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Chapter 1: Introduction

SOCIAL SECURITY'S
PROGRAMS

Social Security touches the life of nearly every American. We pay
out nearly 300 billion dollars in benefits every year to nearly 45
million people. The mumber of beneficiaries served by the Social
Security Adminismation (8SA) is expected to rise substantially over
the next 25 vears, as citizens over the age of 65 maintain their
position a5 the nation's fastest-growing age group. In addition to
providing direct service to our swrer beneficianies, we maintain the
samings records of slmost 140 million workers. During the decade
of the 1990s and well into the 2ist century, Social Security will -
gontinue to have 2 dmatic #npact on Amernican society. This
impact requires that SSA be, in the future, the responsive and

* effective protector of the public trust that we are today. How ESA

evolves during the coming ysars is of critical impornance 1o all
Americans.

As a key component of the Department of Health and Human
Services {DHHS), SSA administers several vital programs, Under
title II of the Social Security Act, 55A administers three types of
cash Denefit programs. The most familiar of these is the retirement
insurance program, which provides benelits 1w abowt 71% of all title
I Ixneficiaries.  This contributory social insursnce program provides
4 measure of income security o refiring workers and their families,
The other iitle T programs provide benefits 1o survivors of workers
and to disabled workers and their families. The survivors and
disability insurance programs provide benefits 1o the remaining 18%
and 11%, respectively, of title I beneficiaties. Under title XVI of
the Act, SSA administers the Supplemental Security Income (SST)
program.  This program pays benehits, which include federally
administered State supplements, 1o provide a floof of protection 1o
the needy who are age 65 or over or who are blind or disabled,
nchuding children. It provides critical linkage to other assistance
programs, especially Medicaid and food stamps. SSA also provides
significant support for other DHHS programs, particularly the
Medicare program, and has responsibility for accepting and
processing claims for Black Lung benefits,

To date, SSA has issued about 354 million Social Security sumbers
{SSN), 205 million of which are still active, In 1990, SSA issued
9.7 million new and 10 million replacement Social Security cands.
S5A also received and progessed over 270 million eamings repons.
In 1990, SSA processed abowt 4.5 million new Retirement, Survivors
and Disability Insurance (RSDI) claims and 1.4 million new SSI
clalms, We also processed stout 64 million postentitlemem actions
for individuals on the RSDI yolls and an additonal 12 million for
those receiving SSL



THE AGENCY'S
WORKFORCE

COMMITMENT TO
PLANNING

HOW THE PLAN .
IS ORGANIZED

Most of SSA’s services to the public are provided by s workforee of
approximanely 63,000 exuployess (full-time equivalents) through a
aational network of facilities. These physical facilities include some
1,300 field offices, 37 teleservice centers, 10 regional offices, 7
pocessing centers, 4 data operatons centers, 132 hearings offices
and a national headquanters, SSA staff also visit and conduct
business at various off-site Jocations s may be necessary,
Additionally, the disability program depends on the servicss of 34
State Disability Detesmination Services,

SSA's strategic plan reflects our contioning commitment © using a
comprehensive, unifisd planning system to guide the evolution of the
Agency. We know that the future is the product of the actions we
1ake and the decisions we make uxiay. The strategic planning
process at SSA is designed 1o help us conswruct our future by
making the right decisions mxiay. In this plan, we are going beyond
the year 2000 and moving into the first decads of the 21st century.
Qur vision is a composite of what we believe will be put in place
over Sme through the middle of that decade. Thersfore, our
strategic plarming horizon, though not fixed, is about 15 years from

*

The plan documert is structured W mirror the planning process. Cur

st task was 10 look ar expected conditions of the environment in

which our plan would come o fruition: the dmmographic and
economic trends that would predict the makenp of the SSA-served
population; the tschinological innovations that could be exploited 1o

" improve service delivery; the political and social forces that would

determine the lepal basis of pur programs; and the circumstances
both of the govermment as 3 whole and within SSA specifically tha
we expest 1o continue free from change tn the cardy pant of the
century. “A View of Qur Environment™ highlights the
assumpxions we made about the enviromuent of the futuse,

Qur second major task was to clarify the essential purpose of the
organization and identify what muust be attained if we are 1o fulfill
our purpose. "A Framework For Planning® presents ihe maission
statement of the Agency, the ideals and courses of action 1o which
the Agency is philosophically commined and the tevels of service
that the Agency desires to achieve during the plan period.

The results of these activities were then wsed as guidance in
preparing "A Vision of §8A: As We Enter the 215t Century.”
The vision is a cohesive mental image of the way SSA will be
providing service during the first decade of the 21st century, Of
course, nons of us can actually predict the future, In fact, the vision
is not overly process-specific, since the information that would allow
SSA w0 choose among various process altematives cannoi be
developed at this point in the planning cycie. But we ¢an look
what has happened in the past, ook ai what is happening now in'the
world arcund us, look at what we ourstlves are doing and pamt a
useful picture of what we intend to do in the years 0 come. By




THE UNIFIED
PLANNING SYSTEM

presenting this picture, the viston provides the Agency the guidance
mm&w;ﬂmawmafcsﬁmmdgmdirmim ,

The Snal picce of the stramgic plan presents "A Transitional View.”
1t describes SSA's strategic priorities-the major areas in which we
intend to focus our change ¢fforts. It also briefly details the next
mmmwmmmhaduswmmwabmvm
and vision of the future.

MngcNmkuwmomcﬁmzlmmzafﬁnnm'ﬁﬁpimﬁng
sysiem (UPS) that is being established st SSA. As the comerstone
oo which the SSA’s nearer-term plans will be built and the uliimate
basis for SSA's day-to-day operations, the plan will be used as 2
working tool by SSA's employees and will be the yardstick against
which 2ll major SSA-initiatives and sccomplishments will be
compared.,

The material presented in the Agency Strategic Plan (ASP) sets the
tne for the Agency in terms of where we would Iike 10 be &8s we
enter the 215t century; ¥ does not constitule & detailed bluepring for
fulure sctions. The ASP, i effect, frumes the mogt ciitical strawegic
issues in 2 way that Agency management, as well as other executive
and legisiative brarwh authorities, can beser understandd the relative
value of the dircction conemplated in the plan.  In addition, the
ASP commits SSA 1 an ongoing process of change management
and public accountability that can belp us effectively tranclate our
plans intn an sppropriate, defensible budget

The transition process from ASP goals and visions to more specific
plans and budgers will be accomplished through the implesentation
and subsequent institutionalization of the UPS. The UPS will be the
broad umbrella wkder which all planning and budgeting activities will
be conducied in the futare. It will incorporate SSA's strategic
planning process (which 1sd 10 the ¢reation of the ASF) with a new
Pianning and Budgeting Systierma (PBS). The PBS will provide the
process through which Agency-level tactical plans and budgers will
be developed, implementsd and monitored in the future, The PBS
will also provide a necessary bridge between long-range planning at
the straregic level and shorter-ierm operational or component-level
ilgmingthaxwillhemmsarytofxﬁ!y realize the vision of the

P, )



Chapter 2: A View of Our Environment

““““

No organization operaies in a vacuum  Just as esch exists

1o have an impact on the world around i, that world has &
reciprocal impact on the organizations it mutares,  Before sny meal
planning can take place, an organization mmust peer into the fuure
and wy to saticipare what the world in its future will look like. ~
What changes can the Social Security Admindstration (8SA)} foresee
that will affect the way we conduct our business? What kind of
work will need w be done and how much of it will there be © do?
What tools will Ix zveilable 1 assist us and what constraints will
limit pnr options? How will the needs of the people we serve differ
from the nesds of our public today, how will their motivations
differ? The same must be asked abaut our employees: who will be
doing the work of the future and what will their needs be? Without
ancmpting o answer these questions, we risk planming 10 build an
organization that functions correctly only in 2 wosld that does not
exist,

A Changing World

In our first Agency Stmategic Plan {ASP), we looked at our
environment and identifiad the forces and wends that we belisved
would have z significant impact on our services iv the year 2000.
As the basis for the ASP rencwal process, we have reexamined our
premises about our envirorment of the future and have again asked
the guestion, "What will the coming years bring?”

For the most pan, our emphasis has been on the impact of changing
conditions on the Social Sepurity programs and the way we
administer them, Change is a constayt force in Amencan society,
and many of the changes that SSA identified in the ASP three years
8go remain major forces today. Many of the assumptions we made
about their impact have been reinforced by expericnce over the past
three years, Changes thought 10 have only minor implications w
SSA have taken on greater significance, and new tends have
emerged from what were only seeds of change three years ago. The
changing world ground us, as described below, cannot be ignored.

The gends and forecasts discussed in the following pages have been
drawn froon various published and unpublished repons, magazines
ard journals., These include reports by e Deparoment of Health
and Human Services (DHHS), the Census Bureay, the Social Security
Boand of Trustees, the Depaniment of Education, the Monthty Labor
Review and various trend newsleniers.
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A MATURING
POPULATION

DEMOGRAPHIC TRENDS

Innumerable . CLIFE EXPECTANCY AT AGE 65
environment
al factors Years -
promise to
affect the
way that
S8A’s
programs are
Most
apparent are
those trends
indicaring an
M{

or
SSA's MALE FEMALE
services, .
By 2005, there will be 4.8 million more persons who are age 65 and
over than there were in 1990, For those who are 65 years old, life
expectancy will be an additional 15.8 years for men and 197 yeary
for women (8s compared 1 15.2 years and 18.9 years in 1989),
This can be expected to result in 2 significant increase in the number
of beneficiaries and a corresponding increase in the demand for
claims-processing and payment-recond mainienance services,

The growth POPULAT ION OVER AGE 65
i the

number of Miltiions

people ags
65 and over
will oecur
wnevenly
across the
nation and
will be
greatest in
e South
and West,
Increases in
the overall
population
will be
greater in metropolitan areas than in rural areas, This indicates a
continning need for SSA 1o build flexibility imo ouwr organizational
structure o accommexate geographical vanances both in the volume
and mix of the work we must process.

