try to aoIidpare wbal Ibo world in its fuIure will look IItc. . 
What ~ .... Ibo Social Security AdmlnimaIioo (SSA) f_ 
Iba! will a1Ii:ct Ibo way we conduct 00< bup"""" WIla1 ldnd of 
won:. will _ to be done und bow mud! of it will me... be to do? 
WIla1 IDOls will be available 10 assi.st us and wbal .......- will 
limit oW' opdons? How will Ibo needs of Ibo people we serve dIffi:,r 
from Ibo needs of OW' public; today. bow will Ibeir motivlllions 
differ'! The..",. must be asked about oW' employees: wbo will be 
doing 1ho wollt of 1ho future and wbal will their needs be? Wi!bout 
lIIICmpDng In answer Ihese questions. we risk planning to build an 
orpniza!ioo Iba! fuDctions com:ctly only in • world that does not 
exist. 

A Changing World 

In our lim Agency _gi<: I'Illn (ASP). we 1_ at our 
envin:mmem and identified Ibo fa""", and II1:Ilds Iba! we believed 
would bave • significant impact on our ..mces ir 1ho year 2000. 
As !he basis for !he ASP I<:lleWaI process. we bave .....mi!1ed our 
pn:mises about our mvin:mmem of !he future and have again asked 
Ibo question. "What will 1ho coming years bring?" 

For !he most pan. our emphasis bas been on 1ho impact of changing 
conditions on 1ho Social Security prog:raml and !he way we 
admini= Ibom. Clange is • constanI !om: in American society. 
and many of 1ho changes Iba! SSA identified in !he ASP Ibree years 
ago remain major fa,... rodoy. Many of the assumptions we made 
about their impact bave been ..infon:ed by experi"""" over !he past 
Ibree years. Clang.. !bought to have only minor implications In 
SSA have taken on greater significancc:~ and new tn:nds have 
emerged from wbat w"", only seeds of cbange Ibree years ago. The 

changing world around us, as described below. cannot be igoored. 


The II1:Ilds and foreC3S1S diseussed in 1ho following peges bay. been 

drawn from various published and uopublished reports, magazine, 

and Jounuls. These include reports by 1ho Department of Health _ 

and Human Services (DHHS). the Census Bureau. the Social Security 

Board of Trustees, 1ho Department of Education. 1ho Monthly Labor 

Review and various trend newsletters, ~ 
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DEMOGRAPHIC TRENDS 


A MATURING JmumcrabI. . LIFE exPECTANCY AT AGE .S_em
POPULATION 

II facio.. 
pnxnise to 
_the 
way that 'til 

SSA'. 
• 	 programs ~ 10 

". - ... 

ad!niJlistem1. 
Most ~ 

appatcnt are 
those trends " 
indicating an 
in=asing 
demand for 	 ""' W.CE 	 FEMAlE 
SSA's 
services. 
By 2005, tbere will be 4.8 millJon more pemns who are age 65 and 
over than there were in 1990. For those who are 65 years 01<1. life 
expecUnoy will be an additional 15.8 years for men and 19.7 years 
for women (as compan:cl to l.S.2 years and 18.9 y..... In 1989). 
This can be e"J""'fl'd to result in • significant inerease in the number 
of beoeficiaries and • comspotII.Iing inerease in the demand for 
elaims-procesoing and payment-record maintenance aervlees. 

The growth POPULAT 'ON Q\lER AGE 65 
in the 
nwn~of AM~;~'~I~lo~ns~__________________________ 
peopIe.go .. 
6S and over 
will occur 
unevenly 
across the 
nation and 
will be 
greateSt in 
the South 
and West. 
Increases in 
the overall 
population 
will be 
greater in metropolitan areas than in rural areas. This indicates a 
continuing nee<! for SSA to build flexibility into our organizational 
strUcture to acrommodate geogrnJilical vanaru:es bo!h in the volume 
and mix of the wort.: we must process. 

-

" 

'" 
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INCREASED 
CLAIMS FOR 
BENEFITS 

AMERICAN 
HOUSEHOLDS 

BENEFIT 
STATEMENTS 

VULNERABLE 
POPULATIONS 

INCREASED 

DISABILITY 


In wms of n:ti_ claims, !be baby-lloomet$ (those bam between 
1947 and 1964) will not yet be a I'a::Ior for SSA in !be 
1990s. However. _ data indiC3le !bat • IlIIJ" ponion of, .. 
applicants for disability benefit...... in !be age 5()../j()!'IIIIg<. iii. IIIe 
baby-boomers will lqin .......'" tbeir 50s in 1997. an lncrcase in 
disability claims can be anlictpalEd. By 2012, wilen !he baby­
boomers begin reaching age 65. SSA can oxpect • rapid rise in 
retilllIDCIIl claims, and !be ..no of mired to employed people will • 
begin 10 increase dramalically. 

Tho numbet of American _Ids will lncrcase from 9S million 
in 1990 to .llO million in !he year 200). wbiIe !be average number 
of porsons per household will decrease from 2.7 10 2.5. Tho 
_Id will become more highly diversified. with • lower 
pel'CelllagO being married-<:oupie households and a higher percentage 
being childless couples. blended families. singJe-parenI households 
and people Hving alone. Tho Dlnnber of SSA reconl chang•• will 
increaae. 

Staning in FY 1995.·SSA is under legislative mandlltAo to begin 
sending petliO!W earnings and benefit ~ ....u:mems (PEBES) to 
more segments of !he working population. CUrm1! law requires Iha1. 
by 2000. these statemdllS be sent annually. uosoTh:i!ed. to most 
worl:ers. lmpIemenratlon of !he PEBES legislation will cause a 
sigolficant woR:load increase. Additionally. an increase in the 
number of work... requesting PEBES may occur as !he baby­
boom"" lqin financial planning fur their retirement. 

Other trends indicate that there are genwing segments within the 
population that need those SSA servl= that require more human 
intenlctlon and place greater demands on the time and err"" of SSA 
staff. The number of people age 65 or over who are living in the 
community and need assistance due to limitations in activities 
necessary for daily living will lncrcase from 4.2 million in 1990 10 
5.1 million in 2000. The number of eldedy in DlltSin, homes will 
gmw from 1.6 million in 1990 to 2 million. The number of 
bomel.... cutrently estimated by the Census Bureau ID be at least 
250.000 people. appeatS to be gmwing. For homel... individuals 
receiving or eligible 10 receive Social Security or SS[ benefits•• lack 
of a permanent address increase. the difficulty of providing benefits 
due to them. With gmwth in each of these gmups. SSA can ..pect 
increases in the need for represemative payees. SSA will need to 
more actively seek appropri.", representative payee. within the 
community and find ways ID improve the payee selection process. 

SSA can expect a corsiinuing lncrcase in the numbet of 
disability claims based on mcmai illness. Because mental illness 
claims have historically proven to be difficult to adjudicate 
accurately. improved program policy specifications may be needed to 
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IMMIGRATION 
TRENDS 

NEED FOR 
TECHNOLOGY 

ensure adeqUate ~ Any chang!: IhaI aIIi:as !his group 
is likely tD hm: • signllil:ant impact on SSA servi.., delivery. sine<: 
",cmaI illness, Including IIlCIIliII retanIation, is now the 1arg.... single 
diagnostic group ....ong SSI disabled JtCipic:nts and ~ • 
substanlial propomon of Disability InsuraDce (DI) benefici3rics. 
Delivering lligh-quality service tD the mentally ill population will 
litcIy becoIne ",ore time-amsumiDg per JtCipient, due 10 """" 
extensive documcnwion n:quired tD estahIish eligibility. grem:r 
likelihood of ~vc pay.., involvement and IIlOI'C lilcc-I,,.facc 
comaas with SSA stall'. 

The number of _ immllllOdt:ik:ien< virus (HIV) CllleS is 
projcaed 10 triple over the next ten yeatS. A>. result. • significant 
increase iii disability claims fdod 011 the basis of various physical 
and mcmal impailm..... woc;Iated with HIV can be expecIl\d. 
Claims for survivors' bcndits can be expected to increase as well. 

Net annual immigration is expeCted to oontinuc at !be rate of 
550.000 legal immigrarus per Y'= and 200.000 o"""·!ban.legal 
immigrarus per ycar. immigrarus creal<: significant wo!ldoads for 
SSA. primarily woc;Iated witll obIainiIlg new and replacement Social 
Security canis. There will be an increased demand for SSA staff to 
have tbe capability to communicate with persons wbo do not speak 
tbe English language. 

Because we expect Federal budget delicits to continue Ihrough 
the mid·199Os, our a.afioble __vc resources we likely tD 
grow at a much sloWer rare than increases in the volume of our 
... ork would wamull. In Illst climate. finding ways to reduce 
_stralive costs beconu:s IIlOre imporunt. Out appmach 10 this 
situation will be to utilize human ~urces in instances where their 
talents are irreplaceable and to utilize less-cxpensive automated 
mechanisms in other situations. This means funher automating those 
routine tasks that can be performed ...... efficiently by computers, 
And it means developing and inu:gratlng sysIe!!ls tllat will enable our 
employees to perfom> IIlOre cffic!ently. elimiruIU: duplicalion of effort 
and reduce labor·intensive paper processes. 

Re6caed in the following graphs are actuarial projections of SSA'. 
initial-clai,m5 wortloods and eruitled beneficiaries. which were 
developed based on stalialical aru!lyses of these and other 
demographic trends, We estimate IhaI the Agency IOta! wotl;!oad 
will increase by approximately 26 percent from 1990 10 2005, 

• 
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RAPID CHANGE 


BENEFIOARY AND O.AIMS PR0JECJ10NS 
PERCENT CHANGE FISCAL YEAR 200S 

OVER RSCAL YEAR 1990 

RSI DI SSI B&D SSI AGED 

+41% +38% 

BENEFICIARIES +16% +SQ\I, +S1% +24% 


'lECHNOLOGlCAL 'Il!ENDS 

The rate of information-related technological chan8e experienced 
from 197010 1990 will oo_ue, if not aceel=. Many of the 
new technologies DOW just emerging in the marketplace will have 
IDlIIUred and bealme mainstteam during the 1990s. Tbcse include 
optical SlOtlIge. expen systemS, speech technology and ~-
1anguage-lr.IIISIation applications. 

Optical storage will augmcnl magnetic storage devices in many areas 
and provide the capability to SlDre massive amowtts of data. For 
example, depending on bow this technology were implemented, we 
can envision that the S5 million paper claims files ston:d at SSA's 
Wilkes-Bam =rd-stol1lge facility might be boused in a space the 
size of a single file cabinet. The Agency's progl1lm operations 
instructions, a series of manuals with over 4OJXX) pages. could be 
stored, wilh update capabilities, on a single S· optical disk. 

Use of expert systems in business and govenunent will continue to 
expand. Expen systems are programs that capture in a computer the 
knowledge of experts in a specific subject. Expert systems and other 
decision-support systems would increase consistency 111 the 
application of rules, policies and procedures. thereby improving 
accuracy and efficiency. Use of expert systems to assist in making 
medical determinations of disability holds particular promise for 
SSA. 

Speech Ieclmology (speech synlhesis and speech =gnition) offers 
numerous opportimities for SSA in the near future. For example, it 
could JX>te:ntially be used for assisting visually-impaired employees or 
improving security in access to buildings. equipment or data. 

MachincAanguage-translation applications. software that assists the 
user 10 translate from a source language to a target language. will 
continue to expand and improve in qUality. Computer-assisted 
document lI1IIlSlation (e.g .. Spanish 10 English) will bealme 
commonplace. Today. SSA manually translates approximately 4O,CXXl 
documents annually, with Spanish translation making up the largest 
amount of this work. 
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INCREASED 
TELECOMMUNI­
CATIONS CAPACITY 

HOME COMPUTER 
LINKS 

A SHRINKING 
LABOR FORCE 

SSA ATTRITION 

. . 

Also in Ihe near -. Ihe Ins!alIed base of fibor-opdc cable will 
inatase ~y IheIClal avaI1able Ide<:ommUDicalions capacity 
(baDiIwidIh). 'lbls expansion of capacity C8II be ~ lD lOW 
1d_llIliealions more alfordabIe IItId. as a ItSIIII:. inatase Ihe 
~c~ of daIa !>olb witllin and am"", insIilUtions. 'lbe 
avallability of Iow-cost bandwidth would makl: It possible for SSA II> 
design and implemcDt an Infonnalion ~ Ih.u ruppotlS 
bandwidlb-inmnsiv. applications, such as image proa:ssing (for !he 
coDection, SIOl'IlgC and dioplay of documOlllS sw:b .. medical 
evidence) and mulli-media (voice. video, daIa) confeIeocing. 

• 
'lbe laIge menu of Iw'dw~ and so!\ware Iedlnologies from which 
SSA will be able 10 c:honse II> build our lofonnaIion ayst=! 
arcDi"""",,, will prcscn1 a major c:IIallenge. '!bot c:haIIengr. will be 
II> selu:t Ihe best combinatioo of IwtIw"", and so!\ware componenlS 
Ih.u will meet !he Infonnalion systems roquimnonIS of !he Agency at 
an optimum cost. 

'lbe.. will be an C>jl3Ilding SSA c:IienIde Ih.u is comJ>ller 
liz....,. SSA's service.<!elivery m_ may need II> Include Ihe 
capability for di_ compuzr link by _ iodividuals who pn:U:r II> 
do _ Ibis way. 

WOIUCFORCE TRENDS 

A number of ITCI1ds 
indicate Ih.u 
significant c:hang<:s 
will 0CCIIt 
in !he wortfon:e 
and !he job nwl<et 
over dle next 
decade. While !he 
&Ii" 1f!.24 
population will dmp 
from 27.1 million in 
1990 10 25.9 million 
by 2000. !he median 
age of !he - - -I"'pulation will . 

incJtase from 33 y • .,. in 1990 II> 37.S years in 200$. Growth in 

!he labor force is cstima1ed to fall from an annual rate of 1.6 percent 

in !be 1980. to 0.9 pen:ent in !be 1990s. The labor fo= 

purticipution rate of women will climb, white !be rate for men SS­
64 years of age will cootinue its downward slide. 


SSA faces a I"'tentially significant loss of employees du. II> 
retiJtmcnL OUr employee I"'pulation ... =ained matively stable 
over !be las! 20 years. Because of thai. we ... at • p<:>im wheJt a 
large pen:ent1ige of our staff will become eligible for ..ti..melll 
during the next 15 years, Thus, the number of individuals retiring 
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THE FUTURE 

WORKFORCE 


INCREASED 
OPPORTUNITIES 

200:1 is llIcdy 10 
Tho,••,,'"lDr:n:ase 

dmnatjcaJjy. Fully 
7S pe".211 of our 
cum:ot s:apeMsory 
&Wf IIICI C1Vf:J: SO 
pen:eal of our 
cum:nt professional 
staff will be e1iaJble 
10 rem. by !be year 
200:1. 'I'his will 
""'"' dUlintl • 
period when !be 

~~ CUIlJI.tf.... I..QaH FrCll'l 
availability of 1IIolr FI.:&I ,..,. 195ID Sta'f In; l..AIWl 
tindof~ 
will be • c:riIical 
faaor in our ensurin,g !be """""",ful implementation of now 
wortload.s. processes. proceduJtos IIICI technologies. Tho graph above 
provides some data on Il1<: number of employees eligible 10 roDre. 
However. Ibis picture reprosems • c:onsetVadve view of !be ovcralI 
losses dW SSA could suffer. since it _ 10 only .... fann of 
attrition-reti_en!. O!her forms of attritioD (for ","""pie. losses 10 
other agencies IIICI resisnatiom) arc more dlfficuIt 10 project but arc 
expeaed to rep""""'! an additional signilic:anl loss dW we must 
consider in our butnan """'"""" planning. 

Tho cIlanging composition of !be wodcfon::e. C<lIlpItd willi • 
shrinking pool of new labor, will present challenges as wen as 
oppon:un!tles to SSA. For example. SSA can expect to IlIce 
increasing competition to .retain experienced or specia\iz.ed employees 
and to recruit weU..qualified new employees. To compete 
SUC<:eSsfully in !be labor mamoL we may need to implement more 
flexible pelllOnnel practices aruI expand employee services to 
=modate !be changing priorities aruI needs of these highly 
productive wori:<n; we wish to keep or auract. Day"""" and elder­
can: selVices. as well as such practices as job sIlarlng. migbl need to 
expand in order for SSA to retain !hose employees who cannot won: 
full-time or attract retirees who migbl prefer to wort part-time. 

WlIh fewer worton; available for ently-Ievel positions. !be demand 
for older won:ers will grow, aruI SSA may increasingly draw our 
employe.. from a wider spec<rum of !be labor pool. SSA will need 
to opdate !be skills of older wori:<rs aruI !hose ·with disabilities 10 
n:spond 10 emerging technology and 10 assist less qualified new = in acquiring the skills needed to perform effectively. SSA 
will also need 10 ttain our woddbrce to deal willi increasingly wide 
differences in the literacy levels of those we serve. 

Tho movement from • goods-producing 10 a service-producing 
ecooomy will continue. with the service-producmg sector expected to 
Increase in size from 67.5 pen:enl in 1988 to 70.8 percen, in 2000. 
The cIlanging nature of the job martel over the ,",Xt decade, 

l! 
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_ willi dcmognIpbie l"11"'", wiD piOVide lDao:uod 
"I'I'OI'i:UDitieo for benefic:iari.<:s and oppIIc:ams wi!h disabilities to I&­
_ tile wmId'otI:e. "Ibis will pn::!tIII an oppommiIy to SSA to 
CDC01IIlI,IIIl and assist Iboso beneficiaries wi!h disabilities who want to 

. itIUIIl 11> wort. To Ibis end. SSA wiD llkc.Iy ueed to ""Pk>'" and 
d!Mlop. cffeclive ways 11> aoIively Jl1'DlDOU' SSA wod:: IiII:eo!Mos IIId 
to proVide people willi dlsabiJities aoccss 11> otbcr servl= OUISide 
SSA !bat .... occdcd to. _ 	 !ban to itIUIIl to wort. 

Contlnylng Conditions 
• 

FACTORS THAT 	 PaIIaps just as significant to SSA', planning offolt as OUt premises 
Will NOT 	 reprdlng change an: Ihc Agoncy'. assumptions !bat cettaIn 
CHANGE 	 coudIuons will ronDn'" lIIIO tbc fuIurc as tbcy .... today. 'Tbese 

amdmdng condi~ODS ha~ • signilican! impact on Agwcy plamIng; 
while tbcy may cIlangc, we an: accepting !ban as "givens" aDd usinti 
!ban as legitim"'" bowldarY-scuing aruIb\lIcS. 'Tbese conditions ..... 
IOfW:Icd in tbc fuIlowing planning assumpti""": 

o 	 SSA wiD remain an inl<graI component of tbc Depattment of 
Health and Human Services. 

a 	 SSA will ronDnue our cumn! role in tbc administration of 
Mcdi""" and Medicaid progtalIlS, 

-0 	 1br:rc will be no new major program legislation: as a result, 
SSA's legal basis and progrnms will remain relatively unchanged. 

o 	 TIUSl l'Imd investment policies wiD n:main uncm· '8cd­

o 	 Less than 2 peroent of total SSA ouUays will be for 
admInisttatl~ purposes: more than 98 peroent will be expended 
on benefit payments or for other payments mandalCd by law. 

o 	 SSA's admInisttatlve budget will "",ain 00_, but 
additiorud budget resources may be availal>le for special occds 
and initialives. 

a 	 SSA will ronDnue to ope""" in parttlOll<hip wi!b tbc State 
Disability DelCrmination Services to adminiSlCr tbc disability 
programs. 

o 	 SSA will continue ID adminisw and oversee tbc admlnistr1ltive 
appeals process. 

oSSA will continue to have • netWoli: of oommurdty·bascd field 
offices ID .meet tbc continuing demand for a wide range of 
integrated human services. 

oSSA's major proa:ssing worldoads will be supputtcd in an online 
systems environment where service mquimnems ideruify such a 
ne«I. 
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MEImNCl THE CHALL'ENGSS OF CHANGE 

Having i_lied tIIose element. 0( c:hange dw ... ~ to ha.. 
an impact on SSA's 1iI1u!e, as well as tIIose COIXIitioos we ~ to 
I'CII!lIin COIISIaIlI. SSA ttCOgnizes IIJO lICCessity 10 plan fot IIJO IiIlnm. 
Tbc foDowilla c:bapIm 0( !his _sic plan set fOrth IIJO Agm:y's 
~ to !his cbal)""",. 
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Chapter 3: A Framework For Planning 


ELEMENTS OF 
THE PLANNING 
FRAMEWORK 

Once III OIgI"'izalion has fomJCd a l\easonahl. image of the world It 
CJ:pC<:IS in the runue. the n:aI task of planning begins. 111 the 
_gIc level. such planning doe.s not COIlSisI of idcnIIfying specific 
projecu with scbedules and bud.... IS It does at 10.... ' planning 
levels. Rather, It involves _ ...w.liSl!ing the ftamework in which 
such detllilcd planning will I>ke place and CIWing a visiOn 10 
provide direction 10 the Agency. 

'!'be ftam~Jt """"""'in effi:et. the boundaries widdn which our . 
plans will be comtructed. Lil<t the ftamewort of • buDding-ilS 
i_on and its suppons-the planoing ftamework defines what the 
organization is intended to do, establishes the levels at which It is 
expe<:ted to function and identifies the basic principles on whlch It is 
bullL 

'!'be planoing ftameworl:. consists of four distin<:t but i.ruima!oly 
related pans: 

o 	 '!'be mission of the Agency. which broodly defines the Social 
Ilccurlt;y Administtalion's (SSA) role and ptIlp05C. 

o 	 '!'be Agency's goals and objt<lives, which provide • working 
litalanent of SSA's inIemaJ and external opera!ing philosophy for 
the 1990s and beyond. 

o 	 '!'be commitments 'of the Agency. whlch complement the goals 
and objt<livcs by describing some of the most importllllt 
chsracteristics of SSA's operating environment and fun.her 
cIarlfying our organizational philosophy. 

o 	 '!'be service-de!ivery goals and objectlves. which pr<t:iscly define 
"scrvice" and provide a measure: of the level of service we wish 
to provide to the public. 

'!'be components of the tram.worle are established In the conteXt or" 
the environmental conditions we have anticipated in ~ fumre. the 
legal requirements of the Social Security Act and other relevant 
legislation and the history and traditio. of the Agency itself. A 
strong. clear planning ftameworle is critical if we wiSh m move In 
concert Inm the 21st century. Knowing what the organization is 
inlend«l to do, the levels at which it is cx;pect.ed to function and the 
basic principles on which it is built keeps us moving in the same 
clirection towan! the sam<: end and CIlSU"" thai the courses of action 
we choose won: together to optimize our energy . 
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OUR MISSION 

" 

OUR FUNDAMENTAL 
GOALS }lND 
OBJECTIVES 

GOAL 1 

The Minion of the Agencx 

w. cxpoct SSA ID be adminimrins !be same programs as .... en1IOt 
!be 21 st a:orury \bat we do today. While we cxpoct legisllli'VC IIld 
judieiaI modificaliOllS, IIld incremental adjusunenlS. we ~ 
a1Ilic:ip"'" or p1an for !be passap of l.egislllioo of I magrutude \bat 
would su_vely alter !be busloess l'unc:I:iOIIS of !be Ay.ency. 

The ISSUIDpUoo \bat our basic bo'sl..... fundi... will remain 
.roIaIive1y stahle 1eads us ID coDl::lude \bat our miasiOll' will. 1ikewise, 
change little. The miasion of !be At,t:nt::y can be owed simply as 
fallows: 

TIut J/JluIo.. of thI: Social S..,,,/I;1 A4mInlstrGtlo. II 
II> UIrIi>tIsIu IJIlJ1QIUll SocJof SICIII'it} ]mJgrtlIIU 41 
".._b.l' r.,ts-... In .... •quI/alJlt, II,/fo<#WI,
.jJldem __, m,2I'M'. 

The AgenCY', Goals and Oblectlves 

While !be miasioo "'I<:meol broadly _ SSA'. role and pwposc, 

AgeIlC)'.levd goa!s and objedives deIlne.atc Ibe results we expect 

ID IICC<llIlplish in Ibe fUlfillment of our miasion. The A_ .... 

thr..: bro<od. fundamental goals. Tbcsc goals. lOgelber _ Ihcir 

supp>rting objectives. provide Ibe basic _wad: wilhin which !he 

AgeIlC)' operaIA:S. They provide • wot1dng _em of SSA'. 

opc:atirlg IIld scrvice-<lclJvery plUIosopIly for !be 1990s and beY<md. 


The A_', goa!s and objedives follow; 

To......, tho public will! compassion, courtesy, COIlSldenlllon,. 
.!rldency and accuracy. 

Objectives 

o 	 Pay _IS promptly and accuraJdy. 

o 	Make dealing with SSA as easy and convenient as pcssible by 
providing options for service deIlvery. 

a 	 Assure that tho.. who need or desire personal, face·.".f""" 
service have ready access to that service. 

o 	 Prornoto fairness, equity aoo responsiven<JS through all our 
policies, Plllctices aoo decisions. 

o 	 Provide for !be prompt resolution of claims, including disability 
claims. and the reduction of existing backlogs, ' 

o 	 Employ aggressive oulrellcl! activities ID make cum:nl and 
potential beneficiaries fully aware of their rights under all Social 
Security proglllmS, 
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o R!:eogIlIzlO dial IIidividUaIs have· _ dial SO ~ -SSA 

GOAL 2 

GOAL 3 

-JlIOB1lIII1S and provide for refemI 10 _ agencies. services and 
volunlecr.s. 

o .. U ... dle IIlllSt clllclcnt melbods and tcdmiques in adm.inisIcring 
propms. 

o 	 IdcIttil'y and propose ways in whic:h SSA pugmns can be 
improved fl) """. dle American pubIi<: mo", _vely. 

o 	Strcng!hcn dle SocIa1 Security programs' StaIe/FederJJ rc1ationship 
by emphasizing open COJIlIIlunlcalion and sban:d iDformaDOIl. 

To prolect and maintain !he American peopl.', iIIvcstment ill 
Il1o SocIa1 8..".n11 Trust Fundo .and to 1DstJ\1 public mnlldence 
In SocIa1 Security programs. .. 
Qblmlvg 

o 	 Assure dial !he TIUSI Funds. an: avallable fur dle beneficiaries of 
tile foIure. 

o 	 Base benefit deolslons on sound Information along wit!! """,fu1 
and ..uable procedures. 

o 	 Maitwtln cacb person', R:COrtled eaminp accuraIcly and protect 
tile Integrity of all ioformalion SSA boills. 

o 	I'IovIde public iDformadon for w.m". and U1cir families fl) make: 
tbem aware of !heir protection uruIer tile Social SecuritY programs 
and tile role of Social Security in U1cir financial foIure. 

To ....,.te an environment IIuII .......... a blgbly ddIIed, 
motivated worklor .. dedlcated 10 -nc the cbaII_ of 
SSA', public service mission. 

Qhlectl... 

o 	 Assure dial tile world'""", bas !he SIability. =. continuous 
leadership. ttainlng and modem tools fl) do Its job in an efficient, 
dedicated and caring way. 

o l"kmonstrale an Wlwavering commitment to equal opporwnlty. 

o Recognl= and ",ward employee collllibutions. 

o 	 Promote strong. lwo>-way communication between managers and 
other employees. 

o Provide a variety of opporwnidcs for c:aroer developmClll. 
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Agency Commitments 

.. 
, 

PUBLIC . 
PARTICIPATION 

PROGRAM 
IMPROVEMENTS 

THE HUMAN 
TOUCH 

AptlI:y mnil_ arc ._of 0'1""; ',riooaI pIlilooopby !hat 
bcIp descIibe """'" of !be most imponanI ~ of !be SSA 
eIlYiIoomenI !hat we envlsloo WsI!IIg from IlOW _ !be fulwe. 
These <011III1I_ have been CSIIblisbod It !be SIlaIOgie level 
boeause booorin& Ibem eonsi_y on an AptlI:y-wide basis is 
cIiiical 10 me ac.c:ompligbment of our missi01'l 

COMMITMBNTS TO THE PUBLIC WE SERVE 

o 	 SSA i$ cmnmii!al Il! HI!!: gldcal input from !be pIbI;o 10 
..1m!!!!?Vl' !be as and Sll1YIi!!i"""" of ow ..mC!! de!iyery. SSA 

IllS lIlIditionaUy provided _ based upon all _ 

..........em of what !be public wantS aod Dc:Cds. SSA will. "" an 
ongoing basis, glIlher iDfumwiml '" as 10 provide Ibe public with 
Ibe level or ",rvice it """""- SSA aod !be public-IaXpa)'OtS, 
employers, ""Iman/s aod beoclic!aries-sIwo Ibe respunsibility for 
Ibe IICCUl1Ile payment of beoclilS. However, SSA will wo"' II> 
in=asc: !be .... with which !be public can discharge 1m 
responsibilities aod will establish processes aod systans !hat help 
minimi.. !be adverse consequences of inappropriale acdon by !be 
public.. 

o 	 SSA is committed to taldng a proactive role in identifying and 
womng for legislative improyements to the Social Security 
pro!ml!!l'. In our unique position as trustee for !be American 
public as well as puint of comaa wid! !be gov••nment for 
millions of individuals CVCI)' year, SSA is well· suited II> ideruify 
Ibe effocts !hat various laws hav. or could bavc 00 Ibe 
population. It is Important thai this advantage not he lost by 
SSA's wms • passive approsch 10 legislative planning. While 
SSA IllS no! assumed for Str.llCgic planning purposes !hat major 
progmnm.tic chang.. will be funhcoming. we an: commitled 10 
CI1SI.Iling as best we can !hat !be SocIal Security progmns an: 
responsive In !be needs of !be pupulalion. To support this 
commilment, SSA will maintain • SIl'OIIll capuc!ty 10 undertake 
aod support research in !he social service an:na. 

o 	 SSA is c:ommitte4 to balancing the use of rectmolQgical solutions 
with the need for !he "human touch.' We need u:cbnology 10 
perfonn Out basic functions lad 10 enhance servicc:-delJvcty 
methods. However, SSA provides _ m people. aod we can 
only provide thai ..mcc in • caring aod compwiO!l3te way 
through !be efforts or peeplt. We expect !hat • balanocd "high­
tecb. high_ch" environment will he !he environment of choice 
well into !he 21st CI:nlUty, lad we will l!SSUJ'C both the public imd 
SSA', employees !hat !he "peeple" putt of SSA', service will 1101 
take a back se31 10 technology. 
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PERSON-To-PERSON 
SKILJ.S 

EaUAL • 
TREATMENT 

COMMUNICATION 

A BALANCED 
PERSPECTIVE 

o §SA Is eomm11te!l 10 1!eIMID& and sImIopI;)g !he M!!! of 
emp10m woo can demO!lSttll!e !he C\l!!9!!!! f!!II Rl!I?!!(:! 1IW SSA 

has for !he !!!lbtic we SCM>. §SA', goal 10 ......., !he pullIk\ with 

ccmpassion. cour1IlSy, ccnsidcraIioII. el!icieocy and """""'1.:' 

implies 1IW !he SSA wml< forte will be bighly sIdlled Itt penon­

"'"""""'" aIdlls. WbiIe eacb employee IIIIISt _ !he UIliqu<: 

__ ftqUin:d In bilI/bet posilim. !he most basic and 

most va1ue4 cIlaracIerisIIc of Agt:iIJt:y employees will be an ability 

U> _0IISImI: undeI'SIanding and ""I'lXi1l of §SA's ..!Vice- and 

quality-oriemcd _. 

o SSA is commi!ll3l IC! equal _en! of IIlI of DU! claimants and 
..pficiaries, §SA' will mainlain biBb levels of _ for 


claimants and benelieIaries of !he ReIirem<l1l and SuMy",,' 

Insur.!nce. (RSI) program wbile improving !he ",rvIce levels for 

panicIpanls In !he OIsabillty Insur.!nce. (DI) and SuppIemenIaI 

Security Income (SSI) programs; we imend U> all<><:* resoun:cs 

in snell a way 1IW !he long-teml effect is !he bigbcst-aliber 

_ for all of !he people we serve.. 


o SSA 1$ committed !P ensuring that !I!e Agency c;m _elv 
CO!!!I!!lI!lieate with all individuals we....... "Ibis JDeIDI 1IW we 

will ensw< !hal those membels of !he public woo'do DOt speak 

!he EngIlsb I_go wiD be·able ID conduct Ibcir llusi..... wilb 

SSA. In order ID fulfill Ibis aunmllment, SSA will empioy 

IId<:qulIu: numbe.. of I>iIlIlguaI or mulli-Ungual staff and lake otber 

stepS U> ensure appropriaie ..moe U> those popuIaJIons. 


o SSA Is committed !P ensuring that Ibe costs and benefits 
considered when making Agency decisions include costs and 
benefits to the pficiary and the public. Ln most businesses, • 

critical faclOr in deciding !P lake action is !he n:laIiomilip of !he 

cost ID Ihe benefit of !he action being coosidered. At SSA, we 

betieve strongly !hal !he metbod! by wbiell our goals wiD be 

"""""'pllshed and our principles wiD be suppoI\ed should be 

chosen on Ibe basis of bow effective !he methods an: in relation 

to their cost. ' 

However, SSA is different from an ordinary basiIICSS. SSA will 
not define "costs" purely in terms of financial resources. Nor 
wiD ",e limit Ihe costs and benefits of • pamcular action to !bose 
1IW accrue solely U> !he government. As we deliberate Ihe costs 
and benefits of allOmative actions, SSA will give weight u> Ihe 
costs !hal the public might incur (for example, money, burden 
hours, ineonvll!lience) and the benefllS. !hey might derive (for 
example, sense of security. savings, convc:ni=) when comparing 
!hem wilb the more obvious SSA prognun and adminisuative , 
costs and benefits. 
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. 
SERVICE o lSA i§ cmnmittod to Mdpalin, in • progrnm or mil 
INTEGRATION In!!!m!!iOD to assist the ppbllc II! ob!l!iping the !!OCial S!Vie!f 

!hey' need. SSA recognizes IhaI many people have IlCO(jJ beyond 
the progrllll$ IhaI SSA oft'cls. As. componcnI. of DHHS, "'" .... 
commillCd to, usin!l our lofo!maIlon and n:fernIl ~ 10 
IiIlppOIt Improved. ~ beaIIb and ooc:ial ...w:.s for the 
pubIio:, 

,.' 
" 

HELP DISABLED o 	SSA is wmmilled !O assi5li!!g _ disability benefidariS! who 
RETURN TO WORK 	 at 10 re-enter the worldOrce 10 do so. SSA recognizes IhaI 

many IedplCllll5 of dlsaI>ilily benefit; could ""'" again beoomc 
pInIiilly employed if !hoy 1000iYed the appropria1e Iehabili..rion 

, , services and employmelll assi........ W. _ to __ 
models designed fD assist _ beI>:llclaries who wish fD "join 
the workforce. 

COMMlTh!ENTS TO EFFECnVE MANAGEMENT AND 
smwARDSHIP 

DElER ABUSE 0 	 SSA is committed to improving our ability to detect and doW 
frnu!! !!lid abuse, As a custodlan of the publlc trust. SSA Is 
responsible for protectins the integrity of the trust fmx!s, 
sarcguardin& the privacy of the individual and maIn!alning the 
cmnplclcness and accura<y of the information "'" keep, SSA's 
emphasis In this aIel wUI be fD develop systemS and processes 
thal minimize tile occwrencc of unlawful or unscrupulous acts. 
In addhion. SSA wUI cstablisb improved procedures 10 detect 
suell .... ""'" !hoy bav. ocem:red and to rectify as quickly as 
possible any advme consequence. they may have had. 

CONTROL EXPENSES 0 

so wpayers' funds for SSA's 
adtnlniSUlllive ~ 10 monilOring all 
expeodillim. we wUI "gulady eonduet n:searcb 10 dc",nnlne if 
other public~ or private~sector orpnizations have cost-reduction 
experl= !rom whiell we might benefiL 

USE PROVEN o SSA is committed to using only "proven" technology, 'The 
TECHNOLOGY cIependeru:c of millions of Individuals on our con: opcralions 

n:quires the lI""'u:r stability and n:liability IhaI field-proven 
technologies provide. On the nI!ler hand. tecbnology must be 
current if it Is fD soppert both elfective and efficient proeesslng. 
SSA intends 10 use the most current tecbnology IhaI has been 
proven in the field. In addition. we will continually""" new 
teclmo!ogies and proveo technologies In new applications 10 
""""" IhaI we keep abreast of impottanl candid.... for 
implemeoonion at SSA. 
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OUAUTY 
APPROACH 

CHANGE 
MANAGEMENT 

EMPLOYEE 
INPUT 

EMPLOYEE 
DEVELOPMENT 

~.
, ." , .. 

o 	 :lSA Is 9lIIImltted to CS!!IbUshlrul; II ()'I!<madc I!!l\!!IlI!£I! ti>
I!!!m It :!So.. Every:!SA employee will be c:oIIIinuously 

invalved in measuring !be quaIlty of :!SA'. producIS mI serviQ:s, 

COIIIplIrins !be quality againsl !be n:quin:mems of !be individuals ,

(both imcmal mI extemaI) for whom !be producIS .... inteJ>dtd . 
 ,
mI bnpn:wiDg !be quality to = !bose requirl:mmlS. This 

approadi requires !hal our Iuders mI cmployec$ be allowed '" 

effect cbange responsibly. 11 also requin:s !hal we use bod! 

quaIlWi"" mI quamiWive mClbods of cIcImniniDg wbat !be . 

_ of _ aff<aod Individual an: mI bow well we .... 

meeting tbcm. In ....blisbUig sudl an lIppI1lOCIl. op-froot 

pIaImIng and analyzing cjfons may rault ill • bcavy resoun::e 

expcndit!m: earlier dwl we .... used '" in !be cycle of 

i1llprovcmeDI Initiatives. BUI we .... _ !hal tile ovmll 

outtome of our e!fons will measurably incltaso _IS '" bod! . 

tile govcmmem mI tile public, mI we "'" ","pam! !O expend 

!bose effOrts to prod""" • quality produa. 	 . 

o 	S§A il ffilDmitted to offective chango man.gemem. Olange bas 
boeo and will continue !O be a haIlmlU'k of this A1fp1q, if IlOl in 
tile programs. !hen in tile way we cmy tbcm out. $SA 
~ tile need 10 manage change of all typeS and 81 all 
levels. This means !hal we wni mal:<: major changes in SSA 
policies and practil:cs only aIler ....fu1 planning and !l1ICCCSSfuI 
piloting and testing. As far as possible, tile bnpacl of planned 
change will be fully communical<d 10 tile individuals. oilber 
employees or members of the public, who will be aff<aod by tile 
change, and all necessary pteparadoo will be completed befo", tile 
change is anempted. 

COMMITMENTS TO SSA EMPLOYEES 

o 	 ~A is commiued 19 using critical input from our employrs and 
their officially-recognized rgnesentatives on issuSP that have an 
imoact on their indlvi~pal and collective wen-being, SSA 
tl'COgnizes Iha!. in orocr for tile best possible decisions !O be 
made about employees' well-being, incIllding bow, when and 
wbetl' tiler perform tIIe!r wort. the employees themselves must 
have the opportunity to expn::ss their views on the impact of 

those decisions. Consequently. the views of SSA', employec$ 

and their representatives will be sought. 


o 	 SSA is commin£4 to supporting and encouraging employee 
training and develQpment at all grade and occuootional levels, 
SSA's employees are the single most imponan! ",,"WIX of the 
Agency. SSA will ens"", !hal employees are properly !I>ined and 
providad with suitable opportunities for peoonal and professional 
d.""lopmem during the employees' !IlrnU'e with 8SA. Tbe full 
developmem and utilization of employees' knowledge, skills and 
abilities require a rededication to the determination of individual 
training n=I$. !he availability of appropriate training, -118 
and development programs and the regular evaluation of the 
effectiveness of these programs. 
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POSmVE WORK o 	 ~SA is commjw to enabljsh!ng and enf!!!l1lng _ of 
ENVIRONMENT 	 office habitability for emploYl!!iS, SSA ~ WOJt in a wide 

varicly of ...,grapbic.al and pbysic.al FOSS nalionwidc; !be 
buildings we 0C0lPY I3Il8" in me. .. 1ocad0l! and o.......m;p. 
The oo1y "alCStallI" is !be Agency'S 8S$Uf1IIICC IbaI cmpIo,... will 
have a safe and hospitable WOJt e:nvimnmcnt IbaI pcnnits us to 
CODduct SSA business.effieieruly and professionally. SSA is 
espedally sensitive ID ~ ad..... _Ill and safety 
cooditioos in our facilitics when !bey '"" id<nlificd. However. 
!be habitability Slandanls will also provide IbaI dwIges In office 
e:nvimnmcnt needed bee...... of • """"'" in polieies or processes
(e.s.. !be .ummaum of manila! S)'liIC!I:IS) '"" made ~ !be time !be 
oIbcr """"'" is implemcnIed. . 