A s et i TS u0n
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INCREASED
CLAIMS FOR
BENEFITS

AMERICAN
HOUSEHOLDS

BENEFIT
STATEMENTS

VULNERABLE
POPULATIONS

INCREASED
DISABILITY

In terms of retiroment claims, the baby-boomers (those bom between
1947 and 1964} will not vet be a factor for SSA in the

1990s. However, current data indicate that a lage portion of, |
applicants for disability benefits. are in the age 50-60 range. As the
baby-boomers will begin reaching their 50s in 1997, an increase in
disability claims can be anticipated. By 2012, when the baby-
boomers begin reaching age 65, SSA can expect 2 rapid rise in
retirement laims, and the ratio of retired to employed people will
begin to increase dramarically,

The number of American bouseholds will incrzase from 25 million
in 1990 w 110 million in the year 2000, while the average number
of persons per household will decrease from 2.7 0 2.5, The
houwsehold will become more highly diversified, with a lower
percentage being married-couple households and a higher percentage
being childless couples, blended families, single-parent households
and psople living alone. The number of SSA recond changes will
incresse,

Starting in FY 1995, SSA is under kegislative mandate to begin
sending personsl eamings and benefit estimate statements (PEBES) 1o
more segments of the working population.  Currentt Jaw requires that,
by 2000, these statements be sent arcwatly, unsolicited, 10 most
workers, Implementation of the PEBES legislation will cause 2
significant workload increase. Additionally, an incmase in the
pumber of workers requesting PEBES muay occur as the baby-
boomers begin financial planning for their retiroment.

ther rends indicale that thers are growing segmenis within the
populanion thar need those SSA services that require more human
imeraction and place greater demands on the time and efforr of SSA
staff. The number of peopie age 65 or over who me living in the

- community and need assisiance due to limitations in activides

necessary for daily living will increase from 4.2 million in 1990 10
5.1 million in 2000. The number of eldedy in nursing homes will
gow from 1.6 million in 1990 to 2 million. The number of
homesess, currently estimated by the Census Bureau o be at least

250,000 people, appears to be growing. For homeless individuals

receiving or eligible 10 receive Social Security or SSI benefits, a lack
of 3 permanent address increases the difficulty of providing bernefits
due to them. With growth in each of these groups, SSA can expect
intreases in the need for representative payees. SSA will nezd 10
mote actively seek appropriate represemtative payees within the
comrmunity and find ways o improve the payee sclection process.

SSA can expect a continuing increase in the number of

disahility claims based on mental fllness. Because menta! illness
claims have historically proven 10 be difficalt w adiudican
accurawely, improved program policy specifications may be needed o



IMMIGRATION
TRENDS

NEED FOR
TECHNQLOGY

uﬁkx&ywmgmmwmm%ﬁmmmm.
mental illness, including menal retardation, is now the largest single
dizgnostic group among SSI disabled recipients and represents &
substantial proportion of Disability Insurance (DI) beneficiaries,
Delivering high-quality service 1o the mentally il population wiil
likely become more time-consuming per recipient, due 10 more
extensive documentation required to establish eligibility, greater

likelihood of representative payec involvement and more facedo-face
contacts with SSA staff,

The number of human immunodeficiency vivus (HIV) cases 5
projecied to triple over the Dext ten years. As & result, a significant
increase in disability claims filed on the basis of various physical
and mental impatnoens associated with HIV can be expected.
Claims for survivors™ benefits can be expected to increase as well,

Net annual immigration is expected to continue at the rater of
550,000 legal immigrants per year and 200,000 other-than-legat
immigrants per year. Iunigrants create sigrificans workloads for
S8A, primarily associated with obtaining new and repiacement Social
Security cards. There will be an increased demand for 85A staff
have the capability to communicaie with persons who do not speak
the English language.

Because we expect Federal budget deficits 10 continue through

the mid-1990s, our available adminigtrative resources are likely 10
grow at a much slower raie than increases in the volume of our
work would warrant.  In that ¢limate, finding ways to reduce
administrative costs becomes more important.  Qur approach o this
situation will be o utilize buman resources in instances where their
talents are irreplaceable and o utilize less-cxpensive automated
mechanisms in other situations.  This means further avtomating those
routine tasks that can be performed more efficiently by cornpaers.
And it means devetoping and integrating systems that will enable our
cempioyees to perform more efficiently, eliminate duplication of ¢ffort
and reduce labor-intensive paper processes, -

Reflected in the foBowing graphs are acwuarial projections of SSA's
initial-claims workloads and emitled heneficiaries, which were
developed based on statistical analyses of these and other
demographic trends, We estimate that the Agency wial workload
will increase by approximately 26 percent from 1990 to 2008
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RAPID CHANGE

BENEFICIARY AND CLAIMS PROJECTIONS
PERCENT CHANGE FISCAL YEAR 2005
OVER FISCAL YEAR 1990

RSI DI  SSIB&D  SSI AGED

CLAIMS + 7% +45% +H1% +38%
BENEFIC[ARIES +16% +50% +57% +24%
TECHNOLOGICAL TRENDS

The rate of information-related technological change experienced
from 1970 to 1990 will continue, if not accelerate. Many of the
new technologies now just emerging in the marketplace will have
matured and become mainstream during the 1990s. These include
optical storage, expert systems, speech technology and machine-
language-translation applications.

Optical storage will augment magnetic storage devices in many areas
and provide the capability to store massive amounts of data. For
example, depending on how this technology were implemented, we
can envision that the 5.5 million paper claims files stored at SSA’s
Wilkes-Barre record-storage facility might be housed in a space the
size of a single file cabinet. The Agency’s program operations
instructions, & series of mamals with over 40,000 pages, could be
stored, with update capabilities, on a single 5™ optical disk.

Use of expernt systems in business and govemment will continue to
expand. Expert systems are programs thal caprure in a computer the
knowledge of experts in a specific subject Expert systems and other
decision-support systems would increase consistency in 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 technology (speech synthesis and speech recognition) offers
numerous opportunities for SSA in the near future. For example, it
could potentially be used for assisting visually-impaired employees or
improving security in access to buildings, equipment or data.

Machine-language-transiation applications, software that assists the
user 10 translate from a source language to 2 target language, will
continue to expand and improve in quality. Computer-assisted
document translation (e.g., Spanish to English) will become
commonplace. Today, SSA manually translates approximately 40,000
documents annually, with Spanish translation making up the largest
amount of this work.



INCREASED
TELECOMMUNI-
CATIONS CAPACITY

HOME COMPUTER
LINKS

A SHRINKING
LABOR FORCE

SSA ATTRITION

Also in the near futyre, the installed base of fiber-optic cable will
increase tremendously the toal avallable selecommunications capacity
(handwidih), This expansion of capacity can be expected m make
telecommunications more affordable and, as & result, increase the
electronic exchange of data both within and awmong institations. The
availability of low-cost bandwidth would make it possible for 8SA to
design and implement an information architecoure that supports
bandwidth-iniensive gpplications, such a8 image processing (for the
collection, storage and display of documents sach as medical
evidence) and multi-media (voice, video, data) conferencing.

The large meny of hardware and soRware wchnologies from which
SSA will be able 10 choose o build our information systems
architecture will present a major challenge. That challenge will be
to select the best combination of handware and soflware components
that will meet the information systems requiremenis of the Agency af
an optimum Cost.

There will be an expanding SSA cliemtele that is computer

Hiterate, SSA’s service-delivery mechanisms may need to include the
capability for direct computer link by those individuals who prefer 1o
4o busingss this way.

WORKFORCE TRENDS

A pumber of trends MEDIAN AGE OF POPLLAT ION
indicate that
significant changes
will ocour

in the workforee

ang the job market
over the next

decade. While te
age 18.24

population will drop
from 27.1 million in
1990 1 25.9 million
by 2000, the median .
age of the

population will
increase from 33 years in 1990 10 37.8 years in 2005. Growth in
the labor force is estimaied o fali from an annual rate of 1.6 percent
In the 1980s 10 0.9 percent in the 1990s. The labor force
patticipation ratz of women will ¢limb, while the raie for men 55
64 years of age will continue its downward slide,

IEE LR LR ERAK

SSA faces a potzntially significant loss of employeces due 10
refirement,  Our employee population has remained relatively stable
over the last 20 years. Because of that, we are at a point where 2
large percentage of our staff will become eligible for retirement
during the next 15 years, Thus, the number of individuals retiring

10



THE FUTURE
WORKFORCE

INCREASED
OPPORTUNITIES

betwern now and POTEMT I, RET (REMENT LDSSES
2003 &5 Likely w0
increase

dramatically, Fully
75 percent of our
cuent supervisory
gaff md over 30
percent of our
current professional
staff will be eligibie
to retire by the year
ocour during 8
periad when the aBereE G iRt Ive Lommes From
availability of their Freca: veor 1980 Staff ing Lave:

kind of expertise

will be 2 critical

factor in cur ensuring the soccessful implementation of new
workloads, processes, procedures and technologies. The graph above
provides same data on the number of employees eligible w retire.
However, this pictute represents a conservative view of the overall
losses that SSA could suffer, since it relates 1o only one form of
attrition--fetimemens,  Other forms of aunntion (for example, losses 10
other agencies and resignations) are more difficult 1o project but are
expecied to represent an additional significant loss that we must
consider in our human resources planning.

The changing composition of the workforee, coupled with a
shrinking pool of pew labor, will present challenges as well as
opportunities & S5A. For example, SSA can expect o face
increasing compelition W refain experienced or specialized employess
and w0 reonull well-qualified new employees. To compete
successfully in the labor market, we may need 1o implement more
flexible personmel practices and expand employes services ©
accommodare the changing priorities and needs of those highly
productive workers we wish to keep or atiract. Day-care and elder-
care services, &8 well as such practces as job sharng, might necd o
expand in order for SSA t© retain those employees who cannot work
full-time or attract retiress who might prefer o work panime,

Thouss e

With fewer workers available for eny-level positions, the demand
for older workers will grow, an SSA may increasingly draw our
employees from a wider spectrurs of the labor pool. 8SA will need
to updale the skills of older workers and these -with disabilities 10
respond 1o cmctgmg sechnology and to assist less qualified new
entrants in acquiring the skills needed to performn effectively, SSA
will also need 1o frain our workforce to deal with increasingly wide
differences in the literacy levels of those we serve.