TEAMWORK o 	 $SA is committed to fostering a participative management style 
that emphasizes the importance of human relatiom in acbieving 
i2l!!!. SSA's employees an: capable, willing individuals wIlose 
COI1Iribulions as iruegral members of die SSA community an: vilal 
to !be success of their irujjvidual COlllpOnerlIS and !be A8er>::y as 
• wIlolc. SSA must maximize the COI1Iribution of aD members of 
die staff by tapPing the creative pmicipauon of emploJ=S in 
determining and achieving componeol objealves. Through this 
act of pmicipadon, SSA will """"" die marriage of individual 
goals with these of !be orga:oi:wIon. 
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Service-Delivery Goals and Oblectlves 

SSA has identified sev<lI straregic-levcl service-dclivery ,goals for the 
Agency. Tl:k>,goaIs. together with their. supporting objectives. defiDc 
the levels of service that we .... striving to provide to the Amerlcan 
public. Along wid> the other pall>. of the pIanrlins fnlmewmt. the 
service-dclivery goals and objectives are _""" by the various 
cIuIn,ges anticipated io the Agency _ (0lapIcr 4): oru:e we have 
imple_ the cxpeaed program. p!OC<SS and tecbnology changes. 
with.the effectiveness and prodUClivily improvements they imply. 
SSA will be able to provide the level of service envisioned in the 
Agency Strategic Plan (ASP). In conceit wiili the cIuIn,ges 
anticipsled in the vision. the service-delivery goals and objectives 
provide guidance to the Agency in idenlif)'lng the specific initiarives 
we will _ to Wldenake eluting the planning period. 

It is very diffic:ult U) QUlIIIlif)' "good" service; it is especially so 
wben uying U) determine challenjli.ng but acbievable goals for 10 to 
15 years _ the future. In !he pages that follow, we present a set 
of goals for service delivery that actually delineate wbal we consider 
"service" in the Ageocy. 1be objectives. OIl the other band. indicate 
the areas of emphasis that we consider most basic to each of the 
goals. But they an: not all-inclusive. and we expect that future 
mfioements of the straregic plan will result in some changes in 
emphasis. 

In developing service goals and objectives. then: are some basic ­
preceptS that guide us: 

o 	 People should not have to wail for Social Security nwnbers-a job 
might be at stake. 

o 	 We must maiIUain highly = earnings records--<ltherwise. 
bcocfits can be lost or delayed. 

o 	 We must make entitlement decisions quickly-people are 
depending on us and may be eoduring baIdshlpa while they wait 

o 	 We must pay poopl. !he right amount--iI i. wbal they are due 
under the law. and it may be all many of them have. 

o 	 We should serve people promptly and willl compassion-crowded 
waiting rooms and an inability to reacb us by telephone can result 
in urunet needs. 

o 	 We need to ensure that all who are eligible for benefits are aware 
of their eligibility and can me advantage of it if they choose­
difficulty in this regard often affects iliose most in need. 

o 	 We must protect our records from intrusion and protect taxpayer 
dollars-individuals.' privacy and the public's uust are at stake. 
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SSA expeors 10 deli..,.. a program IIIIt _ Ibe .-d$ of • 
cbanSini society, and we want 10 acbievc • bish level of public: 
COIIflIIeIlcc In Ibe ahil.ity of ..... prosxam II> do .... Togemct.""", 
lima """'" up our u1dma= JOOl of ICl'VIcc 10 !be public. 

BoIh Ibe goals and obJeetives. as wriam. imply IIIIt we ... JlllvilIg 
for porl'ectiOll in our delivery of ...rvico 10 !be public. This is IIUe. 
Howev.... we =gnize IIIIt perfonnancc at !be 'l~ level" will be 
dlJIioull to achievnmder ""y droll"''''''''''''. so "'" imeod to include 
mOlll $pOCIficity when "'" develop Ibe tlCdcaI. or sboru:r·lDrm. goals 
and objeetives IIIIt will marlt attainable imerim· pmil= poiDIs. For 
example, fur Ibe ~ry objcclive IIIIt DO'" reads. "Est1bIish 
_ iIllIial payment amOWllS, and _ Ibe payment """"""'Y of 
posIIO>Iffi_ ttansa<:tions," • _-level objecIive might be 
e:stablis:h«l to read: "By Ibe Y""I' 2lXXl. acbievc 99.6 percont dollar 
..........". 00 !niDal till. II payment amOIlIlIS and pos!enri!lemeil1 
payment changes." 

Bec:ause Ibe goals and obJeetives outlioed in Ibis seetlOll dlIeea\y 
support the mission of the Agency as weD as Ibe broader AgorJI:y 
goaIs and objectives. maar Agency ac1ivld...... _y direcoed 
IOwmI ~ tbem. Indeed, we ooodnuously measure 
Agency pclfonn= rda=d to these goals and bay. abundant 
inli:mru!!ion IIIIt bas allowed lIS to gauge our ..,= in the past at 
meeting Ibe servke needs of Ibe public. For ..ample. while we are 
jlISt now developlng a m ....... of Ibe dollar aa:uraoy _ to 
posIIO>Iffiemem ttansa<:tions, we bave, in Ibe past. measured 
compUanoe wilb the postcnlillemc:nt processing pmcodures. 

N.vertbel.... we recognize IIIIt we do DOl =-y bay. in place all 
Ibe measumnent systems we need to provide us • full picture of 
bow successful we are in reaching our soaIs. SSA bad e.arlier 
idenlified certain indicam"" sueb as posIt1ltitlement payment 
aa:uraoy. for wbieb perfonnanco measurement systems are in various 
SI&gCS of develnpm<lll, and we bave idcntifted. through the very 
process of defining ""'lDgic goals and obJeetives. otber intIi....... of 
pclfonnance thai we must use as • basis for measurement. SSA is 
committed to developing new measurement systems fur any simation 
wbere Ibe establishment of current !eve;,; of servke and monilOring 
of progress I<CjUire us to do so. One of our near·lerm priorides is to 
implement sueb system.. 

Fmally. it is impoltant 10 recognize lIlat fallure 10 achieve the goals 
and objectives we bave established will bave real consequences for 
our beneficiari ••, !he trust fands. the Agency. and !he public at large. 
W. attempt to provide some Insiglus Inso 1bese very real 
~. 
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ISSUB SOCIAL SECURITY NtlMBERS PROPERLY 

SERVICE-DELIVERY QQAL 

Tho Social Security AdmlnistratIon will establish • Social Security Dlllllbcr (SSN) for an individu.aI 
. wilen ......s..! and maintain !be """""""y and lmI:grlIy of !be D1lD1bcr. 

SUPPORTING SERVlCE-DEI.!'V!!ID' QBJEcr!VES 

o 	 Within 24 hours ofn::ccivinll ~~ be able to orally advise lilY individual 
of hi"- mmlbcr; and. Issue III o.rigioal or rcpl.......1lI card willlin S days' of n:ceiving all 
"""""""'> """"""",.doli. . 

Curren! ..... of ",...,.." 

98'1, of appIicanl$ can be IlOIifICd of !heir SSNs willlin 24 hours. 

§SA issues Social _11 cards to lIS'I, of appll<::anls willlin S days. 

" Issue SSN cards accu.ratdy. 

Curren! ..... or senI",,: 

99.8% of all SSNs are assigned corm:tly. 

o 	 Comet SSN pmbIems wiIIIin 30 days of n:qucst. 

Cu.......t Iovel or senI",,: 

The dID. I1:ljUin:d to comet SSN problems is not currently mcasut<d. 

. 
, Wherever !be term 'days· is used in lllis section. it refers to ·calendar days· unless o!berwise 
not<d. 
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&'QNSEOtlENCES 

It is extremely ImponanIIO the pcaple wbo need • Social SecuriIy number or ea.t'd 1baI they get 
_ lI1ey tlCCd aIId get It prompcly. Incomct cards and delays in iSS'rinB cards cause problems for 
_ the number bolder and liSA. Delay may teSUlt in diffi<:ulIy in obtaining employrnem or 
IlOIldaI social services. Over I mIIIioo oew numberaare assigrcd cad! year 10 pcaple over. 16. 

. 	 mmy of wbo1D hm: empIoymc2ll. taxpayet. or social suvice needs. Delays...,.. pcaple ID call or 
visit Social !/«uriIy offices. aIId all such calls aIId visits 1baI could bave been avoided cost the 
Agent:y....,..,.... For ...... each III> of II1e individuals RUing oew aIId !tpIaa:m<m cards 

.' 	 wbo IIIIIkc 00IlIaCt wit!! SSA more lban """" gene_ 197.000 inquirie$, MSUiting in • eost 10 the 
wpayer of S5OO.OOO'. 

1Deoi:rect numbera aIao COIl the Ageo:;y """"""",. For cad! 0.1 % of error. 19.700 SSNs would be 
incorro:tly assigned. ""lUiring • fuIIIre investment of $1.000.000 10 com:ct the .rmrs. iD:I",ijog the 
WOIt involved in unsOr;anbilog pciopIe', tanrinBS n:=tIs. Misassigrcd numbera aIao preseIII II1e 
potmliaI for payment I... or delay. 

Mlsasoigned SSNs are • poIetIIiai SOurce of problems well beyOnd their eff.... on II1e number 
boldcls' S<>Cial Security reconI.s. since SSN..... used _vely by other organiZJI-. SSNs are 
used by II'!S. II1e SlaW; aIId II1e lItwIcial community as t.axpayor·id<:ntificaDon numbets; by SlaW; 
for moIDr·,..- licenses aIId "'gisualion; by law-<:Jlforcement agencies in criminal-records 
m~ by credit agencies for ",con! maintl:rulnce and credit appmva!; and by • broad _ge 
of public aIId priVaIe benefit programs for personal idcnIilication. If II1e same SSN is inco!mcIIy 
assigned ID two people. 1aX-n:tum procesIling and refuru1s can be delayed: taxes can be assessed to 
the wroog individual: one _ can be denied • li= or r_ly arrestJ:d bwn'" of the seam<! 
person'. actions; credit ....y be denied or coUection aaion taken against the MOng individual; aIId 
benefits may be cIcnicd or IOduccd under entitlement programs. EITo_ assignment of a =and 
SSN to pe1SOIlS wbo almIdy bav. one may prevent tile number holders from being able to I\mction 
in any of .he above areas if !bose programs do not II:COgnize tbem equally under _ SSNa 
Conversely. tbe number boldets may use one SSN 10 hide aaivlty under tile oth..l In on!er '" evade 
legal obligations or 10 esIabIisII entitlement 10 somcUUog for which they .... nol oIberwise ellgible. 
In addition. misasoigned numbera can MSUiI in failed S)'$IdDS matrbea. which in tum ...wI In 
_ ovC!pOymems or undetpoymerus. These cost the taxpayerS monc:y. "'" uniy from tbe 
Social Security !JUSI furu1s bill from other government programs as wclI. 

Significant delays. misassignment of numbers or failure 10 correct problems promptly can result in 
negative public reaction. People hm: the right to expect prompt and acCUll!IC service fmm SSA. 
If tbe Agency falls to provide tllis, its repl!ation and 1baI of government suvice in gcnernl is 
tarnisIle4. 

~revef donar amounts an:. presented in this section. they reflect the most current figures 
avallshle at tbe time of puhlicaUon. 
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MAlNTAIN EARNINGS RECORDS PROPERLY 

mVICE-DELIVERY QQAL 

ne SocIal Seauity Admlnilllnllioo will mamin each pemon'. ClII'IliDg:s n:cord so IIW It is _ 
aM ac::c:u-. . 

SUI'I'ORnNQ·SERVICE-PJll.JVERY OBJECI1VES 

o _ 	 caminp rcpotU aocutaIely• 

. Curnol In.. or .......,.,: 


99.N or repelred .....iap are posU:d a=rately to the Srrmmary I!.aminp R=mI 

o 	 WIlhiII 6 monlhs following the close of • tax year, post annual wage reperts ....,ivei\. 

Curnol level of .......,.,: 

7O'J, or reported caminp "'" posted within 6 monlhs of the end of the !IX year. 

o 	 WIlhiII 30 days of ....,.;pc. resolve caminp com:CIkms issues. 

CurnoI level or senlce: 

ne time ..:quire<! II> ....,Iv. caminp corrections issoos is DOt pn:scntly measured. 

CONSEQUENCES 

ne records of people'. caminp IIW SSA maimaim are the: basis for dell:rmi.ning the: benefits thc:y 
will ""';ve ~ In Ilfe. Eaminp records are used to dell:tmine wbcthc:r • person has sufficient 
coverage II> qualify for benefits as well as VIlla! the amOUlll of lOOse bonoIlts sbouId be. 'l'bcrcfore. 
it is crilical !bat lOOse records be aceutaIC, compJell: and l!I>'to-daII:. 

Because keeJ:ing thc:se records is sucb a huge job, even a smaJl pe""""'ge of error can have an 
impact on thousands of people. For...,h 0.1 % of error. 270.000 ClII'IliDg:s ill:mS would be posted 
inoorredly. nest eITOI'S can resull In: 

o 	 emilled individuals' being denied benefits or being paid an inco""", amount. 

o the 	trust funds' not receiving the proper amount of reveoues. 

o 	 the: Agency's spc:nding approximately S5oo.000 to correct every 0.1% of wage errors in 
addition to spending all average of $265 for each casc 10 correct earnings posted 10 the 
wrong record. . 

Oemy in processing people', """ual earnings is also costly. For each l.~ of wage reports not 
, posted. 2 million caminp ;""". would mnain unavailable for use in establishing benefit amounts 

botll for people claiming benefits and for tIlose requesting benefit estimalcs. 
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It !he deIny causes SSA to tak.e IlIOn: Ibm 6 1JIO!!!h. to post eaminSS, our abIIIly to cart)' OIl! our 
odIc:r responsIbililies-such IS reappraising people's eamIn8" to lind out if \IIdr betleIIIs sboul<I be 
higber and to identify people who "'" iI:Ico=:Ily ....:eiving beDelils-is CCIlIJl'OI"iscd. 'l'bcs!;,a 
situalions an: COSIly to the peopIc involved IS well as to !he IIUSI fUnds. 	 .•-",-. 

: 	 SSA oonduc:U e;unings-reappraisal opetaIians lhrougbout !he year. It posIing dcl.,s """'" !he 
eamIn8" to be excluded !!om _ wilen the IUppTlIi..ts .... IirsI condllCled, each 10M> of 
eamIn8" -. excluded means tIIat 2 million camings i!tlllS woul4 DC! be evalualed for another 7 

" 	 -. 'l'bio Incn:ascs the _ to people and to..... to Ibe UU$I fUnds. 

Eacb year. the Ag<ncy has to eompulC !he amolllll of eamIn8" tIIat will be subjed to l'cderaI 
Imurancc ConlriWlions Act (FICA) lUllS the next year, 'l'bio is done 00 the basU of the _rn,ge 
wag.. for the prior year. For each 1.0$ of wage n:potIS IlOl JI1'IlCl'SS<d by the tJesimrinII of Ihe 
""n fiscal year (0c:I0ber I), 2 mmion Canunss -. would be excluded from the compuwIoo of 
"_ wa,gco. Since the eompulOil amoUIll _ the _. wage base and other proJPlllll 
amounts for the next calcnd>r year. a camputaliOD that is in error due 10 unpcISIed eornings .." be 
very 	costly. For eumple. a reduerion of 1% in processing eompleleness would generally result in 
the followiI\g 	consequenees: 

... 	A S300 undc:maIemeo1 of the Social Security tlXable wage base. CQlsing 1be SoclaI 
Security _ fuods to to... $350 million of FICAiSelf Employmc:ol CooIrlbutiom Act 
,...,."... annually. 

o 	 A $120 WlderstaletD<:Ol of Ibe _ /OIiremenl-test exempt amoums. c.1lJSiog beDOficiaries 
10 lose $(j() million in beDOfilS. 

o 	 A reduerion in the beDOfil fonnula used in canputing individoal .... famny beDOfilS, 
causing beDOficiarico to to... $S million in benefit paym.... annually. 

o 	 A n:ducllon of 0.36% in the calculated avelllge annual wage in=ase. causing beoeficiaries 
'" lose $8 millioo in beoefilS annoally due '" inaccurate indexir>i of \IIdr eamin,gs 
h\slories (peIformed IS part of ealc:ulating beoefil atoOWllS). 
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PAY ~ CORRECI'LY . 

SERVICE-DELTVERY GOAL • 


'!be SocIal Sc<:wity Administr.IIion will pay bcDcfllS cort<CIIy. 

SUI'PORTINO SERVJCE-DEL!YERY Ql!fflCl'IYES . 

o 	 E<taNJsb _ inilial-paymem amoUlll$ and assure II!c paymem """"""'Y of postemitltmelll 
(PI!) transacIioos. 

Current _ or "'""'" • title n: 

'!be ini_ -''''''''''''''Y ntt'. Is 99.81$. 

_. 	 '!be posIetlIitIeincnt dollllt·~ rate is not presendy measumt 

'!be _-accumcy rate for initial claims and postenti_ combined Is not 
p!<IietlIIy measured. 

ClIJTeJ\t _ of senI", • tlUe XVI: 

'!be dollllt.~ .... for initial claims and licld-om...pr<><:eSSOd __ 

combined Is 96.8110. 


'!be dollllt-accumcy rate for other postenti!lemem 1ICIi_ Is not prosemIy moasun:d. 


o 	 Make aa:!1I1W: decisions on medical eligibUlty for disability _IS. 
CI1lTI!I1l level of senI",,: 

'!be accuracy rues of disability decisions (combined alI0wanc<::l and denials) at !he 
initial. reconsideration and continuing disability review levels are 94.3110. 92.7110 and 
96.4%. respectively. 

o 	 Ensure acceptable performance by all represeru.ative payees. 

Current level or service: 

'!be level of unacceptable performance by all representative payees is not presendy 
m....red. However. a recent study of payees other than parent/spouse foom 97.9%. 
of them to be performing al an =ptable level. 

, The "dollar accuracy" percentages used in this section represent !be amoWlt of dollars correcUy 
pakllhrougbout !he life of • claim. not JUS! the ,",cullley of !be initial payment made. '!be 
overpayment and underpayment dollllts implied by the =11lC)' figures are also for !he life of those 
claims. "Ibese accuracy rates do not reflect mispaytnems resulting from incorrect medical decisions. 

28 



CQNSEOUENCES 
MalI:iDg ..... Iba! people Bet the rigbl _ of benefits is one of the most impozlaot
""fIOD'IbIIitics of the Agency. Wrong amOlwts, even small errors, in • person', 1IlOII1bI1.~t 
can have • severe DeglIIive efiect 00 the indMdual and can oost the American 1UpI)'US II:Di of 
mmWm.f~ < 

For cod> 0.1" dollar enor in Retin:menl. SurvivonI and DisabilIty Insur.mce (RSDI) claims and<, 	 paymem cIIang... JIIiIIIO'imawy 5210 m!l!ioo In crmr Vo'OIIld be introduced. about _ of 
wlUob would iIM>lve people fIOIIin8 loss dwt they sbouId. 

About lWf of the dollar mnr iIM>lving people fIOIIin8 more dwt they sbould s-_. 
-"'8 US mUlioo in unn!COVered benefiIs aDd $3.8 mDHoo (100 worlcycals) 10 find and co11ec:t 
the detcelio! ovelpaymell!S. 

For eadl 0.1" of dollar mnr in SuwJcmental Security Income (SSI) claims aDd paymem changes. 
approximOlcly Sioo million in mnr would be .introduoed. about one-fifth of which would involve 
people selling less dwt they sbouId. 

About. __!bird of the dollar error involving pcopIe 8"IIin8 mo." tllan they sbould s- undcteaed. 
-"'8 S2S mlllion; and ooDecIing the deteaed DVeq>aymCIIIS c.osts the AseocY $5.0 million (over 
100 wurityears). 
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PAY BENEl'IIS WHEN DUE 

SERVlCE-DFLIV1iRX GOAL 
'Ibc SoeiaI Security _ will ....... that decisions about em!t1cmcm .... made in • timely 
II1lIDDOr; that payII\eIJt of \hose benefits will be at the earliest polDt due; and that timely deliv<:Iy of 
pa~wilI~. 

SvPPORTINQ SERVICE-DELIVERY QBlECIJYES 

o 	 initial RSI and SS1.11g1:d pa~ will lie _ at the earliest point due or. If I8ler. DO 100... 

1Ilan IS days after fIlJng [or benefits. ' 

CIII'ftIII level or .....n...: 
In RSI cases, the pon:emage or cascs in wIIleli paJ1Il"lll is made within IS days or 
fIlJng is oot po=:nIly lllCaSlIn:d. but the eum:nt average time from fIlJng to paymcm 
is 17.0 days. 

In SS\.agcd cases, 52.6% of paymenlS ate made within IS days of filing for 
benefiU; 94.8% .... made within 60 days. 

o 	 initial disability claims will· bave the disability decision made and initial payment or _ 
ootice issued as follows: 

- title n: beto", the end of the sixlll month after onset of eIi_lity (title II) or within 60 
days of filing for benefits. wIIlcbever Is 18ler. 

-	 title XVI: within 60 days after filing for benefits' 

Current level or ...-.lce: 

In title n disalJility cases. the pon:emage of cases in wbiell paymcm is made within 
6 monllls of onset or 60 days of filing is not presently m.asu~. but the current 
average processing time is 87.6 days. Eighteen percent of allowed cases ... eotitled 
during the SIlltutoty wailing period. 

In title XVI cIisal>itity cases. 28.7% of paymerus ..., made within 60 days: 49.8% 
... made within 90 days. 

Cum:ntly. SSA ...eeivos approxim...ly 2.2 million new disability claim. eacII year. 
SSA takes over 6 months to make a decision to award benefitS on over 16O.(XX) of 
1Ilese claims: and of 1Ilese. over 120.000 requ;", more 1Ilan • year for us to make 
the initial decision U) award benefitS. 

o 	 Regular continuing pa~ will be made on the sclieduled delivery d.,." and, if • payment is 
not =ivcd. a "'Placement payment will be issued within 72 bou", after an allegation of 
nonreceipt is filed. 

'In the Disability Insuranc<: program untler tiUe II. no benefi.. can be paid during as-month 
"waiting" period abet onset of disability. Under title XVI. there is no comparable "waiting" 
period. 
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Current lev<! or """'... ; 

99.9% of regular c:ominulng payments are made an the scheduled delivery daIle:"". '. 

In nonreceipt situations, payments are replaced in title n cascs in 20 - 28 days; title 
XVI paymerus me n:placed in 3 - 5 days. 

o 	 Denied claims will have a decision made and a nonce sent within 60 days for =msideralion. 
120 days for hearings. and 90 days far Appeals CmmciI ",view, aIlet'the filing of a 
reconsideration. bearing or review request. . 

Current level or service: 

The rwmbor of =msidera!iao decisiaoa made within 60 days of filing is not 
presently m-. The cum:nt average processing lime i. 70.2 days for title n 
decisions. Title XVI processing lime is not available. 

The number of beatings <lecisions made within 120 days is not pn:sently measured; 
however. percentages of cases decided within other timeframes l'3I1gC from 1.7% of 
cases widen 50 days 10 93.8% widen 400 days. 

!be CUJTent average processing time for hearings decisions in title n cases is 223 
days; in title XVI. it is 216 days. 

The current average processing lime for Appeals Council <lecisions is 255 day', 

CONSEQYJSNCES 

When peo~le do nOt get the benefits they deserve at the time !bey need them. the impact can be 
devastating. For 1.4 million of the people awarded RSDI benefits each year. the benefit payment 
represents more than 50% of their income. For 600.000 of these people, the benefit "'PI'esenlS 
more than 90% of their iru:ome. For recipients of SSt•• needs-based program, the impact of delay 
is even woz'se, For 475.(0) of the people awarded benefits each year. the benefit represents more 
than 50% of income; and for over 230.000 of those, it represents more than 90% of income. 

Delay. ofle" result in the need for "speci:ll" bandling (i.e •• expedited processing) outside of normal 
worldlows. This requires the Agency to spend additional resources. To "speciaily handle" 100.000 
cases yearly would add $3 million to the processing COsts for these actions. Moreover. if 
substantial numbers of cases have to receive special handling, additional delays would begin to be 
experienced in cases that de not receive special bandling; this bas a spiralling effect on processing 
and resources. And, of course. delays generate inquiries. which would rost the Agency resources to 
h.m:1Ie. If 10% of new claims are delayed and result in additional inquiries. the additional 587,(}((} 
actions would cost over $1,3 million to process, 

Delays when a person is ap~g an adverse decision can also be devastat.ing. To wait months or 
even a year to get a decision can be frustrating: and debilitating 10 the people we serve. FmaUy. 
delays in starting benefits, replacing lost benefits and reaching a fmal decision can all lead to a loss 
of public confidence in the Agency and in government service in generaL 
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PROVIDE PROMPT, COURTEOUS SERVICE 


SERVICE-DELIVERY GOAL 


The Social Security Administration ..m uni!ormly provide all """"ben< of !be public _ prompc, 
JeSpODSive and cou.neou.s service. 

suPPotiWQ SERVICE-DEUYJiRY QBJECI'IVES 

o 	 Wailing time in a field ollice ..m not exceed IS minuu:. for people willi an appointment DOr 
30 mim."", fur IIIose wilboot an appoimment. 

CDI'I'eDt _ of ~: 

87.4% of visiw.. willi appointmenIs are seen willlin 15 milllll<S. 
82.3% of _rs willlout appoimment.s an: seen willlin 30 minuu:s. 
4.7% of visitors wall more !han 60 minutes. 

o 	 Ind.ividuals caIling !be national telephone number ..m be served willlin 24 bours of their initial 
ea1I. SSA..m _ sutlt c:a1Is acc:urately. 

Current _ of...-.ice: 

SSA cwrently _ two conseqUences of tile ac.curacy of !be information it 
provides to tile public: inconvenience aod payment inac.curacy. The information 
SSA provides leads to co...... payment in 97.2% of total...... In 929% of cases, 
SSA "",VcnIS incoovenl<:ncc to tile public mulling !!om ~ Information. 

Using "unique telephone number'" to de!int: "<alIer; we have deootmined !hat 92.!l'l1> 
of ea1Im lie able to access tile 800 number system _ 24 bours of lboir lUst 
ea1I. 

o 	 Inquiries or <:ampIaints from ao individual member of tile public wlll recclve a subrunlive 
=POllSC - 15 weodar days of receipt. 

Current level of ...-.ice: 

Inquiries pro<:essed by tile Ollice of Public Inquiries have an average processing 
time of 12.5 days_ However, infoIIllation on processing time in SSA's processing 
centers, field offices and tile Ollice of Hearings aod Appeals ..m have to be 
determined before an overall Agency response time for public inquiries can be 
established.. 

o 	 1be pnblic will receive courteous service when dealing with SSA. 

Cun-ent level or service, 

According to !be 1990 ClieD! Satisfaction Survey, 85% of tile public stated Ihai !bey 
received C01ll1<OlIS service wbon dealing willi SSA. The higbost level reached In 
IIIesc surveys was 93% in 1988. 
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g}NsgoUENc:::§ 

SSA hmnes _ 2S mDlion in-of!i"" visitors annuaDy. If ... roqun. 1'.1; of 1Ix>oe vIsI1m! to wait 
be)'Olld !be :l().mjmno OIlIer IimiI. "" will hav. inamvenlcnocd 2SO.ooo lDCDlbeIs of !be pubIic.. If 
• field oflicc I"CC>OpIion .....lI IiIIl of pc:opI< waiting for scM"", !be lieId ,office SIal!" lDCDlbeIs feel 
Inon:ascd stress and may not dcvcIe !be additiooal tim. """", ..ry III provide people willl • IiIIl 
lIIldeniIancItn of Ihc:ir rigbIs and ""'J'OOSibililics and aVllllabilily of oIber support scrvioes. 

SSA also rca:ives over 60 million caIJs """..uy to !he natiooal 800 Iclepbonc number. If only 
1.0'.1; or 1Ix>oe __e inf........roo _loads 10 ~ berIcfiI pa_ or oIber ...-vice 
failure. 000.00o pcoplt woUkl be aff<:<:ll:d. In addilion, for each 1'Io of iDdlvi_ woo r.a 10 
mate plio.. contact with SSA within 24 bou!s of _ first _pi, 4&0.000 addiliooal caIJs or 
visits III tb: lieId am.. oouId modt. Every "'''''action pmccsscd durina • vislI III a fleId oflicc 
OOSIS 7S% _ !ban if _ same _ were pmccsscd over the pbone. 

Writlell correspondence willt the public must also rccclv. at!Clilion. WIlen SSA £ails III .respond in 
a timely mannor III written public inquiries, !be result is often public fru.Umion. ""1"""" for 
Coogressional inI=cssion and additional inquiries 10 SSA. Responding m the cum:ru inquiry 
worldoad in the fielJl rosts SSA about $21.3 million annually (over 9(lO wor!cyc.an). 

Fl!1aIly, dlsoourtA:ous _ damages the '"Putation of both the Agcney and !be government in 
general. Moreover, being _us is !he right thing m do. 
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lNPORM nm PUBUC OF THEIR lUGlfI'S AND RESI'ONSIBIUTIES 

SERVICE-DELIVERY QOAL 


TIle Soc:iaI Sea!rity AdminIsUa!iOIl will I$SU1'C that membm of Ibo public I/O fully iofo,m.a'1liout 
Ibo Apncy's prog!llmS, fully informed of Iboir ..poniD& ~1ities 1IIJdet !bose prog!llmS, and 
....opriatcly refCtTed \I) related scx:iaI wY\ce progmms. 

SyppQR'J'!NQ SERVICE-DELIVERY OB1ECTIVES 

o 	 . FuDy Ioformlbo public about Ibo programs administered by SSA. including Iboir poteI1Iiai . 
bcrI:filS 1IIJdet Ibo programs 8IId Ibo role of tile programs in both Ibo economy 8IId Ibo social 
fabric of Ibo nalioo. . 

-	 SSA does not eurrentIy measure the awareness of the public. 

o 	 Achieve full participation in SSA', programs by mcmbm of the eligible public who desire 10 
participiue. 

C ......... t Lnel of Senlce 

- SSA does 001 """",nay Il1e<Iln1I'e particlpatlon =. 
" Make appropriaIe refenals to l1:iaIed social service programs to moot Ibo needs of Ibo 

individual. 


Cum:ul Le••1 of Servia. 


.... 	 SSA does nol presently measun: the incidence or appropriateness of ref~rrals made by all 
of our employees. 

o 	 Ensure public compliance with reporting requirements. 

We 	do not currently measure in aU of our systems the instances of ron-reporting or 
inca.,..,. reponing by !he public. 

o 	 Ensure thaI information mailed to !he public is undernandable. 

Current Level of Senic:e 

Acconling to !he 1990 Client Satisfaedon Survey. 63% of tile individuals who receive mail 
from SSA find il easy or very easy to unden;W\d. 
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Q;ll::ISE:QpENCI!S 

'lbe suc.ooss of the Social Security JI'Osmns is dependent upon the public's willin,gncss II' suppm 
tbcn. Public 1II'IIIefSlaNling of the Social Security prosmns and !heir impo""""" ID society ~ basic 
ID CtlSWing that the ~ COIIIinue to addrcs$ the social needs !hoy ,..,., designed to addrcs$, 

. 	Ulldcmanding the rypes of ~ in which boneftlS ..... payable and IIaving • general """"" 
or bene:fit levels provide • cOmext for people 10 plan for reti=ent fiDanciD,g and oIher inI:wmx:c 
and income-suppIemcm needs. 

" A crllic;al flmctioo or SSA is 10 mm: every offen 10 sec that people are infonned of !heir 
eligibility fOr the beDefits "'" adminiSler, Not knowing that benefits are available can be 
devastating 10 the lives and Wdl-being of the people involved. 

For every lCXX> individuals _. are "'t !=lv\Dg RSDI benefilS but woo are eligible and wcuId . 
like 10 be !=lving such benefits. !llcre wcuId be S6 million in benefilS DOt being paid annually, 
For every )CXX> _ woo are DOt !=lYing SSI payments bot wOO .... eligible and would 
like to be !=lYing such beoefits. !llcre wou1d be about $2 million in payments oot being made 
annually, 

'lbe services potmIiaDy available 10 the population SSA serves come from a wide variety of 
sources. SSA has long held IIlat n:ferral 10 benefits from n:1ated programs Is • critical part of the 
Agency mission. If SSA does _ lefor people appropriately ID agencies such as those that provide 
cme!JCllCY assi""nee. Aid to Families willl Depeederu 0liIdn:n. Medicahl and local suppon 
services, the peI!i<lNl! ~ can be din:. We cum:nt1y lefor aboru 250.CXX> people yearly to 
agencies that provide _ assistance. 

SSA also has an obligation 10 mm: SUR! that people an: awaze of their responsibilities ID teD the 
Agency wben oeltain events occur IIlat could have an impact on their benefits. If SSA is ID 
maintain the integrity of the funds that suppon our programs and if we are 10 ressio public 
confidence, we must ensure compliance with existing statutes. Over $500 million in overpayments 
and underpayments are currently being attributed ID reponing failures. 

'lbe Agency also has a responsibility 10 explain c1eatiy the actions that We take IIlat baY. an impact 
on people's benefitS. Each year SSA receives about 3 million written. telephone or in-office 
inquiries aboru notices Iha1 involve payment changes. For every 1.0% reduction in Ill.... savings 10 
SSA would be over $100.000. _!!!lon:. some 3O.CXX> fewer membe .. of the public would be 
required ID ask for wi""""" to understand IIu: action being taken in their case. 

. . 
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ENSURE lNTEOR1I'Y OF PAYMENTS AND RECORDS 

SERVlCli:DfLlYERYOOA!. 


Tho Social Secwity Admini&Iratlon will pmt<:<t !he public's invCSlmelltIn !he Social Secwity~,::;: 

programs and safeB1wd !he infoanlllioo on Individuals in our IllCORU systems. 


SuppoRTING SERVICE-DELIVERY OBJECI1VES 


o Cony 0111 ovenoll program stewardship responsibilities 10 _: 

00 Ar:=acy of UU$l fund "'!Iays for all benefit paymoms fur !he RSI program. 

Curnot level 'or ...nIte: 

Dollar a<:curaey' fot eombine4 OVClpaymOlllS and untielpaymoms is 99,6% in !he 
RSl prognun. 

00 Accuracy of general fund outlays for all benefit paymoms for the SSI prognun. , 

C ........ I level of sentce: 

Dollar aa:ur.ocy fur eombine4 overpayments and underpaymoms is 9S.!I'lI> wilen the 
IlDIHIlOdicaI aspecIS of SSI cases are n:viewed. Dollar accuracy !hal would result 
from a n:view of the medical aspecIS of SSI c.... is not prcsenJIy measurod. 

00 Ar:=acy of trust fund ootlal'" for all benefit payments for !he D! program. 

Current 1e..1 or senIce: 

SSA does not presently measure the ..... of dollar aa:ur.ocy in !he D! program. ' 

o Maintain and regolarly n:view an overall security program that permits no security lm:achcs. 

Current level of sentoe: 


We do not curn:ntly have a comprehensive measure of security bn:ocbes. 


>n.: dollar accuracy pen:eruages ciled for tltis service-deliVC1}' goal rei"", to the accuracy of 
payment for the entire universe of individuals currently l:eing paid, not just !he acculllCY of 
current claims and postentitle.ment transactions. ibese stewardship numbers should not be 
confused with the payment ac<UI1lcY raleS related to the 'Pay BenefllS Correctly' goal and 
objectives discussed on pages 28 and 29. which deal with Cumnl transactions uniy. 
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CQNSE()!,JENC!!S 

The Agency Is cIIarpd with CIISIIIiIJB the 8CQII1IC)' of trust fund OUIlays for aD bc:nefilS paid under 
the various prosrams we II(Imini=, a responsibility klDwn as "stewardship.· Seemingly low el'/O' 
IlIU:S can and do translaIe inIo c:onscqueooes of • financial nature that further undermine public 
trust. 

In !be llSI progrnm, for ...mple, w. estimate that just • 0.1% dollar CI'/Or In the tDtaI univ."., 
n::presenIS about $22l) milliOll In tDtaI mispaymems. About half of aD of this error translates inU> 
overpayments while the other half _ In UIlderpaymclllS. 

Utcwise, each 0.1% dollar error in the SSI universe would rcpteS<:Dt about $14.4 mi1lion in 
mispaymems. About Ihn:e.fow:ths of aD OOIllDNUcaI-univ""", .nor Is ove<paymem and one·founh 
Is undeql3ymem. 

LastlY. eacb 0.1'i. dollar error in the DJ onive"., woUld repiesenI about $24 million in tDtaI dollar 
error. The distnbudon of CI'/Ot between ovelllaymerus and undelllaymerus C3llIlOt be estimalt'd until 
a st.I:wardship review is IValJable. 

Needless tD say, SSA'. stewardship role Is vital tD !be maintenance of public trust and confidence. 
It Is also vital in terms of ensurlng accu_ reconls and puymerus tD our beneficiaries. 

As another way of meeting our goal III protect and maintain !be American people's investment in 
!be Social Security INSt funds and instill public <rofidence In !be Social Security progr2Ills, we 
consider it neeessary to secun: 1be infOtmation we maimain about individuals. The misuse or 
unlawful disclosure of privileged Information violates individual privacy rights and needlessly 
subjects !be Agency III civil sui... Moreover. such acdons erode !be public's <rofidenee In our 
abiJity III maintain ......., system •• 
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Chapter 4: 


CHOICE OF 
SERVICE 
METHOD 

TELEPHONE 
PREFERENCE 

A Vision Of SSA: As We 
Enter The 21 st Century 

This ...non. •A VISion of SSA; ponrays how II1e mpnizaDoD wiD 
evolve. II provides an oveMeW of how _ wolI: wiD be 
acrompIish<d. of how we wiD deal with cocb DIller and II1e pcb•• 
"'" serve. In doing so. it suggestS II1e pro_ proc:csIiOS and 
sysItms that wiD need to be in place for us to acrompUsh II1e 
service-delivery goals of II1e Agency and to _rt !he pIliIosopby 
e"l"tS:>Cd in II1e commitments !he Agency bas _ The visioo 
does Dot. however. desciibe II1e detailed projects and initiatives that 
wiD be !OqUin:d to consIrutt it Those wiD be determined <loring 
later, Iowcr-level planning stages, and MI commiunent of I'CSOW'CCS 
to any project or initiativ. wiD only be tmdertaken after """,fuI 
analyse, and engineering have been completed. 

In II1e vision that follows. we describe SSA as we beli... we could 
be positioned to serve the public of lbe future. 

SERVICE DELIVERY 

N; we move into !be 21,. century. SSA wiD SUUctu'" service­
delivery options that wiD allow !be Agency In ~ our CSIlIbIished 
service-level objectives wbile permitting people In choose !be eontact 
method that meets their needs. However, £SA expectS to deliver 
service in two primary ways; by telephone and in person II. 
community-based field office,.' In a conununil)'--based field office, 
SSA will provide traditional services to the public in a variety of 
familiar and new ways and will supplement these services by 
supporting the initiatives of the Department of Health and Human 
Services (DHHS) relared to improved. coordinated health and social 
services for !he public. 