The movement from a goods-producing 1o a2 service-producing
cconomy will continue, with the service-producing sector expected o
increase in size from 67.5 percent inn 1928 w 70.3 pervent in 2000,
The changing nature of the job market over the mext decade,

i
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FACTORS THAT
WiLL NOT
CHANGE

combined with demographic paiterns, will pmvide increased
opportunities for beneficiaries and spplicants with disabilities o re-
enter the workforoe, This will present & opportunity 1 S5A o
encourage and assist those beneficiaries with disabilities who want to

rewum o work. To this end, SSA will likely need to explore and

develop effective ways to actively promote SSA wok incentives and
to provide people with disabilities access to other services ouiside
SSA tha are needed to enable them to retum to work

ritinuing Conditions

Perhaps just as significant 1o S5A's planning cffornt as sur premises
regarding change are the Agency’s assumptions that certain
conditions will continue into the futie as they are today, These
continuing conditions have a significant impact on Agency planning;
while they may change, we are accepting them as gwms’andusmg
them as Jegitimate boundary-setting anributes.  These conditions are
reflected in the following planming sssumptions:

" o SSA will remain an imegral component of the Deparoment of

Health and Human Services.

¢ SSA will continue our curres role in the administration of
Medicare and Medicaid programs.

© There will be no new major program lzgisiation: as a result,
S5A’s Jegal basis and programs will semiain relatively wchanged.

0 Trust fund investmert policies will remain unchz-ged
¢ Less than 2 perceat of total SSA outlays will be for

administrative purposes; more than 9§ percent will be expended
on ben=fit payments vy for other payments mandated by law,

¢ S3A’s administziive budget will remain constrained, bat
additdonal badget resoures may be available for special needs
and initiatives.

© S5SA will continue w0 operale in partnership with the State
Disability Dewermination Services to administer the dnsab;iity

programs.
0 SSA will comtinue 1 administer and overses the administrative
gppeals process,

o SSA will continue to have 2 network of community-based ﬁclﬁ
offices w meet the continuing demand for a wide range of
integrated human services.

© SS5A’s major processing workloads will be supported in an online

systems eavironment where service requircments identify such o
nesd,

12




MEETING THE CHALLENGES OF CHANGE

Having identified those elements of change that we expect 10 have

an impact on SSA's future, as well ax those conditions we expect ©
remgin constant, SSA reeognizes the necessity to plan for the future,
The following chapiers of this strategic plan set forth the Agency's

response o this challenge.

13



Chapter 3: A Framework For Planning

-

Once wn organization has formed 8 reasonable image of the world it
expects in the fowwre, the real task of planning teging, Al the
strategic level, such planning does not consist of idendfying specific
projects with schedules and budgets a5 i does at Jower planning
levels. Rather, it involves both establiching the framework in which
such detailed planning will ke place and creating a vision to
provide direction to the Agency.

The fmmework creates, in effect, the boundaries within which our
plans will be constructed. Like the framework of a building-its
foundation and its supports—~the planning framework defines what the
organization is intended to do, establishes the levels at which # is
expected w function and identifies the basic principles on which it is

built.
ELEMENTS OF The plarming framework consists of fmzr distinct but intimatety
THE PLANNING related pasts:

FRAMEWORK
© The mission of the Agency, which broadly defines the Social
Security Administration’s (8SA) role and purpose.

o The Agency’s gozls and objectives, which provide 8 working
statzmnent of $SA’s intemnal and exteml operating philosophy for
the 1990s and beyond.

¢ The commitiments of the Agency, which complement the goals
and obiectives by describing some of the most important
characteristics of SSA’s operating environmment and further
clarifying our organizational philosophy,

o The service-delivery goals and objectives, which preciscly define
"service™ and provide 8 measure of the level of service we wish
10 provide to the public.

The componenis of the framework are established in the context of
the environmental conditions we have anicipated in the future, e
legal requirements of the Social Security Act and other relevant
legislation and the history and tradition of the Agency iself. A
stong, clear planning famework is critical if we wish o move in
concert o the 21st century. Knowing what the organization is
inrended 10 do, the levels at which it is expected o function and the
basic principles on which it is built keeps us moving in the same
direction wward the same end and ensures that the courses of action
we choose work together 10 optimize our snergy,

14
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OUR MISSION

OUR FUNDAMENTAL
GOALS AND
OBJECTIVES

GOAL 1

s

The Mission of the Agen

We expect SSA o be administering the same programs as we enter
the 21st centwry that we do today, While we expect legislative xod
judicial modifications and incremental adjustments, we cannot
anticipate or plan for the passage of kegislation of 8 magnitude that
would substantively alter the business functions of the Ageny.

The assumption that our basic business functions will remain
selatively stable leads us to conclude that our mission: will, likewise,
chunge little, The mission of the Agency can be stated simply as
folliows:

The smizsion of the Social Security Administration i
to administer nutional Social Securlty progroms ax
preseribed by legislation, in an equiiable, cffective,
efficient and caring manner,

The Agency's Goals snd Oblectives

While the mission siatement broadly defines S5A°s mole and purpose,
Agency-level goals and objectives delintate the results we expect
to accomplish in the fiflllment of ovr mission, The Aguxy has
three broad, Rindamental gozis  These goals, wgether with their
supporting objectives, provide the basic framework within which the
Agency operates. They provide 8 working statlement of S5A%s
operating and service-delivery philosophy for the 1990s and beyond.

The Agency's goais and objestives foliow;

To serve the public with compassion, couriesy, consideration,
efficiency and accuracy.

Obiectives
¢ Pay benefits prompily and accuraely.

o Make dealing with SSA as easy and convenient as possibie by
providing options for service delivery.

0 Assure that those who need or desire personal, face-o-face
service have ready access 10 that service.

o Promoie faimess, equity and responsivencss through all eur
policies, pracrices and decigions,

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

o Employ aggressive puireach activities to make current and

potential beneficiaries fully aware of their rights under all Social
Security programs,
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GOAL 2

GOAL 3

o wmmm“mmmw%ﬁ
.programs and provide for referral to related agencies, services and
yolunteers,

o Use the most efficient methods and techniques i administering
pragrans.

o Hentify and propose ways in which SSA programs can be
improved o serve the American public more effectively.

o Swengihen the Social Security programs’ State/Federal relationship
by emphasizing open communication and shared information.

To protect and maintain the American people’s investment in

the Social Security. Trust Funds and to instill public confidence
in Social Security programs,

Objeetives

o Asswe that the Trust Funds are gvailable for the beneficianies of
the futare,

o Base benefit decisions on sound information along with careful

andd reliable procedures,

o Maintain each person’s recorded eamings accurately and protect
the integrity of all information SSA holds

o Prwvide public information for workers and their families to make
theen aware of their protection under the Social Security programs
and the role of Social Security in their financial future,

To create an environment that ensures 3 highly skilled,

rootivated workforee dedicated to meeting the challenges of

884A's public service mission.

Ohiectives

o Assure that the workforee has the stability, rosoures, comtinuous
leadership, training and modern 100l to do its job in an cfficient,
dedicated and caring way.

o Demonstrate an unwavering commitnent 1o squal opportunity,

& Recopnize and reward emplayee contributions,

o Promowe strong, Iwo-way communication between managers and
other employees.

o Provide a variety of opportunities for career development.
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Ageocy commitments are starements of grganizational philosophy that
help describe some of the most imponant characteristics of the SSA
environment that we envision existing from now into the funure,
e These commitments have been cstablished &2 the strategic level
oy . . becsuse boporing them consistently on an Agency-wide basis is
critical o the accomplishment of our mission

COMMITMENTS TQ THE PUBLIC WE SERVE -

PUBLIC
PARTICIPATION

mmmﬁymmMWMmmw

. assessment of what the public wants and needs.  SS5A will, ms.n
ongoing basis, gather information 0 as © provide the public with
the lovel of service it needs, SSA and the public-taxpayers,
employers, clalmants and bepeficiaries-.share the responsibility for
the accurate payment of benefits, However, SSA will work ©
increase the ease with which the public can discharge its
responsibilities and will establish processes and systems that help
minimize the adverse wnscqumm of inappropriate action by the

PROGRAM o is committed to taking a proactive role in identifying and

IMPROVEMENTS wﬂung for lcggslativc improvements 1o the Social Security
programs.  In our unique position as wustae for the American
public as well as point of contact with the goveament for
millions of individuals every year, SSA is well suited o identify
the effects that various laws have or could bave on the
population. Ik is important that this advantage not be lost by
8SA’s waking # passive approach to legislative planning. While
SSA has not assumed for straegic planning purposes that major
programmatic changes will be forthcoming, we are commitisd
ensuring a8 best we can that the Social Security programs are
responsive fo i needs of the population.  To support this
commitment, 8SA will maintain 2 sgrong capacity 10 undenake
andd support resgarch in the social service arena,

THE HUMAN o o} ing ylotions

TOUCH with the neea fm’ the *hzzmazz n fouch” We need wcmiagy 10
perform our basic functions and 1o enhance service-delivery
methods. However, SSA provides service o people, and we can
ouly provide that servics in 2 caring and compassionate way
through the efforts of people. We expect that a balanced "high-
tech, high-touch” environment will be the environment of choice
well into the 215t century, and we will assure both the public and
SS5A's employees that the "people™ part of SSA’s service will not
take a back szat w0 technology.
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PERSON-TO-PERSON o §

SKILLS

EQUAL : o
- TREATMENT

COMMUNICATION 0

A BALANCED o

PERSPECTIVE

!asfnrtheggbhzmm SSAsgnﬂmWﬂtwﬂm%
compassion, courtesy, consideration, efficiency s scouracy .’
wwmwssgmmwmmﬁgmymmm
technical skills rexuired in his/her position, the most basic and
most valued characteristic of Agency employees will be an ahility
za&momz:msxmdmgamiwnofs&&summ
quality-otiented culture.

*Mﬁmmg&mmmmwxmfm

claimants and beasficiaries of the Retirement and Survivors’
Insurance (RST) program while improving the service levels for
i in the Disability Insurance (D) and Suppiemental
Security Income (SST) programs; we intend o allocate resdurces
in such a way that the long-ienm eifect is the highest-caliber

_service for all of the people we serve.