Both of these fundamenW way, of doing business will be modified 
and expanded to broaden the toW service spectrum. Worl:load and 
service·needs analysts will detennine what activities ~ best handled 
by each mean< of conClcting SSA. Technclogy enhancements will 
allow SSA to provide increasingly better and mon: accurate service 
hoth by relepbnne and porsonal contact We will also W:e 
advantage of home computer and television enhancements to expand 
the ways we deal 'With the public. And we wiD increase as 
necessary OUf practice of taking out services to those Who. due to 
perronal circumstances. cannot conduct their business with us by 
phone. in an SSA office, or by some other method. : 

Recent surveys indicate that the vast majority of the public will 
prefer 10 use the relepbcne to contact SSA in the furore. The 
overwhelming response to SSA's nationa1~telephone~number service 
has made it clear thal a majority of the people SSA serves an:: 
already exercising this option. Similarly. the popularity of teleclaim 
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OFFICE 
PLACEMENT 

CONSISTENT 
SERVICE 

OUTREACH 

SPECIAL 
COMMUNICATIONS 

,NEEDS 

HANDLE PEAK 
WORKLOADS 

fIlIng......rty SO poreon! of an RSl claims as 1Ile 1990s begin-is 
Indicative of • growirlg public c:mnfon with handling a major 
rransactioo primarily by pIJooe. '!bus. we will ooDlinue to improve 
and expand our Idcphonc service. 

The trend IOwan! greater public use of Idephone service is ~ 
10 shift the focus of 1Ile oommunity offioo'!O dealing primarily with 
the m"", complex mircmeut and suMvors silUalioos. as ,..n as 
those Involving people with disalnliri"" and 551 recipients. 
individuals woo IICO'<I or .....,. in-pcrson service will be able to go 10 
their community-based office and get that service. 

Offi"" placement will ..fleet 1Ile service .-. of 1Ile community as 
pOpui.lion shifts and c!langes in oommunications and transportation 
services occur. As 1Ile dcmognphi<:s of !Ix: population change. 55A 
will have 10 shift !Ix: locations of some field offices 10 provide !Ix: 
requiTed level of service. 

SSA will have community·based offices in • range of operating 
environments. For example. some offices will be located as they are 
today in areas .,.,.,. Federal saJaty levels am .... competitive. 
security is • larger COIlCCID and !Ix: won: Is mOJO stressful. difficult 
and tiJne.<oosumirl. SSA will take steps 10 ..,....., that 1Ile 
necessaty c:omplcmcm of IOSOUn%S is available 10 provide _ 
service across an of our community-based oIU""". 

SSA will incroase our efforts 10 en<nr< that people who "'" eligible 
for benefits ... aware of them and are offerod the opportunity 10 
apply for them. Doing SO will mean that SSA will cnl!ance and 
augmem om ttaditional 0UtlUCh methods. including establishing 
netwo.rb with rommunity~based agenciC$ and service providers: to 
reach out to potendany eligible POISOns. Those ageru:ies,lproviders 
will be Icnowledgeab!e in program rules. particularly 551. and will 
hclp .~earus overcome banielS 10 eligibility through collaoorative 
working amngcmems. 

We will improve our means. of communicating with hearing~impaired 
and visually impaired individuals and our ability to process the 
increasing volume of tm1SaCtions with individuals wOO: need to 
c:oOOuCl bosiness in • language other than English. In community 
Off'ICCS, staffing poHoi.. will be such that those langwlges common 
in the community am spoken by representative numbe .. of 
community-<>ffice personnel 

The Agency will be configured and staffed so that personnel me 
available to meet peak demands for telephone service and can then 
rerum 10 other duties during non-peak periods. Expanding the base 
of peISOnnel who interact with the public will have the meritorious 
effcct of enriching the employee', scope of woll< so that job 
responsibilities are more appealing and fulfilling. 
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PEOPLE SKILLS 

MAil CONTACT 

IMPROVE 
DISABILITY 
PROCESS 

RETURN 
TO WORK 

IMPROVE 
APPEALS 
PROCESS 

IMPROVE 
PAYMENT 
PROCESS 

SSA's ~ wIlD "'" ~ in !he 19\1Os for personal-cont.a 
wolf< will be selec=d for !heir intc.pelsonal sIdlIs as well as !he 
1eclmieaI competence Deeded II> administer SSA's programs. No 
_ bow SSA dollvcIs service. our employees mUS! llave !he skill 
to de3I wilh diver.;e types of people in a caring, compassionall! lind 

""""""'" fashion. 

'IhougII mail will not be a primaJy mode of (X)ntad for most of !he 
public, we will COII1imJe to inlliatc coruact with !he public by mail as 
.....update. For example. Iargo-volmne C<lIUlICI$, such as . 
repn:selllauve payee ac:counIing$, annual !<pOrts lind other non-rime­
sensitive (X)I1/adS will COII1imJe to be handled by mail SSA will be 
Improving all _ and olber com:spondence we initial< II> """"'" 
IIW !he public fuIJy __we ",l1li them. And. of 
course, at any time that the public finds it mo~ convenient or more 
efficicnl II> use !he mall, !hey.will find SSA """'JXlve and responsive 
to that means of communication. 

SSA pIlIns 10 _ !he disability applica1ion process both 10 
mIuce !he rim. in wJUch _ are made and II> promote 
COIlSistcncy and accuracy in !he dedsionmal:ing process. W. inrmI 
II> develop ways such as using disability spcciailsts to obtain 10010 
complete infonnaBon about !he clllinwll'. condition and promo., !he 
quality of medica1 evidena:. We a\so will utilize practices IIW 
enIlance !he c\almant's understanding of and participation in !he 
dedsionm_, process. 

In !he early J9\lOs, SSA expectS II> "'" scveraI m"",1s of assisting 
people with disabiHlles ID lO-<:IIter !he worldorce. The primary 
purpose of _ ..... will be 10 _nnine in which ways SSA can 
_ belp .....,., IIW !he disability beneficiary -.wes !he 
_i1itaIion services and empIoymcnl assiSIancenecessary 10 gain 
employment. W. will a\so be looIr.ing at bow 10 cn:ati: bener 
incentives to work and how to ensure that beneficiaries are await: of 
_ !he incentives can do for them. 

SSA's a_ve review system is !he largest appeals process in 
!he world. Clearly, its impact on !he lives of SSA claimants dictates 
a Deed for an errICieru. fair and speedy process. On !he program 
side. we will be implementing procedural cbanges I!> facilitate 
preparation for bearings and to improve the quality of ODr decisions 
and their associated documentation. 

SSA expects the yw :zoos 10 see us making payment.s primarily 
throngb clecoooic rands transfer. This will increase Ihc Ilmcliness of 
service relating 10 payments and enhance prnccssing efficiency. It 
will a1so improve Ihc n:Uability of paymenl by reducing !be threat of 
lost or stnlen paper cbeeks. and it will enIlance the safety of 
beneficiaries by reducing the pussibility of theft. SSA will continue 
I!> ..alua., other changes 10 the payment pmcoss. such as check 
cycling. to ensure convenience for the public and economy for the 
government. 
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COLLOCATE 
SERVICES 

USE 
VOLUNTEERS 

OTHER 
IMPROVED 
SERVICI: 

EXPANDED DATA 
EXCHANGES 

• 

By WOl1dng elosoly with.State goveJ'llIIICI1I SSA will refiDe and 
i=Ic_ !be ~ wilcltby parcIIlS """ oboUn Social Se<urity 
IlIIIIlbers (SSN) for Ibcir newborn cblIdn:n IIIrougb !be State birth­
certificale-Isswmce process. 

We will be looking at which other S .... and Fedeml scrvices, 
panicularly·lhose funded by !be DHHS, should be available in SSA 
offices. We will stn:nglhen our information and referral capacity 
and. wbere oeeded. ..._ approprime service-agency pe!SOll!lel 
with SSA fO IIIOlist daimOlllS and beneficiaries fO meet more· of their 
needs. Tbis will reduce Ibc burden 00 claimarus and beneficiaries 
by giving tbem 'ooe-stop" service wbe.. possible without requiring 
tbem to InI'\Iel from agency to agency. 

The Agency will be !<ating more creative ways of ~ • 
very vulnenlNe pop1Iation, !bose in<apable of bandfing !beit own 
benefit payments. '!be!<ating will lead to aaions designed to 
reduce Ibc misuse of benefit pa_. We expect to use concerned 
volunteers from !be community who will willingly shoulder !be 
1<$pODSibility of ensuring that Ibc benefit payments ., this vulnerable 
population are appropriucly spent. W. also intend to develop 
tighleoed aecounIing processes, thus moving the Agency to • more 
",.ponsible mIe in protecting beneficiaries against improper use of 
tbeirbenefi~ . 

People other !ban appn...... who ;"leract with SSA-for example, 
employers. """,_ and other agencies seeldng verification of 
information-will ,.. their service subslJmllally lm"mved. 
Employers, accounting services and lOX prepare'" will be provided 
formats and software packages that pennit them to trnnsmit earnings 
information to Ibc In!cmal Revenue Service/SSA ele<:tronically. 
SSA. in rum, will accept el=ctronic transmissions in a way that 
protects the integrity of Agency records while encouraging electronic 
reponing and minimizing the need for paper processing by hoth the 
employer and SSA. 

Because the infonnation cont4ined in SSA's records is important to 
the administration.of many other programs, the exchange of data 
with other authorized Federal and State agencies will be continually 
expanded and improved during the 1990s. While the confidentiality 
of SSA', information will be carefully protected, agencies will find 
their access to thaI information much faster and more successful as 
the result of improved 'hire-m..wire communications. Likewise. SSA 
expects to obtain improved access to appropriate data in the data 
bases of Sta1eS and other agencies. For example, in many States. we 
eopeet to be able to verify births, deaths and marriages simply by 
ac.cessing the appropriate information ele.cuonically. Where this can 
be done, the Dunleo of supplying proof of age, death or marriage 
will be lifted from many of our claimants for benefits. Early access 
to this kind of infonnalion should also help us reduce the volume of 
incorrect payments omently caused by late or missing reportS by 
~ficiaries, 
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IMPROVE 
RESEARCH 

MODERNIZED 
PROCESSES 

INTELLIGENT 
WORKSTATIONS 

PROTECT 
RECORDS AND 
PROCESSES 

SSA recognizes !bat dle national social iIJsurance and human services 
commlllliti.. bay•• critical .- for infunnation If !bey .... III 
continue III _"I' meaningful social progr.llllS. W. In/.eDI1 III bave 
dle necmaty social rese.atdl capadry 10 provide dle tools and 
analyses !bat !bey require. In doing so, '"" will nlinforce our ,,": ., 
standing IS • leader in dle social rese.atdl ....... 


TECHNOLOGY 

SSA must con!inue to exploit u.:bnoIogy if we are III deal wi!h dle 
pteSSUreS of growing worldoads and serna: demands. During dle 
1990s we will roruinue to improve and maintain our automated 
sy.-s and pro<:cs.'!IlS. We will coruinue to modernize dle uti. n 
and. tide XVI claims and postenIidement ,)'ItemS as woIl as dle 
enumeratioo . and earning> ,ystems. Aod we will make major sullies 
in modemizing dle emire disability process, including dle appcals 
process. 

SSA will establish • cooperative processing architecture to optimize 
. distribution of prncessing activities across various computing 
platfonns (mainllame/minl/serverfWol'on). SSA will take our 
tim significam >I<p towaro moving III • rooperative processing mode 
for programmatic applications when we fully modernize dle SSI 
sysU:m. .'!be disuibllled SSl sysU:m will provide dle experience thai 
will help us assess how 10 resIIlIpe dle rest of SSA's syStems. 

SSA's seJVice.dclivery demands will lead to !he installaIion of 
intclligent woritstations for key positions in dle Agency and dle State 
Disability Detennination Services (DDS). 1bese user-friendly 
workstations will sopport ncall y all fundioos of !he Agency, 
including !he won. performed by our poblk-contact worl<enI. A 
telecommunications networi: will connect all partS of SSA. allowing 
aulhori:i<:d employees ...... 10 any tclevant beneficiary or claimant 
data from any worl<starien in dle syStem. Besides helping us 
improve !he effectivencss and efficiency of operations. !he 
workstations will groaUy enhance our ability 10 meet dle ongoing 
training needs of our employees. 

Our effo .... 10 ensure full backup and recovery capacity for our 
mainframe~based computer center will continue during the 1990s and 
he completed by !he early years of dle 21st century. In !he 1990s. 
!he Agency expeelS to he capable of processing most crilicai 
workloads in the event of a disaster. nus includes the ability lD 
maintain the critical online infonnation processing envirorwent in the 
event of a shutdown of the main computer center. As we develop 
disuibulCd-processing systems. we will include backup-and·recovery 
stralegies in the systems design w reduce exposure to risk and 
increase our ability to process our full critical workload in the event • 
of an emergency. 
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DECISION 

SUPPORT 


REPLACE PAPER 
RECOBDS 

BETTER 
MANAGEMENT 
INFORMATION 

MULTI-MEDIA 
CONFERENCING 

OTHER 
TECHNOLOGIES 

Our support systemS will have • bigh deS- of imbedded 
intelligence, mostly using sopbis1O::aIed decision-support logi<:. 
During !lie 1990& ..., czpea 10 lnvOSI significantly in expert systems 
to bring greaIIOr I>JIlSisIency into our deeisionmal:ing P""""'"'" and to 
increase !lie aa:uracy with wbi<:h ..., serve !lie public. Employees 
_ process m""y of our programs' m"'" (XlII!p\ex transactions will 
be assisted by (XlII!putOr programs !hat c:apam: !lie knowledge of 
SSA's program experts, softwaJe promptS that guide !lie employee 
through a Ingical paIIml of questions and oompuler wotbtalions 
with a nmge of inlclligent capabilities. These will allow employees 
to provide faster; man: accurate and IrlOl'e consistem service across a 
wide nmge of subject m>mr. 

We will build ao advanced 0_ information SysII>IIl into SSA's 
SYSle!llS._ II> support document creation and dissemination, 
image SIOr.I!lC and retrieval, person-to-petson communications and 
decision-support syslemS. Elearonlc filing systems with document 
replication capability are expeet<d II> become the traditional way of 
retaining records in SSA. W. will need to retain far fewer 
documents in pspc:r form, and most future transactions will not 
require !lie use of a paper folder. 

Built inlc our adv8llOed SysII>IIlS will be an enhaneed m_ement 
. infonnadon capability !hat will allow the Agency II> facilitate 
worIdcad management. For """"'pie. wilh· oomplete and timely 
worl:lcad _adoo. managers can better distribute and assign 
priorities to the worIdcads. 

The Agency expects II> instaJ1 multi-media conferencing lilcilities at 
many locations, including those where the public is dealing wilh 
SSA. Through _ facilities, multi-sile video equiproem will be 
used to connect the claimant, !lie SSA representative. any DDS 
employee, ttansladon-scrvioe employees, Administnuive Law Judges 
(AU), or off-siU: representatives of other agencies whose 
involvement is needed to serve the cinimant. These facilities will 
aiso be used to improve imer- and intra-Agency communications and 
training delivery. 

Voice·to-print IeChnology may be used to facilitate the documentstiOll 
of judicial and oIher similar decisions. Otber voice technologies may 
aiso be used for such applications as enhancing training and 
pemtining full patticipadon in the wo,"*,lace by employees with 
disabilities. 

Fmally. SSA intends to review technological advances continually 10 
detennine how we might use them to improve service delivery. To 
the extent these reviews prove fruitful. the Agency could expect to 
build a "connection" with !lie public by providing a dial-Up 
capability !hat allows the public to transact busloess wilh SSA 
through a home or business computer. 1be use of lhis innovation 
would be expected to grow dnunatically in the first several years of 
the new century. 
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WORKFORCE OF 
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SSA could also lake advarJlage of Ibo cxpecICd now lOlevIsion­
""""'" tecImoIogy. which woukI aIJow people 10 "'" Iboir cabIe·TV 
hookup 10 ttansact all kinds of business with banks, utililics and • 
host of oIbor organizations. AI any time !ba1 SSA ponnilIed tIJis. 
kind of lnIeraction with Ibo public. we would pro_ !he privacy and 
integrity of our ICCOIlls and systems. 

HUMAN I!ESOURCES 

The period betwocn now and 200S will he • time of _c 
.change In SSA', wot'kfoIec. Vast """,hers of tile cmpIoyoes hired 
in Ibo. 1960s will he eligible for redremem. and we could lose over 
!hrce-quarters of our managerial and supervisory COIpS as wen as 
half of our professional/ll:chcal WIff. 

Added 10 tIJis problem is Ibo poten1!aI for Incrcascd losses due 10 
greater employment "I'I'OfI:UI1!ties for our staff. The transferability of 
retirement benefits IIlat came with tile introduction of tile Federal 
Employees' Retirement System in 19114 will mal<e tile more recently 
hired employees _ "Joc:k<d in" to federal. employment thao those in 
tile old Qvil Service _ System. In addition, tile acquisition 
of COIIIpUIU skills by employees. which is becoming part of tile 
normal way of doing business in SSA. will give employees skills 
lha! are mo .. transfcrable 10 priva!e lntiustry and oIbor government 
~ 

Throughout tile 1990s, SSA will have to snuggle to hire. train and 
r<tain qualified personnel.. We will need to rethink our options as an 
employer. lOCOnfiguring some jobs with tile 1ike1ihood !ba1 tile . 
Agency will oat he able to r<tain Ibo incumbeots for long periods of 
time. At the same time, tile Agency will need '" find methods to 
attract and retain new people through a number of incentives. TIlese 
will include broadened career.development opportunities aod !mining 
and education prognuns !ba1 promote .satisfaction on til<: job. 

In tenns of wOJtiOrte size.' the Agency expeCts 10 geow slightly in 
tile early 10 mid·I990s. increasing wolXloads and new legislative 
and judicial mandates make it likely that SSA win need some 
additional reseun:e, to deal with these many and varied reQUired 
activities. Adjustments will also refleet our forecast !ba1 some 
wolXlOllds will show dramatic inc= due to the haby·bonm 
genenuion. whose members will be reaching the age where their 
numbers expand the disability and survivor rolls. But we do not 
expect large staff increases to be tile rule in tile 1990s. 'Recognizing 
the ongoing reality of fanding limitations, &SA will use tecboology 
and new working techniques to reduce the impact of the expe...'1ed 
workload growth as well as to improve service to the public. 

• 
Demographic factors wili have A great impact on SSA's woli<force. 
We expect our wotk.ers to come from several sources. First. we 

intend to increase our efforts to hin: new college graduates and to 

look. not only to local educational institutions. but also to those With 


44 



TRAINING 
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bigh minority populaIitins to ~ equ.al opponunity and ensure 
• balanced wonaon::c:, SeconI1. we will look to Iht aging population. 
expeaing to lind many older people imerest<d in part-time or 
shared-time second ear.e... '!bini. we imtnd to look to Iht post­
_rearing group-people who have inu:nupICd Ihtir careers to 
devote full time 10 raising • family but who are now in. position 10 
...."..r !be wonaorce "". full- or part-time basis. Founh. we will 
seek worlc... from !be young but andereducat<:d groups of potential 
worI<CI8 with Iht wilL but otten "'" Iht scholastic badcground. to do 
Iht job. 

In aAldition. from all of these 00_ we will be seeking to employ 
increasing numbelS of people with disabilities. These individuals 
m.y requite special "'PPOIIS and """""modation 10 help thc:m . 
become fully performing employees. 

SSA will provide Iht training and developmeru necessary to ensure 
Ihat our worl<fon:e possesses Iht require<! knowledge. skills and 
abilities. 'Ibis includes providing rw:aining to employees whose job 
responsibilities bay. cbanged while assuring thc:m employmeru as 
long as they "'" <Ommined to attaining the required skin levels. A 
strong program of management developmeru activities, hoth for mid­
level managm and for ._ves. will help ensu.. the continuity of 
mung leadeI8bip. Finally, we will maintain an emphasis on 
instilling in all of our employees Iht Agency's commilmeru to 
service delivOl}' as well as the underlying philosopby (}f social 
insur3nce programs, 

We irUend to carefully re-cngineer many of our positiOns to allow 
fle;OOility and """"" oppomatity based (}D our organizational oeods 
.and service-delivery requircm.ems. We also intend to strUcture our 
jobs to allow efUty at various points along the skill continuum, tbns 
ensuring our ability to """"" Ihe bener educat<:d andlor more 
broadly e<perieneed employee. 

SSA intends 10 explore prov!illng • vmOl)' of employee benefit 
options as a means of anracting and retaining employees. Initially, 
however. we expect a major attraction of SSA w be our flexible 
work: hours and the fact that our major facilities will have onsite 
child-care and fitness C<1lIeIS. Another attraction will be the 
Agency's programs of job-sharing. worlc-at-home and part-time 
employment. SSA is hopeful that many older wor1<e18 will opt for 
only partial retirement., talting positions that do not require them to 
put in a full week of work.. Similarly. we expect many working 
pm:ots to prefer baYing employmem schedules that pennit them 
more time \1fith their famil.ies. 

SSA will provitie our employees a safe and pleasam wo", 
envirorunenL By setting standards for bom publiC and employee 
comfon and by constantly mOnitoring our success at achieving those 
standanls. we will ensure Ihat our employees enjoy • professional, 
secure offIce environment.. 1.'he Agency will strive in the 1990s to 
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OF PREFERENCE 

SERVING THE 
NEEDS OF THE 
COMMUNITY 

CONSOLIDATED 
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meet an ~icable _III" and safct;y __ We inIend for an 
WOlbWions III be euviroIIlnelllally sound, JOducing _til hazards 
and the likelihood of wodt-n:IaICd Injwies. 

SSA looks fotwan! 10 • """,wed tejlIllarion as a compe1lmt and 
caring service pIOVider and llII innovative .... ployer. Such. 
reputation will make SSA • m"", aur.u:tive organization for which Ul 
wnrk and guar.IIIIee US that. as SSA ....... the 21st cenrury, we will 
bave a sIcilIed and dcdicatcd wodtf= 10 do the job befo", us. 

FAClLITIES AND ORGANlZATION 

Durins the 1990s, we expect Ul r=nfigurc: the Agency Ul match 
changing service n<:OOlls in an of our major busioess proccs$OS. 

The basic SII1ICtU1:e of regional offices is expecte<I Ul remain angned 
with tile DHHS "'gional lIIIUCtUJ'e. Our community-based field office 
structure will renect tile service needs of local populations and will 
llII1ge from full-service to limited-service based on community­
specific n<:OOlls. WIlen other scIVice agencies or personnel an: 
coDocalCd with SSA. the size or configuration of the community 
offices whete they are stationed may need to change. WIlen Agcocy 
employees can cooduct business from nearly any location using • 
'laptop compolCr with the capacity Ul dial up SSA's aysICms directly. 
we expect Ul need fewer SSA-operaIed comact stations. 

AD of our faciliries will be affeC1l!d by the diminisbed need for 
SUlring and processing paper!O<:<l!'l!s. Some of OW' larger-sca1e 
facilities may become full·service mulri-centers bousing !elepIIDnc 
centers, community offices, trainlog COllIers, and processing a:nters 
with distributed """""" 10 Agcocy fUes. 'lbis consolidation will help 
SSA address the need to provide telepbone·answc:ring services at 
peak limes by using staff wbo perform other work during the non­
peak periods. In addition, tile consolidation will bave tile benefit of 
broadening work experience for employees, creating bene, 
advancement opportunities and anowing SSA 10 obWn 1he operating 
cfUcicacics such larger·scal. facilities provide. 

The inICroonncctivity of SSA workstations is e;q:>ected 10 facilitate 
communications within the Agency. It will JOducc tile heavy How of 
paper and ensure that 1he right people get important information at 
tile right lime. Tntining will also be facilitated by inten:onnectivity. 
Employees will be able to receive instruction in and gain maslCry of 
critical new procedures right at their own wottsratlons. 
Intcn:onnectivity also gives SSA the flexibility to permit employees 
to wort at home under appropriate circumstances. 

" 

QUALITY MANAGEMENT 

As • result of Out commitment 10 the delivery of quality service, we 
will have an organ.izational structure that is more interactive and 
responsive. The Agency expectS to find many solutions to' our 
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to.aglag and opet1Illlg issues Ihrour)llllo use of. team appmach. 
wllicb should mal:c SSA a mote efficient and dedicated ~ 
The tbeme of "do it right Il1o first time" will """"'" that SSA 
carefully exami... and piIols llCW processes and appmaclJes belbre 
P'Wag !110m inIo full opention. reduci.ng problems and Il1o need to 
redo walle iaI«. 

SSA', commilment to fosU:riIIg a parlicipalive management style will 
help us m_ !he creative resources that will undcIpin Il1o 
achievement of our organizational goals and objectives. We ""JlO"I 
all of our management practice.;, iociuding Il1o insIilllrioaalization of 
• unified plalming 11)'- to belp Il1o Agtmi:y minim;... Il1o 
exp<ndltu.n: of adminIstra1ivc funds by CIISW!ng optimal .... of the 
administrative resoun::es available to us. . 

As. ao Agoncy in change. SSA will earefu1ly undcnake • process of 
_vo change management. PlanlIing for the impacts of change 
will be • centnII element of Il1o Agency's management propam. 

READY FOR THE 21ST CENTURY 

Taken togelhcr, we are confident that Ihese changes will make SSA 
boll> a superior deliverer of service and • positive, cost-clfeclive and 
ccncemed employer. W. face Il1o tutun> believing finnly in Il1o 
direction we have ehart.ed for ourselves. assunod that our employee, 
and !he public we serve will benefit from !he realizalion of oor 
vision as we enter the 21st century. 
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Chapter 5: . The Impact Of The Vision 


Our vision of the fI.U:uIe bas been en:3tt<I for one reason: 10 guide 
us in our quest '" """""'pliSli the mission of the Agency. The 
_ of the vision repmsent !bose oon-legislative c:hangos we 
believe will move us IOwan! acbieving our service goals and 
o1!jec:tivcs while at the same time rcl1ecling the =ilmenlS we 
have made as an Agency and optimizing our US<: of limited human 
.and financial resouroes. We have chosen ID pomay the impacts of 
the changes in three simple ways 10 underscore bow important it is 
!hat we implement our vision. 

The 11m of these portIllyal:l. included as EShlbit 1. Showa how the 
various elemen1s of the vision have an impact on the Agency's 
service-<lelivety goals. Il dren Shows the .clministnlDve or 
programmatic benefits that will occur when the vision is 
imphaoented. A key 10 understanding the presentation is to 
recognize Ihat benefits will not necessarily accrue from the vision 
clements on • one""lHlDC basis. Wbile some elements could he 
implemented in a stand~a1one mode.. the vision is really a '"whole 
cloth" woven of the Individual elements. and \he comrilimion of any 
single item does not fully depict the total hencfn !hat will occur 
from complete implementalimt 

The second poruoyai is • vety higb-Ievel view of how imphanenting 
the vision couJd affect the number of imman resoun.es we will need 
to process the workloads in our various components. To illustrate 
this effea. we estimated the numher of people !hat would he 
required in each compoocnt In the year 2005 10 process our 
predicted workloads using the tools and processes of today and 
providing today" level of service to the public. Thea. we analyzed 
the vision to identify the major elements of change and "walked 
Ihrougb" the processing of each of Qur major workloads to estimate 
how each change element would affect how worle is performad in 
each of our major job categories. Wlule we were unable to attribute 
specific worleyear changes to specific parts of the vision. we were 
able to decide whether a component would likely be larger or 
smaller under the vision of the future than it would be in a. future 
without the vision. The results of this analysis are shown in 
Exhibit Z. 

As this exhibit shows. implementing the vision will require that we 
concentrate a gIUteT proponion of our workers in those ateU where 
contact with the public is the prime mode of doing business-the 
community-based office and the teleseIVice center. Community~ 
office staff will spend more of their time worklng with poople who 
require an increased level of attention. particularly disability 
applicants and beneficiaries whom we are assisting 10 Jetum to wort, 
Our effoltS to react to !he public's preference of conducting their 
business with SSA by phone are expeeted to result in an increased 
proportion of wort being done in the teleservice centers. On the 
other hand. processing efficiencies are expected to pennit slowed 
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JI'OWIb in our oilier -... I'or ",nmple. t=ImologicaI 
llrIprOv<:meIlI and improved disability ~ng suppott should 
roduco JI'OWIb raI($ In !be Office of Hearings and Appeals (OHA). 
In !be ~ cenIeIS• ..". and man: complex case p~ 
will be 1UlIOIruI!ed. mI eIec!mnil: reamls sysn:ms will dnIsticaIIy 
change !be Ioc:ation dcpendeIIcy of IDlIdl of !be WOItIoad. In !be 
CalIr.Il mI Regional ofiiccs, 8"t1lmarioo will impmve prod\lCllvlly, 
allowing us to OOIlSCiously ""aWn growth In !be non-opcraIional 
IIaff CXlUIjIOElI:!l! 

FlIlaIly, !be _ portrayal provides a """"'" view. It .... !be 
vision In modon, so 10 speak; by showing bow !be various clem.,.,. 
of change pictured in it would be applied 10 one of SSA's 
programmatic functions. Because !be disability """"'" UI among !be 
most compla of oW' processes.. we have c:bosen 10 use it as an 
example 10 llIustraIC in Exbibit 3 !be dynamics of.!be vision. 

, 
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EXHIBlT I 

ISSUE SOCIAL SECUIUTY NUMBERS PROPER!. Y 
, , 

VISION S SERVICE GOAJ.. IMPACTS ADMINISTRAT~VEJ 
PROGRAMMATIC BENEmS 

• Mode...... Eo........"" o Incrcase4 SSN Aceurt'1 o Leu Manual Procel$:iq' , ... ,­
5,..... Throup R.fiDed SereeJlin& o Leu RehaudiiDg Due To Edits 

Proc..... o Fewer Reeootaets by Public: 
() .F.ster lssuat1Ct$ 01 Numbers Due to !)clay. ill Issuing 
Q Faster NumbeI' Problem New or Rep1.tocment SSN 

Cor=\i"" Cards 

o Improved and Expanded Data o Faster • At Birth- lssuance o Fewer RecotItacts by Public 
Exelulup with Sta{c$ and Process Due CO De1Iys in I~g 
F"'nl Agencies , I New SSN CIrd.s 

MAINTAIN EARNINGS RECORl>S PROPERLY 

-VISION ELEMENTS SERVlCE • IMPACTS ADMINISTRATIVEI 
PROGRAMMATIC BENEFITS 
o J..eu Meual ~ 
o Less Rehandling Due to £dits 
o ReduCed PaperlMic:rofilm 

Handling Pe1'Wll.Del 
o PaperlMjcrofilm Production 

Cost Iledw::tiocs 

o Modernized Ear:niogs System o Faster t More AccllTate 
ElU'ninl' Posting 

() Faster Online: E.ami.n,s 
C¢t'TCGbon 

o Fewer Recontacts by Public 
ReqlleSUog Statw; 

Q Electronic Data ExchJnge o Increased, F&Ster Dati. 
Availability Prom Sources 
Outside 55A 

0' Fewer. Faster Verification 
Aetivities 

o Postage Savings 

o Supply Employers with 
Reporting Tools 

, 

o lnteJljg-!:ol Workstations 

o lntegrat.ed Teiecom Network 

• 

o-Increascd AmoWlts and 
Faster! M~ ACCW'ate 
EArnings Data Available for 
Wage Posting &. Enforcement 

o Better & lncreased Access 
to Databases 

o FasterlMore Accurate Status 
Information 

, ,, 

o Reduecd. Data TRescription 

o Improved lAeIJ Management 
lnform.ation 

o :t.ocal Computation Assistance 
o Office AutOmltiQO: 

o IncreascA Ability lo Ants! 
Other Offices 

o Faster Work Movement 
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PAY lI£NEFITS CORl!.ECTl.Y 

VISION ELEMENTS 

o MOdenDzod Benefi' 
_ing System 

(\ lntelligent Workstations 

(\ lotegrated Telecom Network 

o Electron.ie Rcoords. 

(\ Disability and Appeals 

PrQCCU Reform 


o Representative Payee 

Volunteers 


o Electronic Data Exehangc 

o Expert SystemslDeeision 
Support Systems 

o Multimedia Conferencing 

. 
: 0 	 Quali~ Al:froach 

SERVICE GOAL IMPACTS 

o FJ.slt:rl.More Accurate 
Benefi. Paym.... 

(\ Better & mcnasad AetUt 
10 DlltJbues 

o Spccialiu4 Local E_ 
.Aui$WlCC. 

o FuterlMore Accurate Status 
lnformJ:tion 

10 Immediate Access to File$,. 
for Faster. More Aoounte 
Service 

o Better DocumClltcd Claims 
o F.ster and More Accurate, 

Consistent Decisions 

o A¢(;cptable Performance by 
Payee 

o Increued, Faster Data 
A vailahility From Sour<:es 
Outside SSA 

() More Accurate/Consistent 
Decisions 

o Bett~r Documented Clsims 

,,. o Errors Avoided ' 
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ADMlNlSTRATlVEJ 
PROGRAMMATIC BENEFITS 
o Leu Mao".1 ~g ... 
o Less Reh.ndling of Data<Jidiis 

,
Q 	Improved LacaI Management 

Informatioo 
o Loetl Computation Assistance 
o Office Auromaticm 

0- It.te~ Ability to Assist 
Other Offices 

o Faster Work Movement 

oI.as Data Trms<:ription 
(\ Reduced Folder Handling_.1 
(1 Fewer Publie RecoutaCl$ 
o Po$u;gc Saviap 
o Fues, FortMlPapcr Storage 

Spou Reductioos 
(\ Work Not L.imimd to One 

Physical Location 
(\ Allows Shifting Work to 

Match Resource.; 
(\ PotcDtial Office 

Con$OIidations 

() Fewer PubJic Recontacts 
(\ Fewer Appeals 

'" Misuse of Funds Avoided 

00 Ftwer, Fister Benefit 
Verification Activities 

Q Fewer Consultative 
Examinations 

o PQS1age Savings 

n Savillgs to the Trust Fund 
Through Fewer Overpayments, 

o Fewer Underpayments 	 , 
I, 

a BetterlFastu Tnined Worker$:: .o Avoided T r.vcl 
, 

o Less Work Rcbmdlin2 
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PAY BENEFIlS WHEN DUE 

VISION ELEMENTS 

o Modemizcd Benefit 
Proc.cssing System 

o Intelligent Workstations 

o Integrated Telecom Network 

o Electronic Records 

o Disability and Appeals 
Process Reform 

o Electronic Funds Transfer 

o Electronic Data Exchange 

o Expert SystemsfDecision 
Support Systems 

o Voice-to-Print Tecbnology 

o Multi-media Conferencing 

o Quality Approach 

SERVICE GOAL IMPACTS 

o Fas:terlMore AccWllte 
Benefit Payments 

o Better & IncreaJCd ACCesI 
to Databases 

o Specialized Loc:al Evidence 
Assistance 

o FasterlMorc Accurate Status 
Information 

o Immediate Access to Files 
for Faster, More Accurate 
SeNice 

o Better Documented Claims 
o Faster Ind More Accurate, 

Consistent Decisions 

o Fewer Lost or Stolen Cb~ks 

o Increased, F.ster Data 
Availability From Sources 
Outside SSA 

o F.ster and More Accurate. 
Consistent Dec isioDS 

o Faster Decision Notices 

o Sboru:r Waiting Times for 
Hearings 

o Errors Avoided 

ADMINISTRA TIVEI 
PROGRAMMATIC BENEFIT
o Less Manual Proecssiq,.;:, 
o Less Rehandling of Data Edits 

o Improved J..ocaI Ml.DIgemcnt 
lnformatiOllo 

o Local Computation Assistance 
o Officc Automation 

o Jnercased Ability to Assist 
Other Offices 

o Faster Work Movement 

o Less Dati TranScriptiOD 
o Reduced Folder Handling 

Personnel 
o Fewer Public Recontacts 
o Postage Savinls 
o Files, FormslPapcr Storage 

Space Reductions 
o Work Not Limic.cd to One 

Physical Location 
o Allows Shifting Work to 

Match Resources 
o P~ti.1 Office 

Consolidati .m 

o Fewer Public Recontacts 
o Fewer Appeals 

o More Level Service Demands 
o Less Duplicate P.yment 

o Fewer. Faster Benefit 
Verification Activities 

o Fewer Consultative 
Examinations 

o Postage Savings 

o Savings to Trust Funds 
Through Fewer Overpayments 

o Fewer Underpayments 

o Reduced Clerical Support 

o BetterlFaster Trained Workers 
o Avoided Tl1Ivel 

o Less Work Rehandling 

S 
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PROVIDE PROMPT, COURTEOUS SERVICE 


VISION ELEMENTS 

o Choice of Service Method . 

o Improve Telephone Service 
to Meet Peak. Demand 

o ,-People- Skills Training 

o Portable Computers 

o Situate Community-Based 
Field Offices to Reflect 
Service Needs 

o Aceomodate Special 
Communic.tions Needs 
(e.g., Translation Services) 

o Quality Approach 

o 'Electronic Records 

o Electronic Funds Transfer 

o Modernized Systems 

o Office Habitability 

o Well Trained Workforce 

SERVICE GOAL IMPACTS 

o Better Ac:eess to Agency 

o Decreased Busy Ratca 
o Decreased Telepbone Waiting 

Times 

o More Personal and Courteous 
Service 

. 0 Data Access from ,Remote 
LocatiOns for Betler Outreach 
and OUl-of-office Service 

o Reduced Office Wailing 

Times 


o More Uniform Service 

o More Uniform Service for 
Those with Special Needs 
(e.g., Non-English Speaking 
Clientele) 

o Errors Avoided 

o Immediate Access to Files 

for Faster, More Accurate 

Service 


o Fewer Lost or StoleD Checks 
o Decreased Officcrrclcpbonc 

Waiting Times 

o Fasler Online Access to 

D... 


o Faster Response to Public 

Inquiries 


o Better Public CoDtact 

Conditions 


o Provide Public Correct 

and Prompt Information 


ADMlNISTRATIYEI 

PROGRAMMATIC BENEmS 


o Fewer Rccootlcts by Public 
o Decreased Tclcpbonc 


Connect Time 


o Well-Served Public 

o Fcwer Public Recontacts 

o Improve Employee Morale 
o Improve Efficiency 

o Multiplc Contlcts Avoided 

o Less Work RehI.odling 

o Less Dal.l Transcription 
o Fewer Public Rccontlcts 
o Postage Savings 
o Anows Shifting Work Lo 

Matcb Resources 

o More Level Servicc Demands 

o Less Manual Processing 
o Less Rehandling of nata Edits 

o Improved Employee Morale 

o Fewer PubJjc Rccootlcts 
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lNl'ORM TIlE PUllLlC OF ITS 
IUGlITS AND R£SPONSll!lllTlES 

r 
SERVIC" VUAL IMPACTS AlJMlN.STltAll V'" 

PROORAMMATIC BENEfITS 
I) Greater Partieipatioo Qf 

v.SION WMtN'TS 

o Com:ody P&id Public '.o 0._"" to PotoIltially 
Eligible Public Eligible Peopl. 