SSA Is committed to ensuring that the Agency van effectively
communicate with all individuals we serve. This means that we
will ensure that those membess of the public who do not speak
the English language will be.able 0 condugt their business with
SSA. I onder to fulfill this commitment, SSA will snploy
adequate numbers of bilingual or mult-lingual staff and wke other

Steps o ensure appropriste service 0 these populations.

SSA is mmmizwd Io ensuring that the costs and benefits
conside makine Avency decis include

. b@mﬁzswtmmﬁcimandmc%&w In most basinesses, a

critical factor in deciding to take action is the relationship of the
cost 10 the benefit of the acdon being considered. At SSA, we
belisve strongly that the methods by which our goals will be
aceomplished and our principies will be supporied should be
cuxmmmcmscfhnwcffech:axmcﬂmdsmmrﬂmon
o itheir cost

 However, SSA is different from an ordinary business, SSA will

not define "costs” purely in terms of financial resouwrces. Nor
will we Hmit the costs and benefits of 2 particylar action o thase
thal accrue solely o the goverminent. As we deliberate the costs
and berefits of aliernative actions, SSA will give wright w the
costs that the public might ncyr (for example, money, bunden
hours, inconveniencs) and the benefits they might derive (for
example, sense of seourity, savings, convenience) when comparning
them with the more sbvious SSA program and administrative
costs and benefits.
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SERVICE
INTEGRATION

HELP DISABLED
RETURN TO WORK

DETER ABUSE

CONTROL EXPENSES

USE PHROVEN
TECHNOLOGY

mssmmmm mmmw
the programs that SSA offers. szmpm&ﬁiﬁ&wm
comminsd o using our information and referral infrastructure
Wmmmmm::mmm

Wmmmﬁﬁwm&ﬁw
mmruwworkm SSA recognizes that
many recipienss of disability benefits could once again become
galnfully employed if they received the appropriate rebabilitation

_ services and employment assistance. We intend 1o 1251 several

models designed to assist those bencficiaries who wish 1o rejoin
the workforee,

COMMITMENTS TO EFFECTIVE MANAGEMENT AND
STEWARDSHIP

0

frand snd_zbuse. Asammtodimofﬁmpubhcmm%
responsible for protecting the imtegrity of the must funds,
safeguanding the privacy of the individual and maintaining fwe
completencss and accuracy of the information we keep. S3A7s
emphasis in this area will be @© develop sysiems and processes
that minimize the occurrence of wnlawful or unscrupulous acts.
In addition, SSA will establish improved procedures 16 detect
such 013 arge they have ocenmred and 10 rectify as guickly as
possible any adverse consequences they may have had,

SSA is committed to monitoring our administrative expenses
continually, controlling them vigorously and researching process
options regularly to optimize their use. SSA hac a swong
comminnenm 1o prudent spending of taxpayers” funds for 58A%s
shministrative expenses.  In sidition 0 monitoring all
expeoditures, we will regularly conduct research o determine if
other public. or private-sector prganizations have cost-reduction
cx;xﬁm from which we might benefit.

S3A Is rommitted to0 using only "proven” technology, The
dependence of millions of individuals on our core operations
requires the greater stability and reliability that field-proven
techinlogies provide. On the other hand, techrnology must be
current if it is to support both effective and efficient processing.
SSA intends 10 use the most current ehnology that has een
proven in the field, In addition, we will continually test new
technologies and proven technologies in new applications ©
ensure that we keep abmeast of imponant candidates for
implementation & SSA.
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QUALITY o
APPROACH

i %Amﬂm&mﬁy
invalved mmmmmqa{msmmm
comparing the quality against the requirements of the individuals
(both imemal and exiemal) for whom the products are intended -
and Improving the qualily 1© meet those requiremnents. This
approach requires that our leaders and employees be allowed o
cfiect change responsibly. It also requires thal we use both
qualitative and quantitative methods of determining what the
needs of each affected individual are and how well we are
meeting them, In estsblishing such an approach, up-front
mmmmcﬁommymmzmmm

- expenditure earlior than we are used W in the cycie of

improvement initiatives, But we are convinced that the overall
cutcome of our cfforts will measurably increase benefits o both
the government and the public, and we are prepared to expend

- those efforts to produce 3 quality product.

CHANGE o
MANAGEMENT '

S84 s committed to effective change management. Change has
been and will continue 10 be 8 halimark of this Agecy, if not in
the programs, then in the way we cany them out.  SSA
recognizes the need 10 manage change of ail types and at all
levels. This means that we will make major changes in 85A
policies and practices only sfler careful planning and successful
piloting and testing. As far a5 possibie, the impact of planmed
change will be fully communicaed 10 the individuals, either
employees or members of the public, who will be affected by the
change, and all necessary preparation will be completsd before the
change is anempted.

COMMITMENTS TO SSA EMPLOYEES

EMPLOYEE
INPUT

EMPLOYEE ¢
DEVELOPMENT

A is commin using critical input from our emplovees and
their officiallv-recopnized representatives on issues that have an
impact on their individyal and collective well-being,  SSA
recognizes that, in order for the best possible decisions to be
made zbout employess” well-being, including how, when and
where they perfomz their work, the cmplayms themseives must
have the opporunity to express their views on the impact of
those decisions. Consequendy, the views of SSA’s cmp}oyccs
and their represemtatives will be sought,

SSA _is committed 10 Supporting and encouraging employee
training and development at all grade cunpational levels.
S8A’s employess are the single most important resource of the
Agency. SSA will ensure that smployees are properly trained and
provided with suitable opportunities for personal and professional
development during the employees® tenure with SSA. The full
development and wtilization of employees’ knowledge, skills and
abilitics require 2 rededication 1o the determination of individual
training needs, the availability of 2ppropriasie training, retraining
and development programs and the regular ¢valyation of the
effectiveness of these programs.

20

P e )



POSITIVE WORK
ENVIRONMENT

TEAMWORK

gfﬁec habuagl;g fnr cmgamga 8SA mgk?m work in 2 wide
variety of geographical and physical settings nationwide; the
buildings we occupy range in size, age, location and ownership,
The ooly "constant”™ is the Agency’s assurance that employees will
hweaszfcandmpm&c%z:kmmmmmm
conduct SSA business efficiently and professionally, §8A is
especially sensitive 1o correcting adverse bealth and safery
conditions in our facilities when they are identified.  However,
the habitability siandands will also provide that changes in office
environmen: nesded because of a change in policies or processes
(¢.g., the amtomation of mamual systems) are made At the time the

- gther change is implemented.

A is comm fostering 8 participative management style
that emphasizes the importance of human relations in achieving
Eoals. SSA's employees are capable, willing individuals whose
contributions as ittegral members of the SSA community are vital
to the success of their individual eomponents and the Agercy as
& whole. SSA must maximize the contribution of all members of
ihe staff by tapping the creative pasticipation of employees in
detzrmining and achizving component objectives. Through this
act of participation, SSA will asswre the marriage of individual
goals with those of the organization,
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lece-Delivery Goals and Obisctives

SSA has identifisd seven strategic-level service-delivery goals for the
Agency. The goals, together with their supporting objectives, define
the levels of service that we are striving to provide to the American
public. Along with the other pants of the planming framework, the
service-delivery goals and objectives are supported by the various

changes anticipated in the Agency vision {Chapter 431 once we have

the expected program, process and technology changes,

with.the effectiveness and productivity improvements they imply,
SSA will be able o provide the level of service eavisioned in the
&gencySrrztegicmm(ASP} In concers with the changes
anticipated in the vision, the service-delivery goals and objectives
provide guidance 10 the Agency in identifying the specific initatives
we will wish 10 undertake during the planning period.

¥t is very difficult o quantify "good” service; it is especially sa
whent trying o determine challenging but achievable goals for 10
15 vears into the futre, In the pages that follow, we present a set
of goals for service delivery that actually delineate what we consider
"service” in the Agency, The objectives, on the other hand, indicate
the areas of emphasis thal we consider most basic to each of the
goals. But they are not all-inclusive, and we expect that future
mﬁmmnfﬁtmmgmplanwﬁimsnhmmchmg&m

enphasis.

In developing service goals and objectives, there are some basic
precepss that guide bs:

o People shoukd not have to wait for Social Séf:zz:i:y ntumbers—a job
might be at stake.

o We must maintain highly accurate eamings records--otherwise,
benefits can be lost or delayed.

¢ ‘We must make entitlement decisions quickly-people are
depending on us and may be enduring hardships while they wait,

o We must pay people the nght amount--it is what they are dug
under the law, and it may be all manny of them have.

0 We should serve people promptly and with compassion--crowded
waiing rooms and an inability to reach us by telephone can result
in unmet needs,

o We need @ ensure that all who are eligible for benefits are aware
of their eligibility and can 1ake advantage of it if they choosew
gifficulty in this regard ofien affects those most in need.

0 We musl proiect our records from intrusion and profect taxpayer
dotlars—individuals’ privacy and the public’s trust am at stake,
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SSA expects to deliver 2 program that meets the needs of a
changing society, and we want to achicve a high level of public
confidence in the ability of our programs 1o do s0.  Together, these
sims make up our ultimate goal of service to the public.

Bmhﬂwgmlsandobjwmm:swﬁﬁm.mﬁythﬁmmmﬁm
for perfection in our defivery of service 10 the public. This is tue,
However, we recognize that performance at the "100% level” will be
Jdifficul to achieve wnder any circumstance, so we intend o include
mote specificity when we develop the tactical, or shonter-tenn, goals
and objectives thar will mark sitainable nterim progress points. For
exsmpic, for the service-delivery objective that now reads, "Establish
correcs initial payroent amounts, and sssue the payment accuracy of
postentitiement transactions,” & tactical-level objective might be
established o read: "By the year 2000, achieve 99.5 percent dollar
Wanhﬁnﬂuﬁcﬁp&m&mmwmﬂm
payment changes.”