,,o Improved Public Awaf'CllC$$o Expmded Socill Re.searcb ,,, 

I 
of SSA Programs 

, 
:0 Leu Need 10 EXplain Noticeso improved Notices for o Moderniu:.d Systems , ,Better Public UnderJl.aDding ,, 

. o w. Noed to ExpWn Mailo IntelliacM. Worbtltions o Better Local ~ 

o BeU:::r ·Polieing· of Non- o Stvinp to Trust Funds 
Through Fewer Overp.tymcnts 

o ElettrtGic Data Exeha.ngt: 
Reportinl 

o Improved Efficiency 
of $SA Programs: Through 
Referral from Other Scrvieu 

o Colloe:ated Services o Improved hblie Awan:nus 

o Improved R.re"",1 or 55A 
Clients to Other ServicC$ 

o Well Trained Workforce o Provide Accurate, Clc.r D Fewet Recontacts by Publie.' ,,ExplanJ;u01U; , 

I ENSURE INTEGRITY OF PAYMENTS AND RECORDSL._____ 

VlSION.El.EMENTS 

: 0 Quality Approacb 

~o Backup and Recovery 
, 
, 

10 lmptove Ovcrpayment! 
I Uadetpllymeot Detection! 
: Resolution. , 

SERVICE GOAL IMPA S 

o Mcm A~untc Benefit 
PaynteDI$ 

o Safer Records and Sys.teml 
iII the Event of .. Diuster 

o Accurate Trust Fund/General 
Fw:r.d OuUays. 

hUMlh1STRATIVJ" 
PROORAMMA TIC BE!.'EFITS 
o Fewer Underpayments and 

Ovorpaymeots 

o Fewer Underpayments .aDd 
OyerpaymenU 

(I Less Work Rehandling 

(I Avoided Costs in Event 
ot Diuster 

o Correctly Paid Public 
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EXHIBIT 2 

VISION SERVICE PICTURE 2005 

Communlty·Qased
Field OIfWi~>--__ Central Officel, 

",,~ >''''~ egional Offices 
..... ~'-"", 

Disability
termination 

vices 

Office Autornl1.tion 

Decision Support 
Sof/ware 

t, 
ElectronicM,

> Folders, MademDistributedTeleser,vlce SoftwareProcessing 
Cen~:!:::::- El<!;tronic

Data 
du"""ed, , Inierohange

Te~COmmJ.l,mcatlOIl
etwork I nielligent 

(FTS 2000) Work stations 

lEGl::ND 
The ASP vision would result in 8 creater proJ)ortion [,,"''',[ Status Quo 2005
of work being performed in field offices and TSCs 
in 2005 and a reduced proportIon of work being performed I IVision 2005 
in other locations in 2005. 
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EXHIBIT 3 
'. 

TIlE DISABILITY PROCESS UNDER VISION 2005 

Following is • _prion of tile disabilhy process as it would be earned 0lIl ...,... tile visjCll 

of tile fulurc in The Social %9II!!X SlnItegic Plan; A F!l\!!!!W!)rj fl[ tile Fuwte· 

SSA could be'!nuodueed 10 111 applicant for disability beMfiu in • 1lIIDlbc:r of dlfferetII ways. 
. The applicant might choose 10 visit our community-based field olli.., might be referred from 

an agency collocated with our of!i<C, or might be approaclled by III on an oun.ach visiL III 
!his walkthrough of tile disabili1Y process of tile futun!. our h~ca1 appli..... chooses 10 
use !be Iclepbono and _ oontact wIIh SSA's Ideservil:e """"r (l'SC). 

The <:all is automatically routed '" !be first available TSC _Narlve, III taking tile . 
applicant's claim, !he rcpn:se!IUIlve uses an inIeIIigent works1atioo 10 ac<:esS decisl ..... suppoR 
software, The softw"", guidea the representative theough a set of questions and answers that 
""",ri..,.. has shown '" be tile most useful in helping initillJe • disabilhy claim. Among 0Iber 
things, !he softw"", will beIp SSA ascenain wbether the appIi..... nc:ods additional assiSllUlaO II> 
provid" us with all of !he infunnation we need 10 complett:ly process !he claim. The 
repn:sc:ntative _ an dearonic file for the appIicam; il c:ontains informaIIoo from !he 
~ CO!WIcI as well as infomw:Ioo about the appIi....... ...".",. n:conI and any prior daim 
IJeIsbe may he.. _ The TSC repn:sc:ntative schedules aD inU:Jvicw betwoeo the applicant 
and • cIaim.s rcpn:se!IUIl.. in • community-based field ollie<. This inteJview may be bold 
either face_face or ...r the tclephone, depending on the applicant'. condition and po!'SOllaI 
preference. It will be held ... time and plaoe COll1Ienielll II> the applicant. During !his initial 
tclepI!on< comaa. SSA will inform the applicant of wIw documenution and nther information 
must be provided 10 us at the time of the interview, 

As !he repn:sc:ntative is establishing tile iiIe. SSA', integmled wo_ comrol sysI<:m is 
activ8ling !he first of many wortload control and management infonnation annowions 
..gan!ing this appIicaru. This information will oot ooly help II> eJ1S\IIe the crmtinued timely 
processing of !he claim, but also will provide information 10 assist in managing the overall 
SSA prognun. 

The fiel<k>lIice represenlative who condueU the interview will be specially !nIined as a 
disability specialist and will possess intelpCrsbnaI skills that are important 10 successfully 
serving the applicant. The interview, whether by phone or in pelliOD, will be guided by !he 
decision-SUppeR software and expert systems resident on the disability specialist's _lion. 
Decision~support software can assist the interviewer in deciding whed1ct this case meets 1he 
criteria for emergency payments. employment assist.aJ:x:;e. seleaion of a rcpresenwive payee or 
expeditJ:<! developmell1 of other llOIl-disability issues, The specialist in !he field office may 
refer !he applicw 10 • coIIoe8led service provider during the vlsiL The I<SlJlts of the 
interview will be <II1<r<d into !he applicw's elecuunic liIe using !he appropriate tecl1oology, 
and !he specialist will begin the process to collect the "medical ovide"'" of record" from the 
soun:es of medical treaonelll provided by tile applicant. The applicant', claim is now ready to 
be handled at !he DDS . 

As soon as !he applicant's file is cre8led or upd8led at the field ollice, it is avallable 
eleClronically 10 the S.... DDS 10 use in making the disability decision. Immedi8lely-avallable 
infonnation in concen wi'" decision-support softwsre can help the examiner determine eady 
what path must be taken 10 reach the best decision. . For example, a review of !he file might 
indicate !hat !he adjudicative process would benefit from !be examiner', talking directly with 
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Ibe appileant abou1 bis,bcr COIldiuon. In Ibal case. Ibe IicllI offi", oouI4 oct up I tolcpbone or 
video-CImfercnc _ Ibe clalmam and the DDS ""amlner. M _ ...mple•• nMew 
of Ibe available medical evid= or tteannent-source information in Ibe m. may akIt Ibe DDS 
""...iner IOIbe need 10 ordI:r a \".IlIISIllIativc examination for !he appIicani ri&bI away. Once 
Ibe dedsion-suppcrt software bolps Ibe •••miner througb Ibe noc:essary case de.elopmer>llllqlS. 
It will also provide expen ~ guidance in adjllCli<:ating !he case by walIcinB Ibe ..aminer 
tIIrough Ibe Io,gjc of Ibe ~ evaluation process. 

Tbe ability to I<qucst 8Dd m:oi.. data c1cctmnically ftmn vailous bospitaIs. tx>IlSUltanlS and 
oIber t:rcaIing SOUIt:C$, in combinaIlon with om... automation sopport in Ibe DDS. will _ 

DDS exami""", In ""alning medical information in • limeIy fashion. Workload control . 

~ will be used 10 bell' offices evaluate and prlorili:to their woltloads 10 be sure Ibal 

"""'" .... JIIUC'OSIII'd effectively 8Ild e!!ioientIy. . 


If Ibe appUcam is found 10 be disabled (at any stage of Ibe adju4icative 1""""11). Ibe woddoad . 

c;ontrol software will move Ibe case to the next stage of proawll!8. If Ibe next stage is . 

merely. to Initiate paymcm of the previously documented payment amount. this action will be . 

_ automatically. and, at the proper time. the beoeficiary's payment will be deposilCd 

dinoctIy inIo hill bank aa:ount (if requ<sted) or a check will be sen! to Ibe beneficiary or 

com:ct ~Y. payee. If SSA needs 10 do additional wotl: (either" Ibe oommunlty 

office or at Ibe ~=r) before payment Is made. Ibe wotl:load control software will 

"""'dule cases requirin& immediate payment far completion fll'Sl and will queue those with 

fuwrc payment dates aPPlDptllUdy. Tbe lidd office or ~ _ will have !he 

eIe<:tronic m. immcdiatcly available and will be able 10 taJo. advantage of autt>maIcd local 

InleIligeuce 10 compl... any deveJopment on evidence requiremerus. Electronic data exchanges 

willi other benefit-paying agencies will assist SSA in compating the com:a benefit amount. 


If !he applicant is denied " the DDS I ...i and ~ the declsioD to Ibe OHA. Ibe WorIdoad 

c;ontrol ~ c.m immediately transfer the electronic file to OHA. AnalystS~. OHA will 

nMCW Ibe eIe<:tronic record. I<qucst additional evidence as nec....ry 8Dd set • bearing date. 

Office aulOOlation tools 8Ild decision-support sofiw= oparatin& on InleIligent wotl:stations will 

be Iooy in assiSrin& analysllllO develop cases quickly and accuta..ly. Vuicc-IO-prin! technology 

will assIs! OHA in issuing a timely _ce of decision, avoiding • k:n&thY tranSCription 1""""11'. 


In some circumswK:es. SSA will usc multi-media confcrcnclng t<elmiques. Because 1hesc 

t<Clmiques reduce Ibe need for Ibe claiman, and/or the judge ID travel ID a bearing si... lbey 

malo: bearings roon: convenient 10 the public and allow SSA 10 hold hearings mon: quickly 

than otherwise possible while still preserving the f.cc-ID-f.ce nature of the hearing. 


Streamlined processes supported by automation reduce the time between the gathering of the 

Initial evid= and developing the case for appeal, This means that there will be • subslantial 

redUcDOll in the number of consultative examinations Ibal will need to be pureIlased. It also 

means Ibal "cases" passing through the hearings proces, will be substantially the some as they 

were w.hen they wen: processed as initial claims. 


Tbe individual receiving disability benefits may ]a.., malo: con!.act with SSA, either at our 

request or because Ibe applieant, a member of the applicant', family. or the applic.m,', 

representative payee wishes 10 report a change in status, These contacu can be initiat<d by ,

telephone. mail, computer or Visits to the community office. Access to the applicant's 

electronic file will speed up the process of resolving the issue involved, In fact, should the 

SSA disability speciallst need 10 visit the applicant when: h<Jshc live,. the speciaJlst can still 

maintain contaa with the electronic folder and the declslon- lIltpport sy= through • "laptop; 

or oolCbook-sized. computer, 
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__ iDII:graIion of Ibo dala ill SSA', records _ reduce Ibo number of contaas we must 
mab: to addn:ss Ibo individual's neods plOperiy. If it Is DCCC:II:aly to eonducI • CIOIlIinIlIng 
disabilily n:view (CDR) for this beo<lictary, lhe same tools that assisted us ill impmvill& Ibo 
origin;d emillemOlll-<lccision process will move the review tbrougb Ibo CDR pnxess will! Ibo 
same .ffic!eocies. oonsisteDc)' and """"""'Y. In addition. rho eIearonic =onl becomes 
available to _ cbarged _ managemClll. and imtgrily. AI. any poim ill Ibo process. die 
eleclronic """,III caD be n:viewcd by quality assUIam:c and imterlly officials for IimoliDOSl. 

" 	 """"""'Y, and consisteDc)'. Emy f<edba.::\: caD be provided lI! _ and individual 
disability speda1im and eramjJ1:~ 

, 


-, 
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Chapter 6: A TRANSITIONAL VIEW 


\ 

THE FIVE 
PRIORITIES 

Having sot our objectives for ..moe delivery, .drawn our vision of 
SSA's opetlI!icDS of IIle fuIUre. "'!'1 analyzed some of !be impacU of 
!be c:ban&<s !be Aplcy wiD UDdergo. SSA is JUdy 111 begin ,
plalming II> reach our pIs and make our vision • reality•. In tbis 
pWmlng acIlvlty, WI: wiD SOl fOlll! challenging but n:aIlsIic sbotI!:r­
term objectives and develop spedfic proposals 10 meel Ibem. We 
wiD scbcdule and _ resou= needs; prcpm: our ;"mal cost 
and beDolit analyses; idenlify discrete projccls and ~.. 
among projCcts; and develop defensible budge.. that !it In tbe larger 
Dopanmemal andgevemmenta1 """""" It is lime fOl' tbe vlslonary . 
el<menlS of cIwlge '" be validalcd in tbe mo", rigorous envIlOIII1lent 
of nearer-term thinking. and !he specific "how-""," of implementing 
tbe direction must bear out tbe benefits that the direction implies. 

B~ SSA is not • staIlc organization. some of this plaoning has 
alJUdy been done. Major effOrts '" idemlfy and implement needed 
programmatic improvements and automated systems enlwlccments 
alJUdy are underway. A frarnewwl< for !he Future describes tbe 
"""'"" in wl1lcll these efforu must fit and lI!ldersco.... the need for 
inic:gnttion among all the initiatives. 

To help US move more readily into an imensive. Agency"wide, 
imegrated tactical-planning phase. we have identified Out stral<gK: 
priorities and no,; stepS in !he plaordng process. 

Strategic Priorities 

All of tbe clIange. described in A frsmewo", for the fum'" "'" 
important. and we expect 10 pursue all of !hem with energy and 
determination. However. we have identified five major areas-SSA '$ 

stta1egic priorities-on which we intend to focus our change efforts 
because we comider them to be of paramount imponance to our 
future and because. based upon !he disparity between our c.mont 
levels of service and the specific objectives that we established in 
Olapter 3, these are the areas most in need of immediate anerition. 
We an: nol auemptlng to be all~inclusive in the activitics identified 
for each of the strategic: priorities. We recognize that further 
analysis may produce alte~ .pproaclIes 10 acl1levlng tbe desin><! 
improvements in mese priority areas, 

Two of !he priorities ada.... programmatic .........u.e disability 
process and !he appeals process-where we have found that our 
cumnt levels of service are far from where we would like IDem to .; 
be. The thinS involves the public's access to SSA's programs and 
processes, This encompasses: such diverse c:oncems as how long 
claimants must wait to be served in a field office, bow easy it is for 
individuals. to conduct business With us over the telephone, how 
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dose ........ 10 ma.uni$g pro""", panil:Ipa1ioD. IIld how ..a.ni 

empIoym can report earnings. 

'!be fowIh piDrily conccms tho use of cIcaronil: daims folders ill 
p\a<e of paper n:amls. ImplemenwioD of Ibi.s cbange would 
enhana: sii"ificandy our ability 10 r=h our goals in othor priorities. 
W. expect eleCtronic folders 10 !lave • In:m_ impaCI on tho 
way we do \VOrl< .. SSA. wbo does it. wb= "" do II. IIld II _ 
cost we accomplish iL &!ablisbing clec:In:mic daims faldors WDUld 
be • m;Vor ""'P in moving us IOwanI becoming • "paperlcss" ngency. 

'!be fifth prinriIy conccms !be CSlablisbmo:Dl of !be aJOper.Wve 
proc:<:sSIng ~ tbaI will lay !be foundation for all of our 
IUIO!Omeei syswn.s modeJnization effotts and will """'" vinually 
r:vezy aspect of !be wOli: we podonn. 

Below we describe more fully each of our strategic priorities: 
IOgeIbcr with the initiati... tbaI an: desiBDed 10 suppon !hom and 
!be st:l'Vicc objectives !hoy are designed 10 support. 

STRATEGIC PRIORITY 1 - IMPROVE THE DlSABILrtY 
PROCES.S 

This priority includes processing tide n and tido XVI disability 
cases. It is aimed primatily .. rwo aspect> of tho disability 
programs: . I) improving the accuracy and timeliness of tho mcdicaI­
decisionmaking process: and, 2} assiating people with disabilities 10 
return to work. 

I!ilproving timeli= and accuracy in the proc= of making medical 
decisions involves <Ilang.. specific to the disability process and 
improvements in the application of syswn.s and technologies tbaI we 
<<pOd to apply. over time. 10 all of our pmgr.unmatic processing. 
'!be average time required to process an initial disability claim under 
tido n is cum:n!ly 87.6 days, far in e= of the proc=ing time 
required in our stated service objective. Our accuracy raics. while 
bigh. still leave room for importanl improvements. 

In brief. some of the most prominent activities are as follows: 

o Reform the disability determination process 

improve ways to obtJlin mort quickly all appropriale 
information about !he claimant's condition as early as 
possible in the claim. process 

Ellhance the quality of medical evidence obtllined through 
such steps as providing guidance to the medical community 
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PROCESS Use enhanced n::seatdI c:apabiIities to CIlSW'C that 
IMPROVEMENTS disability crll<ria are complele and up-to-daI.e 

Invcs!igall: !he Illilily of • r.c:e-t<>-raa: irueMew prior 10 

making • disability d«:ision 

- SIJ'eaIIiliDe manual procedIm:s ~ work-flow analyses • 
- Enbance!he sIwing of "best pr.ICIi..... I!liong ollices. • 

especially State DDSs 

Improve tbc 'profiling system' 10 increase !he cost­
eff_ of both the initial and tbc c:ontinuin;: disability 
review_ 

o Modernize the disability systems Ihrnugh enhanced IUtomation 

Install decision-support systems. ineIllding e"",,1t systems. Ul 
support accu!lIte. consistent decisinnmaking 

EsCIblish electronic folders 

ENHANCED Use intelligent workstations and an inlegTllll!:d 
AUTOMATION lelerommunica1ions netWork to move and process WOIk 

qulc.ldy at !he app!optinle lueation 

- Fully automate the State DOSs. including p."viding office 
automation tools 

Provide for mobile claims taking (for esample. in nurning 
born.. and IlClghbo!llood locations) 

In.staIl telecommunications and videooonferencing capability 
Ul impmve publiC access Ul and from SSA. the DDSs. and 
other plI!ticiparus in the disability process 

Expand data inlen:hango between SSA and other 
governmental agencies. and increase electronic data gathering 
from private organizations 

EMPLOYMENT 	 The second aspe<:t of lbe strategic priority for disability--assisting 
ASSISTANCE 	 people with disabilities to return to WOrk-will be addressed in part 

through testing a service-dclivery approach called "case 
management." This approach is designed to provide a variety of 
rehabilitation. job placement and employment-support services Ul 
disabiliry beneficiaties. Today. only. very small proportion of 
disability beneficiaries return to wort. While many more 
beneficiaries would prefer to be actively employed than remain on, 
!be disability rolls, adequate me!hods of rehabilitation and good 
placement for these individuals have not materialized. 



• Under ..... JIWlaiC'Dleru; SSA WDIIld provide, ill or IIIroIIgb OW' 
c:ommunity-based field offices or olller spedau ..... point of _ 
flO' disability bencficiaria to 0DSUl'e -= to appropriaIe 
reIlabiJilalion and cmplaymCnl scm..... proD1Ole Ibc .... of 1IIOIi: 
inocnIi... and assist SSA's bc:Dcficiari.. and IbcIr famili.. to rocei.. 
stMccs from all !."..",.. 

In addition. SSA will continue t.o examine and test programmatic 
inocnIivcs to prom"'" omploymen1 of applicarus and beIleficiiui... 

SUPPORT FOR Scver.d _ objec:li... arc dim:U:d spedfically to Ibc disability 
SERVICE . programs. Primarily, Ihe activities we will pursue as pm of !he 
OBJECTIVES _gic priority for disability will help \IS ..,..,. !bat we improve 

!he accuracy of disability pIIymcnlS, make disability decisions and 
pIIymcnIS in • more timely manner and CIlhance pIIymen1 inlegrity 
re1ated to !he disability progrnm.. 