Because the goals and objectives outlined in this section direcily
support the mission of the Agency as well as the broader Agency
goals and objectives, many Agency activitics are already directed
toward scocomplishing them, Indecd, we comtinuously measure
Agency performance related o thess goals and have abundant
information that has allowed us 10 gauge our success in the past &t
ing the service neads of the public, For exampie, while we are
just now developing 8 mgmsure of the dollar accuracy relaied o
postantittement transactions, we have, in the past, measured
compliance with the postersitiement processing procedures,

Nevertheless, we recognize that we do not currently bave in place all
the measurement sysiems we neegd to provide us a full picture of
how successful we are in reaching our goals. SSA had carlior
identificd cerain indicators, such as postentittement payment
acepracy, for which performance measuremend Sysiems are in vanous
stages of development, and we have identified, through the very
process of defining strategic goals and objectives, other indicators of
perfonnance that we must use as 2 basis for measurement, SSA is
commined o developing new measurement systems for any sitaation
where the establishment of current levels of service and moniloring
of progress require us W do 0. One of our nearerm priorites i o
inoplement such systems.

Finally, it is imponant 10 recognize that failure to achieve the goals
and objectives we have established will have real consequences for
our bencficiaries, the trust funds, the Agency, and the public at large.
We attemnpt to provide some insights into these very real
CAMSAGUERTES.
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ISSUE SOCIAL SECURITY NUMBERS PROPERLY

3

SERVICE-DELIVERY GOAL
The Social Security Adminisuaton will establish 3 Social Security number (SSN) for an individual

~when neoded and maintzin the accuracy and integrity of the number,

SUPPORTING SERVICE-DELIVERY OBJIECTIVES

0

Within 24 hours of receiving sppropriar documeniation, be able 1o onally advise any individual
of his/her number; and, issue an original or replacsment cand within 5 days’ of receiving all
Current level of service:

'~ 98% of applicants can be notified of their SSNs within 24 hours.

—  58A issucs Social Security cards to 98% of applicants within 5 days.
Issue SSN cards sccurately,

Current level of service:

-~ 99.8% of all S8Ns are assigned correctly,
Correct SSN problems within 30 days of request.

Carrent kevel of serviee:

-~  The fime required 10 correct SSN problems is not curently measured.

' Wherever the term "days" is used in this section, it refers to “calendar days™ unless otherwise
noted.
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CONSEQUENCES

Izizmmdyimpommtbcpno@zwbomxmwSmm:ymhuormmanyga
what they need and get it prompdy. Incorrect cards and delays in issuing cards cause problems for
both the number holder and 5SA. Delay may result in difficulty in obtaining employment or
needed social services, WIMWmﬁmmﬁn%mmwﬁ?%w
many of whom have employment, tgxpayer, o7 service ys cause 73] or
visit Social Security offices, and all such calls and visits that could have been avoided cost the
Agency resources. mmmz%xmmmmmmwm
mmmcomawiﬁss&mowﬁmamgmmIwmmqummm&ﬂungwamwﬁn
taxpayer of $S00.0067.

Incoirect nambers also co% the Agency resources. For gach 0.1% of emor, 19,700 SSNs would be
incorrectly assigned, requiring & future investment of $1,000,000 1 correet the emors, uxcluding the
work involved in wnsCrambling peopic’s eamings records M:sassimdmmbmalscpmmnw

poterstial for payment Joss or delay. .

Misassigned SSNs are a potergial source of problems well beyond their affects on the number
holders® Sccial Security mconds, since SSNs am used sxiensively by other organizations. SSNs are
used by IRS, the Stuates and the financial community as taxpayer-identification numbers; by States
for motor-vehicle licenses snd registration; by law-enforcement agencies in criminal-records
maintenance; by cmdit agencies for record maintenanee and credit approval; and by a broad range
of public and private benefit programs for personal identification. If the same SSN is incorrecily
assigned 10 two people, tax-returs procesaing and refunds can be delayed; waxes can be assessed o
the wrong individual, one person can be denied a license or falsely amrested because of the second
person’s actions; credit may be denied or coflection action taken against the wrong individual, and
berefits may be denied or reduced under entitlement programs. Ermroncous assignment of a second
SSN w persons who already have one may prevent the mumber holders from being able 10 function
in any of the sbove areas if those programs do not recognize them equally under both SSNs.
Conversely, the number holders may use one SSN 10 hide activity under the othur in onder 1 evade
legal obligations or to establish entitiement 10 something for which they are not otherwise eligible,
In addition, misassigned aumbers ¢an result in failed systems matches, which in twm result in
undetecied overpaymenis or underpayments. These cost the taxpayess money, not only from the
Social Security ust funds bat from other government programs as well,

Significant deiays, misassignment of numbers or fallure 10 correct problems prompily can result in
negative public reaction.  People have thwe right to expect prompt and accurate service from SSA.
If the Agency fails to provide this, jis reputation and that of govemment service in gencral is
farnished,

*Wherevet dollar amounts are presented in this section, they reflect the most current figures
available af the time of publication.
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MAINTAIN EARNINGS RECORDS PROFPERLY

YI&»DWY AL

_ - %ﬁdw'MmmﬁWywmsWWRm
0  Within & months following the close of 2 tax year, post annual wage repons received.

Current level of service:

- T0% of reported camings are posied within 6 months of the end of the tax year.
0 Within 30 days of receipt, resolve camings corrections issues.

Current level of service:

-~ ‘The time required o resolve earnings corrections issues is not presently mcasured,
CONSEQUENCES
The reconds of people’s eamings that SSA mainiine are the basiz for determining the benefits they
will receive later in Tife. Eamings records are used to determine whether o person has sufficient
coverage o qualify for benefits a5 well az what the amount of those benefits should be. Thereforz,
it is critical that those records be acourate, complete and up-to-date,
Becanse keeping these records is such a huge job, even a small percentage of ¢rvor can have an
impact on thousands of people. For cach 0.1% of error, 270,000 eamings itvms would be posted
incorrectly. These errors can resull in

o emitded individuals’ being denied benefits or being paid an incomrect amount.

0 workers' receiving incorrect benefit estmnies.

o the frust funds® not receiving the proper amount of revenues.

0 the Agency's spending approximately $500,000 to correct every 0.1% of wage errons in
addition 10 spending an average of $265 for cach case (o comect camzzzgs pnsu:dwﬁx:
wIOng record,

Delay in processing peopis’s annual mziagsisa)sowsﬁy* For each 1.0% of wage reports not

. posted, 2 million earnings izms would remain unavatlable for use in establishing benefit amounts
both for people claiming benefits and for those requesting benefit astimates,
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If the delay causes SSA 1o take more than 6 months 0 post eamings, our sbility to carry out cur
MWMWMBWW:szﬁMMKMW%Wm
higher and to identify people who are incomrectly receiving benefits—is compromised. ’rim
situations are costly to the peopls involved as well a¢ © the bust funds.

S&Awnﬁmmmwmsﬂmmmmmm If posting delays cause the
eamings  be excluded from review when the reappmisals zre first conducted, each 1.0% of
eamings items excluded means that 2 million camings iems would pot be evaluated for another 7
toonths, This incyeases the costs 1o people and Josses to the tust funds,

Each year, the Agency has to compute the amount of eamings that will be subject to Federal
Insurance Contribotions Act (FICA) taxes the next year. This is dove on the basis of the svenage
wages for the prior year. For each 1.0% of wage reports nol processad by the beginning of the
next fiscal year (October 13, 2 million eamings fiems would be excleded from the computation of
average wuges. Since the computed amount determings the taxable wage base and other program
amounts for the next calendar year, 2 compuiation that is in ermor due W unposted eamings can be
very costly,  For example, a reduction of 1% in processing completeness would generally result in
the following consequences:

© - A 33X undemstatement of the Social Security taxable wage base, causing the Social
Security trust funds o lose $350 million of FICA/Seif Employment Contributions Act
ryenues gnnually,

o A 3120 understatement of the anmual retiremnent-test exempt Amowds, causing beneficiaries
10 lose $60 million in benefits,

0 A reduction in the benefit formula used in computing individual and family benefits,
causing beneficiaries 10 lose $5 million in benefit payments anmeally.

8 A reduction of 0.36% in the calculaied average annnal wage increase, causing beneficiaries

W Jose $8 million in benefits annually due to inaccuraw indexing of their eamings
histories (performed as pan of calculating benefit amounts).
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PAY BENEFITS CORRECTLY .

SERVICE-DELIVERY GOAL : . I
The Social Security Administration will pay benefits cornectly,
SUPPORTING SERVICE '

& MWuﬁnﬂ-ﬁwmmammﬂsmmmymmmmydmm
(Psgmanm

Cumtlevdofmvlm - title X¥:
v mhﬂﬁﬂ-dﬁmsdnﬁzrmymm’is%&%
— mposmmﬁmdcxamwzcymzsmmsmﬁymmm

-  The dollar-accuracy rate for inftial claims and postentitiement combined is not
presently measured,

Cuarrent level of service - title XVI:

-~ The dollar-accuracy rate for initial claims and field-office-processed redetermminations
combined is $6.8%.

- The dollar-accuracy rate for other postentitiement sctions i5 not peesently measured,
o Make aconrate decisions on medical dligibility for disability benefils,
Current level of service:
~  The accuracy rates of disability decisions (combined aliowances and denizls) af the
initial, reconsideration and continuing disability review levels are 54.3%, 92.7% and
96.4%, respectively,
0  Ensure acceptable performance by all representative payees.

Current level of service:

~  The level of unacceptable performance by all representative payess is not presently
measured.  However, 2 recent study of payees other than pammfspousc found 97.9%

of them 10 be performing at an acceptable level.

T The "dollar accuracy™ percentages used in this section represent the amount of dollars correctly
paid throughout the life of 2 claim, not just the accumcy of the initial payment made. The
overpayment and underpayment dollars implied by the accuracy figures ame also for the life of those
clatms. These scruracy rates do not reflect mispayments resulting from incorrect medical decisions,
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CONJEQUENCED

Mzking sure than people get the rigit amount of benefits is one of the most important
responsibilities of the Agency. Wrong amounts, cven small errors, in a person’s monthly benefit
mhvezmmgﬁueﬁmmﬂmmﬁvﬂn&mdmm&zmmmmmn{
millions of dollars.

meﬁlwmnummmmsnwm‘mmmmmmm
payment changes, approximately nzumﬁmmmrmmmuma»mmof
which devolvcmc;ﬂcmmmmﬁwyshom

Abomhwﬁufﬂzdalkrmrmmmpkgwingmmmmcymamm
costing $35 million i unrecovered benefits and $3.8 million (100 workyears) to find and collect
e detectad overpayments.

For each 0.1% of dollar error in Supplemental Security Income (5SI) claims and payment changes,
approximately $100 million in ervor would be introduced, about one-fifth of which would involve

people getting less than they should,

About one-third of the dollar ervor involving people getting more than they should goes undetecied,
costing $25 miltion; and collecting the detected overpayments costs the Agency $5.0 million {over
100 workyears),
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PAY BENEFITS WHEN DUE

M‘m"{}‘

SERVICE-DELIVERY GOAL

The Socisl Security Administration will ensere that decisions about extitiement are made in 2 timely
manner; that paymert of those benefits will be at the carliest point due; and that timely delivery of
payments will continue,

o JInitial RST and $8I-sged payments wili be made ar the carliest point dus or, if Ister, no more .
- than 15 days after filing for benefits, . )

Current Jevel of servive:

~  In RSI cases, the percentage of cases in which payment is made within 15 days of
filing is not presently measured, bot the current average ime from fling to payment
is 17.0 days.

- In SSl-aged cases, $2.6% of payments ae made within 15 days of fling for
benefits; 54.8% are made within 60 days.

o0 Imdal disability claims will- have the disability decision made and initial payment or denial
notice issued a5 follows:

- title I. before the end of the sixth margh afier onset of disability Gitle I or within 60
days of Aling for benefizs, whichever is later,

- itk XVL: within 60 days after filing for benefing®
Current jevel of service:

~  In titde I disability cases, the percentage of cases in which payment is made within
6 months of onset or 60 days of filing is not presently measured, but the current
avetage processing time is 87.6 days. Eighteen percemt of allowed cases are sntitled
during the statutory waiting period.

~  Intde XVI disability cases, 28.7% of paymenis ane made within 60 days, 49.8%
are made within 90 days,

-~ Cumently, SSA receives approximately 2.2 million new disability claims sach year.
SSA takes over 6 months 1o make 2 decision o awand bencfits on over 160,000 of
these claims, and of these, over 120,000 require more than & year for us o make
the initial decision 10 award benefits.

o  Regular continuing payments will be made on the scheduled delivery date, and, if a payment is
not received, a replacement payment will be issued within 72 hours afier an allegation of
nonrecsipt is filed,

‘In the Disability Insurance program under title I1, no benefits can be paid during a S-month
“walting”™ period afier onset of disability, Under title XVI, there is no comparable “waiting”
peried.
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Current level of service:
- 995% of regular continuing payments arg made on the scheduled delivery dates?.

—~ ' In nonreceipt sitaations, payments are replaced in title IT cases in 20 - 28 days; tigde
XV payments are replaced in 3 - 5 days.

© Denied claims will have a decision made and a notice sert within 60 days for reconsideration,
_ Izﬁéaysfnrrmmngs,and%daysiorﬁppealsmﬂmmw.ammﬁhngofz
reconsideration, bearing or review request.

Current level of service:

~  The rumber of reconsideration decisions made within 60 days of filing is not
y measured. The cument average processing time §s 702 days for tde 1
decisions. Title XVI processing time Is not available,

«  The mumber of hearings decisions made within 120 days is not presently measuned;
however, pcmnmgcso{camdmdadmﬁunoﬁmmaﬁmncsmgefmm 1.7% of
cases within 50 days o 93.8% within 400 days.’

- The current average processing timme for hearings decisions in title I cases s 223
days; in dtie XV, it is 216 days.

- The current average processing time for Appeals Council decisions is 238 days.
CONSEQUENCES | |

When people do not get the benefits they deserve at the time they need them, the impact can be
davastating. For 1.4 million of the people awarded RSDI bencfits gach year, the benefit payment
represents mere than 50% of their income. For 600,000 of these people, the benefit represents
more than 0% of their income, For recipients of $51, 2 needs-based program, the impact of delay
is even worse.  For 475000 of the people awarded benefits each year, the benefit represents more
thar 30% of income; and for gver 230,000 of those, it represents more than 90% of income.

Delays often result in the need for "special® handling (.., expedited processing) outside of nommal
workfiows. This requires the Agency (0 spend additional rescurces. To "specially handie” 100,000
cases yearly would add $3 million to the processing costs for these actions.  Moreover, if
substantial numbers of cases have o receive special handling, additional delays would begin 1o be
experienced in gases that do not receive special handling; this has a spiralling effect on processing
and rescurces. And, of course, delays generate inguiries, which would cost the Agency resources 1o
handls. if 10% of new claims are delaved and result in additional inquiries, the additional 587,000
actions would cost over $1.3 million (o process.

Delays when 2 person is appealing an adverse decision can also b devastating. To walt months or
even a year 1 get & decision can be frustrating and debilitating o the people we serve.  Finally,
delays in starting benefits, replacing lost benefits and reaching a final decision can all iead to a loss
of public confidence in the Agency and in govemment service in general.
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PROVIDE PROMPT, COURTEOUS SERYICE

SERVICE.DELIVERY GOAL _

The Social Security Administration will uniformly provide all members of the public with prompe,
resporsive and coureous service.

o Waiting time in & field office will not exceed 15 minutes for people with an appointment nor
30 minutes for those without an appointment.

Current level of service:

- §74% of visiors with appoinanents are seen within 15 minutes.
~  B2.3% of visitors without appointments are seen within 30 minmtes,
~  4.7% of visitors wait more than 60 minutes,

0 Indmdualscaﬂmgttnnanonaltalephoncmmbawﬂlbescmmm%mafﬁwwm}
call. SSA will handle such calls acourately.

Current Jevel of service;

- SSA cumently measures {wo consequences of the accuracy of the information it
provides to the public: inconvenience and payment inaccuracy. The information
SSA provides leads 10 correct payment in 972% of 1otal cases. In 929% of cases,
SSA prevents inconvenienoe to the public resuhing fromn incorrect information

—  Using "enique telephone number” to define "calier,” we have determined that 92.0%
of callers are able 10 access the 800 number system within 24 hours of their first
call.

o | Inquiries or complaints from an individual member of thc public will receive a substantive
. resporse within 15 calendar days of receipt.

Current level of service:

- Inquines processed by the Office of Public Inquities have an average processing
time of 123 days. However, information on processing time in SSA’s processing
centers, ficld offices and the Office of Hearings and Appeals will have 1o be
determined befors an overall Agency response time for public inguiries can be
established.

¢ The public will receive courteous service when dealing with SSA.
Current level of service:
-~ According © the 1990 Client Satisfaction Survey, 85% of the public stated that they

received cournteous service when dealing with SSA.  The highest level reached in
these surveys was 93% in 1988,
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CONSEQUENCES |

SSA handles showt 25 million in-office visitors anneally. I we require 1% of those visites 1 wait
beyond the 30-mioute outer limit, we will have inconvenienced 250,000 members of the public,. If
s field office reception area is full of people waiting for service, the feld pffice staff members feel
increased stress and may not devote the additional time necessary to provide people with » full
understanding of their rights and responsibilities and availability of other support services.

SSA also reccives over 60 million calls annuatly to the national 800 telephone mumber. If only
1.0% of those callers seceive information that Ieads o inaccurate benefit paymonts or other service
failure, 600,000 people would be affected. In addition, for each 1% of individuals who fall
mske phone contact with SSA within 24 hours of their first atempt, 480,000 additional calls or
visits to the field office could result, Every transaction processed during a visit 10 a field office
costs 75% more than if that same transaction were processed pver the phone. ‘

Wnnmwmspmﬁmwthmpubhcmus:a}wmcamm When 85A fails o respond in
a fimely moanner to written public inguiries, the result is often public frustration, requests for
Cmgmsmaalmmsswaandaéﬁmum!mqmmmsm Responding to the current inguiry
workload in the field costs SSA about $21.3 million smmually {over 900 workyears).

Finally, discourticous service damages the reputation of both the Agmcé snd the govermeni in
general. Mboreover, being courteous is the right thing o do.

33


http:wor!cyc.an

INFORM THE PUBLIC OF THEIR RIGHTS AND RESPONSIBILITIES

mmmnmm
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&Awysmgmﬁﬂy&fmdofmmmgmbmmmmmmm
appropriately referred 1o related social service programs.

S
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SER DELIVERY OBJECTIVES

.mmewmmmmmmmmwssawmmmﬂ
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Current Level of Service
~ 8SA does not currently measure the awareness of the public,

Achieve full participation in SSA's programs by members of the eligible public wiv desire 0
participate,

Current Level of Service
«  SSA does not presently measure pamicipation rates,

Make appropriate veferrals o mlaied social service programs o meet the needs of the
individual,

Current Level of Service

«  SSA does not presently measure the incidence or appropriateness of referrals made by alt
of our emplioyees. :

Ensure public compliance with reporting reguirements.
Current Level of Service

-~ We do not currently measure in all of our systems the instances of non-reporning or
incomrect reporting by the public.

Ensure that formation mailed 10 the public is understandable.

Current Level of Service

- Agcording o the 1990 Client Satisfaction Survey, 63% of the individuals who receive mail

from SSA find it easy or vory casy o undenstand,




LONSEQUENCES

The success of the Social Security programs is dependent upon the public's willingness & support
them. Public understanding of the Social Sccurity programs and their importance o society g basic
mmmmwmwm&mmmmmwwm

" Understanding the types of circumstances in which benefits are payable and having a general sense
afbcwﬁtkvdsmvmawnmfcrpaoplemplaafwmnmmﬁnmngmmmm
and income-supplement peeds,

A critical function of SSA is 1o make cvery cffort v see that people are informed of their
cligibility for the Ienefits we administer,  Not knowing that benefits are available can be
devastating to e lives and well-being of the people involved.

For every 1000 individuals who are not receiving RSDI benefits but who are eligibie and would
Bke 0 be receiving such bencfits, there would be $6 million in bensfits mot being paid armually.
For every 1000 individuals who are not receiving SSI payments but who are cligitde and would

like 10 be receiving such benefits, there would be about $2 million in payments nm being made

annwally,

The services potentially available to the population S5A serves come from & wide variety of
sources. SSA has long held that referral 10 benefis from related programs is 2 critical part of the
Agency mission. If SSA dees not refer people appropriately to agencies such as those that provide
emergency assistance, Aid @ Families with Dependent Children, Medicaid and local suppont
services, the personsl consequences can be dire. 'We currently refer about 250,000 people yearly to
agencies that provide emergency assistance.