STRATEGIC PRlORITY.2 - IMPROVE '!HE APPEALS PROCESS 

The appeals process is available to claimants and beIleficiaria in 
IitJe D. title XVl and tille xvm (Medicare). Most requests for 
bearings involve disability claims. The appeals process under SSA's 
jurlsdi<:Iion inclutJes 3 Sl<:ps; an administtntive =mitJeration; • 
healing before an AdminiSU1l!ive Law Judge; and review by !he 
Appeals CounciL 

At P=nl. !he appeals process can be cumbetsome and very lime­
consuming. For example, it takes on average 200 to 220 days to 
campl... Ihe hearings process, far In _ of our _ objec:live, ' 
The strategic fOCllS is to improve Ihe timeliness and quality of Ihe 
appeals process-making sure !bat Individuals recelve timely decisions 
and ensuring !bat Ihe best possible decisions are malle. We believe 
!bat autl!mated support of a stn:amlined appe<lls process is !he main 
mechanism by which we can bring about Ihe timeliness and quality 
we desire. nus will be dOn! in such a way that we can conti.nue to 
CIl!iIl.le all appropriale due process sareguanls. As we did for Ibc 
disability programs, we can break the developm<n! of an improved 
appeals process Into two component parts: 

PROCESS a Implement process changes in the hearings and appeals process 
IMPROVEMENTS 

Stteamlin:: the manual processes 

., Improve documentation of evidence and decision justifications 
in hearings cases 

Examine alternatives to the curreru reconsideration process 
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ENHANCED 
AUTOMATION 

EFFECT OF 
DISABILITY 
PROCESS 

SUPPORT FOR 
SERVICE 
OBJECTIVES 

Expand !be process of IIoldir!,g "",.hearings amfercncts 10 
idcmlfy caoes wbere IiID bearing is not """"""Y and 10 
facilitate plepara1lon for !be bearing 

Install d<cision-support S)'II<imS. including expert systmnS. to 
support =. consisr.ent dccisionmaking 

Establish electmnic Iblde.. 

Use intelligeDl __OIlS and an Integrated 
re1ccommunications netWork lD move and process walk 
quicldy at !be _riate Jocation 

Install vldcoconfetendng capability 10 incn:ase tho 
accessibility of administtadv. law judges 10 !be public 

Implement voice.to-priD! _logy III provide a more cost· 
effeedv. way 10 document decisions 

Provide office aulOmadon tools 10 OHA per.;onnel 

- Expand data Interchange between SSA and otller 
governmental agencies. and incn:ase electronic data gathering 
from private 0!gllIliz0Ii0!1S 

Because very nearly all of !be cases that reach !be hearings level an: 
disability cases. a quality disability process will mean that cases will 
.....h this stag. earlier. This will have a positive effect 00 tile 

• volume and lcind of worlc that bearings and appeals stall must 
undertake. This is espeeially true if disability detenninations are 
made quiclciy. documented adequately. and explained 1l10r0ughly. 
Therefore, we view improving tile disability process as a critical 
companion activity to improving !be appeals process. 

Improvements in tile appeaJs process are intended to support tile 
service objectives n:lated to making timely decisions at the 
reconsideration. bearings, and Appeals Council leve1s. They will 
aJse help US achieve full participation in tile programs by eligible 
individuals who wish to participate. provide courteous service 10 the 
public. and carry out our overall program stewardship' responsibilities. 

STRATEGIC PRIORITY 3 ' IMPROVE ACCESS TO SSA 

We have planned enhancemenlS !O our processes 1l1at employ both 
te<:hoological advances and human capabilities to ensure that all of 
!be people we serve find way' of dcaiing with us that are e!feedve. 
efficient. and convenient to them, Despite high rates of overall 
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ENHANCED 
AUTOMATION 

ENHANCED 
NON-AUTOMATED 
SERVICE 

" DELIVERY 
• 

lIIIlsJ'acrion wiIb SSA'J seM.... many people .sdII expcri...,. 
dlt'Iicu.1tits in reaching US by phone Of ()btajning ~ to sec 
us. These difficulties arc particularly oppaR2I1 in lqo. metropolilllll 
areas. 

. . 
1be activities that support Improved aca:ss have been ICpIIIlIIed Imo 
cuegorlcs n:laIing to Ibc dcgnoe of autrnnarion support. However. 
noarir every _logical cn!wta:= goes hand in hand with • 
""....utomalcd cnhan<:cnent that SllppOIIS It. 

o Improve pro<:CSIIf:S with aulOtlUUCd support 

BltpIIld the typeS and amount of won: that can he handled 
over the ICIOphono. providing bcIJu scM<e for those 
mem..... of the public _ prefer using the telephone 

miprovc tcl.cphone service through irttclligcn1 queueing. the 
use of expen sysrems Il> Improve n:sponsc """"""'Y and Ibc 
usc of automalcd scrip'" 

A<:commod3IC special iommunicalions no:cds of Ibc 
population 

Expaod use of automa!cd Il>OIs fm SSA employ... _ 
interact with the public; sud! IS bcIJu appIicalion software 
J)'stems, imcUigcn1 wOItstations. electronic fohIcrs and 
ponable computers 

BsubIlsb the capability for the ",blit Il> imc""" 
electronically with SSA 

Enhance the electronic-fUnds-transfer process 

Reduce the lime to respond to roque:stS reccivcd through the 
enmncration-at-birth process 

Facilitale electronic wage reporting by Improving 
tcleeommunicalions and providing process Il>OIs 

Expand aummalcd data exdlange with other govenunerual 
organizations wl1l1e assuring security and privacy 

Implement mu1ti~media ronferencing 

o Improve "human" capabilities 

By collocating offices and/or personneJ where needed. and 
other efforts. improve access 10 SSA through refeml from 
other service agencies. and improve access for SSA claimants 
10 ",hied programs. especially those supported by !he DHHS 
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Emp/lasize good blu.lp .. ".:mol skills IS ~ IS 1tChnicaI 
compcle1lCe in our cmp~ 

Maintain a stmDg community pn:setlCC. and siluatc 
eommunily-basod am.,.. 10 ..!lea servic:c needs , 
Establish and cnforc:e of!ic:c babitabilllY ".odanls 10 provide , 
• safe, professional ...vironmem in wblcb 10 "",",uet business 

Improve wrillCn communications, including decision notic:cs 
and giber noti.... public infonnati.... and n:plies 10 
con-espon<!ence 

Idcnlify new ways 10 rcacb Out to !hose _ rouId be 
r=iving benefits but are not 

SUPPORT FOR Most of Iheso service-<1elivery CIlhancements also suppon our 
SERVICE progmnmatic priorities-improving tile disabilily and appeals 
OBJECTIVES pmccsscs. 

B= providing adequate means of access to SSA _es our 
capability 10 deliver service in general. Ibese ac1ivities wiD help us 
achieve most of our service Objectives. The most obvious benefits 
wiD be 0_ in Ibe following: 

o 	 Improving responsiveness by tclephone and bY mail 

o 	Establishing comet inllial-payment amoums and ensoring the 
payment accuracy resulting from postentitWneol tl'llIlSaCtions 

o 	 Malting accurare decisions on eligibililY for disability benefits 

o 	 Making benefit payments under all progmns at the earliest 
appropriate pain! 

o Making regular continuing payments as scheduled 

o Improving the timeliness of !he appeals process 

o Reducing waiting time in the community office 

o Posting earnings repollS promptly and aa:u!lIIely 

o Providing couneous service to the public • .. 
o 	 Ensuring public compliance with .reponing requirements 

, 

o 	 Ensuring that information mailed to the public is understandable 
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ENABLING 
TECHNOLOGIES 

· · • 
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o 	 Canying OIl! OUt overall progmm-stewardsblp ~ti.. 

It is obvious !bat bnproving ...,... to SSA is • major _ In our 
strategic pl>n aDd is key ID our developing tile respoDSivc. e1fu:iClll 
DIlJIIlizati<m we envision in tile lillure. 

STRATEGIC PRIORITY 4 - BEGIN TO TURN SSA IN!'Q A 

"PAPERLESS" AGENCY BY ESTABUSHlNO ELECTRONIC 

CLAIMS FOLDERS . 


SSA is an infonnation-intemive agency. Many of our wotlt flows 
aDd procedwes have boon limited over tile )IClIIS by having 10 store. 
access and move: the infotmation lXmtained in paper d.ocw.nem.s;. 
Nowbcn: has this been mon: obvious or I!lOJO critical !han In our 
programmatic processing. ~ tile paper claims folder beg"" as oor 
most imponant infomuition ~ but now bas becmne the "curse" of 
tile DIlJIIlization. At pn:scnt.we require borween 1.0 wi 1.5 million 
squan: feet of space 10 bouse OW' folders, a ligon: !Ita!, without 
_tic changes, would double by 200S. In addition. significant 
""""""'" are required 10 ...... these ret:on:Is If aDd wItcn tIlcy .." 
Dttded. Over !be years we have boon modcinizing our auromaled 
system. aDd bnprovlng our Ihan bases 10 tile point !bat much of our 
proc<SSIng now can be doue without !be physical claims folder 

. p""""'- But !be fOlder still exists and is Deeded. I'I:I!Iaps our most 
straightforwanl strategic thrust is 10 ellm!..... tile Deed for !be paper 
folder In an of our programmatic proc:easlng. 1be benefits of doing 
$0 Include • _.tic n:ducbDn In !be rcsourc:es requin:d 10 maintain 
tile folders. including space. aDd inc:=sod flexibilily In worldoad 
processing. And !be tools that 5IIppon !be electronic folder also will 
support Increased accumcy aDd n:duced claims and poslC!lIillcmeru 
processing lime. 

Establishing an electronic folder is one of tile keys 10 our 
programmatic priorities discussed above. ~or example. an electronic­
folder environment will permit SSA 10 tW: optimum advamage of 
!be d<:clsIonmaking assistance provided by expert symms. It. in 
rum. Is an application dependent upon !be Agency-wide 
bnplementation of oenain enabling technologies. These inclodc !be 
fOllowing: 

o 	 Instanlng intelligent wotltstations for every employee who will 

process folder-based worlrJoads 


o 	 Building a telcconunwticatiom: network thai inten:::mnectS those 
wotltstations with each other and with central and local electronic 
data stores 

o Implementing advanced office infonnation system. !bat support 
document and image creation. storage, retrieval and dissemination 
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MANAGING 
THE CHANGE 

SUPPORT FOR 
SERVICE 
OBJECTIVES 

o 	_Iinj ~logy socuriIy ~ !O pRlICCt tbc iDlcsrity 
of cIcalImic signalUl1::S 

fuD .... of tbc cIcalImic fulder is dl:pendem also upon IiIlcleIaI 
aa:epIa!lOe of elearoDic facsimiles as willi as Ibeir utility and 
adapoahility for !Iu: COIlI'IS. • 
W. IIOIC rhar our .... of !Iu: ""'" "elearoDic foldet' sbould DO( be 
IIkcn III imply rhar we arc simply putting III existing enlity imo • 
elearonlc fimo and !hal iI> COI!IIIIllS will be !be same In !be futIm: 
as tbcy arc today. To obJain !be full beneflIs of an okamnic fOlder. 
000 of our lUst taW,will be !O condllCl an iIlfonnalion analysis !O 
dewmIno exactly wIIlIIlnfOnnalion is needed and in wIIlII fOnn II 
sbould be SlDrod In onler to opcra1lO our pro"""" c!focIjve1y. In 
Ibis way. we will DO( simply be speeding up tbc .::olIeaio1l and 
S!OngC of IIIlISSive amounts of ~ infimoali... !O clutter our 
data bases insIead of our file cabInoIS. 

Because tbc e1ec\lO!lic fOlder n:pl<SClllS • major cbange to tbc .....y 
we do business. managing !Iu: chango will be • very imponmt part 
of iI> implementation. We expect !O implement !be change 
gradoaIJy. so rhar we can manage tbc change effeaive1y and expend 
"""""= for folder """"emon at a n:asonablc leveL 

Since !Iu: folder is III !Iu: hwt of aU or our program-benefits 
.,.".....,.. improvinB its '""""'"'Y and access will !lave • positive 
impaa 00 • number of our serviee-dellvery objectives. Among !hose 
it will affect direc::tly arc !Iu: following: 

o 	Ensuring the paymem IICCUJ1ICy of postentitlemem transactions 

o 	 Ensuring rhar pos!<Iltitlemen1 actions are processed in • timely 
manncr 

o 	 Making IICCW'IIte decisions on eligibility for disability benefits 

o 	 Making Jimely reconsideration and appeals decisions 

o 	Providing prompt. courteous service to individuals who call, write 
or visit with questions involving their records 

0-	 Carrying out our overall program-srewanlship tespornibilities 

SSA is moving in our vision of !Iu: future to an entirely papeness ...
environment. where administrative. staff, and other programmatic . 
wail: will be supponed by Ille same tools and tcChoologies as Ihose • 
<lescribed above for claims and postentitlemem processing. This is 
very important to our ability to contain oveJhead costs and improve 
productivity throughout the Agency, But bringinj tbc claim. folder 
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BENEFITS; OF 
COOPERATIVE 
PROCESSING 

,., 
IMPLEMENTATION 
ACTIVITIES 

into Ibc _ is flO c:eIl1rII to • modem. _lined ~ _ we 
haw dcsignat<:d It our major pmcess priority for Ibc funml. W. 
expect Ibc bonefilS to long outlast tile ItUt:nsive crrons we will 
n:qulrc to """'""l'lish bringing it about. 

lui a Iargc and C<lIDplcx infOlll!lWOD agency. SSA is aln:ady 
opmIing in an cnvimnment _ WiI:$ • cooperative opmIing mode. 
That is. some of out data 2m.obtaincd and stored 1DcalIy and lOme 
2m oblained and stored ccnttaIly; ",me of our processi"8 is done 
loc3ny and some ccnn.ny. However. most of our local data """"" . 
and proccssi"8 teIaIe:s to Ibc man!!a! processes and ""'Hlllumatod or 
loc:aIIy-<lcvelopcd infoImaIion stores tbaI ........ in componc:nIS tbaI 
2m both geographically and programmatically mm'-billed. Unlil DOW. 

our computer = bave had primarily a ccnttaIlzc<! focus. 
because using a centralized architectuJ'et telying on large '"mainframe" 
computers. was more efficient for SSA. 

Now, with technological advan"," In IlanIwaro, ",ftWaR: and 
telecommunications tbaI can support Ibc "mmibud",,' of systems as 
Iargc as SSA·s. we beUcvc tbaI a cooperative lUChIteCIlII'e can be 
developed tbaI will iiu:rcase our cffcctiv= and efficiency, The 
vision of SSA is to create an aulODllllCd systems cnvimnmClll tbaI 
mirrors and therefore facilil2leS Ibc way we actually """""" our 
wort:. Such an aIct!itecture promises oo_g improvcmenlS in the 
availability and ruiabillty of our systems. SUpporlS our usc of 
eomplex tools such as expert sy$lelllS and imaging. and assists us in 
building into our automatod systems • dependable capabillty for 
backup and recovery. Our inlegraJCd aIct!iteCllll'e will make it easy 
for all users to access all capabilities of the systems. In $bolt, 
"""'blishiog • cooperative """"""ing aIct!iteaure means tbaI we 2m 
actively detennining the optimal mode of processing our automated 
workloads and tbaI we will be consistently utilizing Ibc sy$lelllS 
plattmm tbaI provides the greatest ~vene.. fur Ibc least COst. 

lui with the implementation of all new proeadures and technologies 
(such as the electronlc folders discussed in Strategic Priority 4). we 

. recognize: tha1: the move to a cooperative processing arehitecture will 
preseru a major challenge to both those who must develop it and 
those who must implement its effectS. 

The major aetivities tbaI will be p=ed in cstablislling • 
cooperative aIct!itecture include the follOwing; 

o Perfonn analyses of our major processes to detennine what 
processing mode(s) would be most effeetive 
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SUPPORT FOR 
SERVICE 
OBJECTIVES 

o 	Based 00 FrS 2IlOO capablIllios. dcsiJll and build • 

tdccommunicalions IlelWotk. including locaI-.... nelWOrlcs and an 

cnhatlCt<! wid.-.... nelWOIX. ID ""!'POI! tho processing design 


o 	InstaJI _waR> COmpooonlS. sucIl as inI<lligent worl<.stations 

o 	 Beginning with SSI systems modernization. redesignAJuildlinstall ,programmatic and adminiSlI1ltive software as part oI tho 
arcbitecrure 

o 	 Implemc:m. backup and recovery str.IIegy 

o 	 Develop and imtaIl IICQIriIY Sj'SIemS and pma:dures 

o 	Develop. common user inlerfaoe 

Because SSA relies heavily on our aummated syatelllS 10 deliver 
service to tho public. general improvcmenlS 10 tho systems 
arcbi=.. n:suIt in overall improvementS to servicc. Establishing a 
cooporalivc processing arcbi=re will allow us to reach our 
servicc-delivery objectives more qulckly than we would it we used a 

. non-flexible processing mode. II will ultimately prove critical 10 our 
maimaining an inframucture that is adequate to process the very 
la!!e worldoads we expect when tho baby-boomers come of 
retiremc:m age. 

Next Steps 

With tho identification of our Slnllegic priorities. the Agoocy's 
strategic di=tion is complete. Next, we will face the difficult 
challenges of developing plans and committing ourselves to courses 
of action that will lead directly 10 the achievement of our goals and 
objectives, We must move forward to implement the re5.t of SSA IS 

urtificd planning system-the Planning and Budgeting System 
(PBS)--Ulat will tonn the bridge between the SlraIegic direction set 
fonh in this document and the more immediate considerations of 
budgetS and schedules. 

One SIep that SSA will take 10 implement the PBS is to set iruerim. 
tactical~level service goals and objectives as a way of making clear 

bow we view the relative priority of our objectives during the next 5 

to 1 years. We will develop Agency-level taotical plans that will 
suppan an orderly transition process. These will include plans 10 
implement the five strategic priorities set forth in this document 
They will also include plans for other changes to our business 
processes-major programs and initiatives that VI'ill move us toward 
attaining our service..<Jelivery goals and objeCtives while supporting 
our fundamental Agency goals and reflecting our commitments. 
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W. bell... !bat major prOgtlIIlIII and initlall... must be man.sed 
individually $0 !bat Ibeir inIemal acIlvities .... amdua.d in an 
ordedy fashion and • IOta! "system" improvemCIII can be 
"""""plisb<d. However, we are __ !bat lrue imepalion of 
major plans 81 the Ageru:y level "'lUires 81 an _,' two­
diml!:llSional (and some_ multi-<limensional) approadI 10 
managomelll. Not only must we mm>age initiall_ individually but 
we must also manage their dilfereru = compODCIIIS so !bat we 
..., optimize the use of our resources and bring 10 be8I apeeific 
managemom expertise of the Agoncy _ iI will be of moot value. 
For example. if cn~ auto~ suppon of tho SSI progruu 

, depends 	on purcllasing io1ollige!l! wortstations and improved """"" 
to SSA roll.. 00 • similar pun:hase. sound ~ praclico 
"'lUires !bat we manage the war we acquire tho rosowee just as we 
would manage eacb of the separille initial!ves. We will devdop 
such imegrated resou"", plans as part of tho PBS. 

These tactical·leve! plans will be used to determine !be Agoncy" 
budget 'requiremems. The budg... built early during tho planning 
period will retlect the resources required to devdop new systems and 
prOCOSSCS and test new ways to apply technology 10 Ibe:m as well as 

. tho resoureos required to perfotm the Agency's walk as we curn.uJy 
perform iL These budgets arc expected to emphasize !be <OSIS of 
addressing our strategic priorities. La!er budgets will reflect 
developmental resources as well. but will also begin to reflect !be 
savings that result from our IY!W symms and prowsses and !be 
1'e$(}W"CCS expenditures we will never have to make because we 
implememed!hem. Intangible benefits and benefits to !be poblic, 
though not reflected directly in the budget. will also begin to appear 
as SSA moves ahead in implementing the ASP. 

F'm.ally. we recognize two other ty{:IeS of activities that are key to 
implementing the ASP and that must take place in !be mar tenn. 
One, we must conduct comprehensive process analyses of we_ad­
specific opemrions in order to help us establish !be buseline against 
which the costs and benefits of specific pmcess changes can be 
measured. And two. we must modify our current systems and 
processes or establish new ones tha1 will enable us to oonect the 
management information essential to identifying our eumnt s.ervke 
levels (where we cannol yet do so) and monitoring our progress 
toward meeting the service levels we have set as objectives. 

, 

The ASP, as the keystooe of SSA', unified planrting symm. bas set 
in motion a comprehensive process by which the Agency will 
detennine where we want to go in the long tenn and decide what 
must be done in the shoner term to get there. We are confident that 
the complexities of managing an agency as large and with as far~ 
""",hing impact as SSA win be made less daunting because of the 
directlon the ASP sets for us, 
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