3SA also has an obligation to make sure that people are aware of their responsibilities o well the
Agency when cenain events occur that could have an impact on their banefits, If SSA s
maitain the integrity of the funds that support our programs and if we are to retain public
confidence, we must ensure compliance with existing statates.  QOver 3500 million in overpayments
and underpayments are cusrently being auributed to repornting failures.

‘i‘im&gumyaisahasamspomhmymexpiamc}caﬁymcacﬁnmﬂmwemkcﬁwzhawanmm
on peopie’s benefits. Each year SSA receives about 3 million written, telephone or in-office

inquirics sbout notices thar involve payment changes. For every 1.0% reduction in these, savings w0
SSA would be over $100,000. Furthermore, some 30,000 fewer members of the public would be
required to ask for assistance 1o understand the action being teken in their case,
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ENSURE INTEGRITY OF PAYMENTS AND RECORDS

SERVI Y GO

mwamﬁgmmwm&msmmmmmumww
programs and safeguand the information on individuals in our records systems.

SUPPORTING SERVICE-DELIVERY OBJECTIVES

&

pande

Carry out overall program stewardship responsibilities to achieve:
0o Accuracy of wust fund outlays for all benefit payments for the RSI program.
Current level of service:

-  Dollar accaracy’ for combined overpayments snd underpayments is 99.6% in the
RSI program.

o0 Accuracy of general fund outlays for 21l benefit payments for the SSI program.
Current level of service:
~  Dellar accuracy for combined overpayments and underpayments is 95.5% when the
nop-medical aspects of 851 cases are reviewed., Dollar accuracy that would reslt
from 3 review of the medical aspects of 8SI cases is not presently measured,
oo Accuracy of trust fund outlays for all benefit payments for the DI program.
Current level of service:
—  5SA does not presently measure the rate of dollar acoumacy in the DI program,

Maintain and regulady review an overall security program that permits no sscurity breaches,

‘Current level of service:

-~ We do not curnrently have 2 comprehensive measure of security breaches,

*The dollar accuracy percentages cited for this service-delivery goal relate to the accuracy of
payment for the entire universe of individuals currently being paid, not just the accuracy of
current claims and postentitlement mransactions. These siewardship numbers should not be
confused with the payment accuracy rates related o the "Pay Benefits Comectly” goal and
objectives discussed on pages 28 and 29, which deal with current transactions only,
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CONSEQUENCES

The Ageocy is charged with ensuring the accuracy of trust fund outlays for all besefits paid under
the various programs we administer, a responsibility known as "stewardship.” Seemingly low error
rates can and do translate into consequences of a financial nantre that further undermine public
trast, :

In the RSI program, for example, we estimate that just 3 0.1% dollar ervor in the total univensie
represenits sbout $220 million in total mispaymente.  About half of all of this emor translates inio
overpaymients while the other half results in underpayments,

mmm%wn&mmmﬁlmmwﬁdmmn44mﬂhonm
mispayments.  About theee-fourths of all nonmedical.umiverse error is overpayment and one-fourth

s wderpayment,

Lastly, cach 0.1% dollar error in the DI universe would represent about $24 million in total dollar
eror, The distribution of enor between overpaymenis and underpayments cannot be estimated until
2 stewardship review is available,

RNeediess o say, S8A's stewardship role is vital 1o the mainenance of public trust and confidence,
It is aise vital in terms of msuring scourate records and payments to our beneficiaries.

As another way of mesting our gosl 1o protect and maintain the American people’s investment in
the Social Security trust funds and insgll public confidence in the Social Security programs, we
consider it necessary 0 secure the information we maimain ahouwt individuals, The misuse or
unlawful disclosure of privileged information violates individual privacy rights and neediessly
subjects the Agency o civil suits.  Moreover, such actions erode the public's confidence in our
ability o maintain secure systoms,

37



Chapter 4:

CHOICE OF
SERVICE
METHOD

TELEPHONE
PREFERENCE

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

‘This section, "A Vision of SSA,” porrays how the organization will
evolve, It provides sn pverview of how our work will be
accomplished, of how we will deal with each other and the public
we serve. I doing so, it suggests the programs, processes and
systems thar will need to be in place for us to accomplish the
service-delivery goals of the Agency and 1o support the philosophy
Ww&mﬁmmﬂwmmmm The vision
does i, however, describe the detailed projects and initiatives that
will be required 1o construct it Those will be determined during
later, Ipwer-level planning stages, and full commimment of resourcas
to any project or initiative will pnly be undertaken after carcful
analyses and engineering have been completed.

in the vision that follows, we dcs;:ribc S5A a3 we believe we oonld
be positioned to serve the public of the future.

SERVICE DELIVERY

As we move imo the 21st century, SSA will structure service-
delivery options that will allow the Agency o meet our established
service-level objectives while permitting people 1o choose the contact
method that meets their needs.  However, SSA expects 1o deliver
service in two primary ways: by wlephone and in person at
community-based field offices.’ In a community-based ficld 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) relaied to improved, coondinated health and social
services for the public.

Both of these fundamental ways of doing business will be modified
and expanded to broaden the 1al service spectrum,  Workload and
service-needs analysis will determine what activities are best handied
by each means of contacting SSA. Technology enhancements will
aliow SSA 1 provide increasingly better and more accorals service
botht by teiephone and personal contact. We will also 12ke
advantage of home compuler and wlevision enhancemenis o expand
the ways we deal with the public.  And we will increase as
necessary owr practice of taking our services 10 those who, due o
personal circumstances, cannot condudt 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 telephone to contact 8SA in the fuire, The
pverwhelming response 10 SSA’s nationsl-teiephone-number service
has made i clear that 2 majority of the people SSA serves are
already excresing this option.  Similarly, the popularity of teleclaim
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QFFICE
PLACEMENT

CONSISTENT
SERVICE

QUTREACH

SPECIAIL
COMMUNICATIONS
‘NEEDS

HANDLE PEAK
WORKLOADS

filing..peaily SO percent of all RSI claims as the 1990s begin—is
indicative of 8 powing public comfort with handling a major
transaction primarily by pbone. Thus, we will continue to improve
and expand our telephone service.

The trend toward greater public use of ielephone service is expected
to shift the focus of the community office to dealing primanily with
the more complex retirement and survivors situations, a5 well as
those involving people with disabilities and 851 recipients.
Mmdna!swhamdwmm-mm%ﬁms&cwgom
their community-based office and get that servics.

Office placement will reflect the service needs of the community as

mﬁwwmwamgmmmmmmommmmm :
services ocour.  As the demographics of the population change, SSA
wﬁiha%wﬁzxﬁﬁmmnumofwmcﬁddufﬁmwpmdcﬂw

required level of service,

SSA will have community-based offices in a range of operating
environments.  For example, some offices will be kcated a5 they are
today in areas where Federal salary levels are less competitive,
security is @ larger concemn and the work is more stressiul, difficuls
and time-consuming. SSA will take steps to ensure that the
pecessary complement of resources is available 1o provide consistent
service a0voss all of owr community-based offices,

© SSA will increase our effonts 10 ensure that people who are eligible

for benefits are aware of them and are offered the opportunity 10
apply for them, Doing so will mean that SSA will enhance and
sugment our traditional outrmach methods, including establishing
nerworks with community-based agencies and service providers to
reach out to potentially eligible persons. Those agencieshrroviders
will be knowledgeable in program rules, pariculardy SSI, and will
help applicants overcome barriers W eligibility through collsborative
working arrangements,

We will inprove our means of communicating with hearing-impairned
and visually impaimd individuals and our sbility fo process the
increasing volurse of transactions with individuals win need 10
conduct busitwss in a languaspe other than English.  In comumnnity
offices, staffing policies will be such that those languages common
in the community are spoken by representative numbers of
community-office personsel

The Agency will be configured and staffed so that personnel are
available o meet peak demands for telephone service and can then
return 10 other duties during non-peak pericds. Expanding the base
of persorne!l who interact with the public will have the mentorions
effect of enriching the employes’s scope of work 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

_ BSA’s employess who are hired in the 1990s for personal-contac

work will be selected for their intespersonal skills as well as the
technical competence needed o administer SSA's programs. No
matter how SSA delivers service, our employees must have the skill
o deal with diverse types of people in a caring, compassionate and
zompeiert fashion.

Though mail will not be a primary mode of contact for most of the
mﬁic.wwﬂmwkﬁmmmmmﬁzpuﬂicbymaﬁw
sppeopriate.  For example, large-volume contacts, such as )
represergative payee accountings, annual reports and other nan-time-
sensitive contacts will continue 1o be handied by mail. SSA will be
improving all notices and other correspondence we initiate o ensure
that the poblic fully understands what we send them.  And, of
course, at any time that the poblic finds it more convenient or mome
efficiens 1o use the mail, they will find SSA receptive and responsive
to that means of communication

SS5A plans to streamline the disability application process both i
reduse the time in which decisions are made and 18 promote
cousistency and accuracy in the decisionmaking process. We intend
to develop ways such as using disability specialists 1o obtain more
completz information shout the claimant's condition and promote the
¢uality of medical evidence, We also will utilize practices that
enhance the claimant’s understanding of and participation in the
dacisionmaking process.

In the sarly 19905, SSA expects W test scversl mods)s of assisting -
people with disabilitizs o re-enter the workforce, The primary
purpose of these 2sts will be 10 determine in which ways S5A can
best help ensure thar the disability beneficiary receives the
rehabilitation services and employment assistunce necessary 1o gain
employment, We will also be looking ai how 1o ¢reate benier
incentives to work and how 1o ensure that beneficiaries are aware of
what the incentives can do for them.

SSA's administrative review system is the Iargest appesls process in
the world, Clearly, its bmpact on the hives of SSA claimanis dictates
a need for an efficient, fair and speedy process. On the program
side, we will be implementing procedural changes to facilitate
preparation for hearings and 1o improve the quality of our decisiong
and their associated documentation.

SSA expects the year 2005 1o $ee us making payments primarily
through electrorde funds ansfer, This will increase the timeliness of
service relating 1o payments and enhance processing efficiency. kt
will also improve the reliability of payment by reducing the threat of
lost or stolen paper checks, and it will enhance the safety of
beneficiaries by reducing the possibility of theft. 5SA will continge
to evaluate other changes o the payment process, such as check
cycling, 10 ensure convenience for the public and economy for the
government.
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COLLOCATE
SERVICES

USE
VOLUNTEERS

OTHER
IMPROVED
SERVICE

EXPANDED DATA
EXCHANGES

Bywrxmgclawym&&mmms&&ﬁnmﬁmm
acccleraie the processes whereby parenls can obiain Social Security
mumbers (SSN) for their newborn children duough the Suaze binh-
centificate-issuance process.

We will e looking st which other State and Federadl services,
particulady- those funded by the DHHS, should be available in SSA
offices. 'We will strengthen our information at referral capacity
and, wher peeded, collocate appropriate service-agency personnel
with §$8A 10 assist claimants and beneficiaries to meet more.of their
pezds, This will reduce the burden on claimants and beneficiaries
by giving them “one-stop” service where possible without requiring

. them o fravel Bom agency 10 agency.

The Agency will be testing more creative ways of prolecting 2

very vulperabie population, those incapable of handling their own
benefit payments, The iesing will jead o actions designed 10
reduce the misuse of benefit pavments, We sxpect 0 use concemed
voluntsers from the commumty who will willingly shoulder the
responsibility of ensuring that the benefit payments w this vuinersble
population are appropriately spent.  We also intend to develop
tightaned waounnng processes, thus moving the Agency to a more
responsitle role in prolectng bcncﬁcxancs against improper use of

_their benefits,

People oiber than gpplicants who interact with SSA--for example,
employers, pre-retirees and other agencies seeking verification of
information-will see their service substantially improved.

Employers, accounting services and tax preparers will be provided
formats and software packages that permit them 10 transiit eamings
information to the Intemnal Revenue Service/SSA clecuonically,

SSA, in tum, will accept electronic transmissions in a way that
protects the integrity of Agency records while encouraging elecmonic
reposting and minimizing the need for paper processing by both the
emplover and SSA.

Beoause the information contzined in SSA's records is important to
the administration of many other programs, the exchange of data
with other authorized Federal and Stare agencies will be continually
expanded and improved during the 1990s. While the confidentiality
of 85A's information will be carcfully protected, agencies will fing
their access w0 thal information much faster and more successful a3
the result of improved wire-io-wire communications.  Likewise, SSA
expects 1o obtain improved access o appropriate data in the daia
bases of States and other agencies. For example, in many States, we
expect 1o be able 1o verify births, deaths and rmarmiages simply by
acoessing the appropriate information electronically, Where this can
be done, the burden of supplying preof of age, death or marriage
will be lifted from many of our claimants for benefits. Early access
to this kind of information should also belp us reduce the volume of
ncorrest payments cunrendy caused by late or missing reponts by
beneficiaries.
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IMPROVE
RESEARCH

MODERNIZED
PROCESSES

INTELLIGENT
WORKSTATIONS

PROTECT
RECORDS AND
PROCESSES

SSA recognizes that the national social insurance and buman services
communities have a critical need for information if they are to
continue t0 develop meaningful social programs. We intend 10 have
the necessary social research capacity to provide the tools and
analyses that they require. In doing so, we will reinforce our ... -
standing es a leader in the social research arena,

TECHNDLOGY

SSA must continue t0 exploit technclogy if we are to deal with the
pressures of growing workloads and service demands. During the
1990 we will continue © improve and mainiain our sutomated
systems and processes. We will connnue to modernize the sitle I
and title XVI claimg and postentilement systems as well as the
cnumeration and camings systiems, And we will make major strides
in modemizing the entirg disability process, including the appeals
Process,

SSA will establish a cooperative processing architecture @ optimize

. distribution of processing activities acrasy various computing

platforms (mainframe/minijserverfworkstaion), SSA will take our
first significant ep toward moving 0 2 cooperative processing mode
for programmatic applications when we fully modemize the 58I
system. . The distributed SSI system will provide the experience that
will help us zssess how 1o mshape the rest of 8SA's systems.

B8A’s service-delivery demands will lead to the instaBation of
intelligent workstations for kzy positions in the Agency and the State
Disability Determination Services (DDS). These user-friendly
workstations will support nearly ail functions of the Agency,
including the work performed by our public-contact workars, A
telecommunications network will connect al! parts of SSA, allowing
guthorized employees access 10 ray mievant beneficiary or claimam
data from any workstation in the system.  Besides helping us
improve the effectivencss ard efficiency of operations, the
workstations will greatly enharce our ability to meet the ongoing
fraining needs of our cmployees,

Our efforts o ensure full backup and recovery capacity for our
mainframe-based computer center will continue during the 1960s and
be compileted by the cardy years of the 21st century. In the 19905,
the Agency sxpects 0 be ¢apable of prixessing most critical
workloads in the event of 2 disasier.  This inchudes the ability 10
maintain the critical online information processing environment in the
event of & shutdown of the main computer center.  As we develop
distmbuted-processing sysiems, we will include backup-and-recovery
strategies in the systemns design o reduce expasure 1 risk and
increase our ability to process our full ¢ritical worklosad in the event
of an emergency.
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DECISION
SUPPORT

REPLACE PAPER
RECORDS

BETTER
MANAGEMENT
INFORMATION

MULTI-MEDIA
CONFERENCING

OTHER
TECHNOLOGIES

Our support sysiems will have & high degree of imbedded
intelligence, mostly using sophisticated decision-support Iogic.
During the 1990s we expect o invest significantly in expert systems
0 bring greaier consistency o our decisionmaking processes and o
increase the accuracy with which we serve the public.  Employess
who process many of our programs' more complex transactions will
be assisted by computer programs that capture the knowledge of
S$SA’s program experis, software promyxs that guide the smployee
through a logical pattern of guestions and computer workstations
with 3 yange of inelligery capabilities. These will allow employess
1o provide faster, more accurate and more consisicnt service scross &
wige range of subject matier.

We will build an advanced office information sysiem into SSA's
systems architectune o support document creaton and disseanination,
image storage and retrieval, persan-{o-person commurscations and
decision-support systems. Electronic filing systems with documert
replication capability are expected to becorne v traditional way of
retaining records in 8SA. We will need o retain far fewer
documents in paper form, and most futare transactions will not
roguire the use of 2 paper folder,

Bailt into our advanced systeras will be an enhanced maragement

‘information capability that will allow the Agency o facilitate

workioad management. For example, with complete and timely
workioad infomation, managers can better distribute and assign
prorides @ the workloads,

The Agency expects to install multi-media conferencing facilities at
many locations, including those where the public is dealing with
SSA. Through these facilities, muli-site video equipment will be
used 10 connedt the claimant, the SSA representative, any DDS
employee, transiation-service employess, Administrative Law Judges
(ALJ}, or off-site representatives of other agencies whose
involvement is needed to serve the claimani, These facilities will
also be used 10 improve imer- and intra-Agency communications and
training delivery.

Voice-to-pring technology may be used to facilitye the documentation
of judicial and other similar decisions, Other voice technologies may
alsp be used for such applicaions as enhanaing training and
permitung full participation in the workplace by employess with
disabilities, -

Finally, SSA intends © review technological advances continually 1o
determine how we might use them 10 improve service delivery. To
the extent these reviews prove fruithil, the Agency could expect o
build a "connection” with the public by providing a dial-up
capability that allows the public o mansact business with SSA
through 2 home or business computer. The use of this innovaton
would be expected o grow dramatically in the first several years of
the new century.
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SSA could also take advantage of the expected new television-
screen technology, which would allow people o use their cable-TV
hookup to transact all kinds of business with banks, utlities and 2
host of other organizations. At any time that SSA permitted this,
kind of injeraction with the public, we would protect the privacy and
integrity of our records and systems.

HUMAN RESOURCES
The period between now and 2005 will be a time of dramatic

change in SSA’s workforce. Vast numbers of the employees hired

in the 19605 will be eligible for reirement, and we could lose over
three-quarters of our managerial and supervisory comps as well &
half of our professionalftechnical staff,

Added 1o this problem is the potential for increased losses doe to -
greater employment opportunitics for our staff. The transferability of
retirement benefits that came with the introduction of the Federal
Employees' Retirement System in 1984 will make the more recently
hired employees Iess "locked in” to federsl employment than those in
the old Civil Service Retirement System. In addition, the acquisition
of computer skilis by rmpioyees, which is becoming parnt of the
normal way of doing business in SSA, will give employees skills
that are o tansferable o private industry and other government
agenties,

Throughout the 1990s, SSA will have o stuggle to hire, train and

retain gualified personnel. ' We will need to rethink our options as an

employer, reconfiguring some jobs with the likelihood that the

Azency will not be zble 10 retain he incumbents for ong periods of _
time. At the same gme, the Agency will need W find methods 1o -
auract and retzin new people through a number of incentives. These =

will include broadencd career-development opponurtities and training

and education programs that promote satisfaction on the job,

In erms of workforve size, the Agency expects 1o grow slightly in

the sanly (0 mid-1990s. Increasing workloads and new legislative

and judicial mandates make i likely that 8SA will need some

additional resources o deal with these many and varied required

activities. Adjustments will also reflect our forecast that some

workloads will show dramatic increases due to the baby-boom

gereration, whose members will be reaching the age where their

numbers expand the disability and survivor rolis. But we do not )
expect large staff increases 10 be the rule in the 1990s. Recognizing -
ihe ongoing reality of funding Hmitations, S8A will use technology

and new working lechniques 0 meduce the impact of the expected

workload growth as well as to improve service o the public,

Demographic fictors will have 2 great impact on SSA’S workforce.
We expect our workers to come from several sources. First, we
intend to increass our efforts © hire new coliege graduates and 0
look, not only v local educational instinutions, but also to those with
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high minority populations 1 encourage equal opportunity and ensure
& balanced workforce, Second, we will Jook to the aging population,
expecting to find many older people inicrested in pant-time or
shared-time second ¢arcers. Thind, we intend 1o lock 1o the post-
child-reating gronp--people who have interrupted their carcers ©
devote Tull tme 0 raising & family bt who are now in-a position to
re-enter the workforce on 2 full- or pant-time basis. Founh, we will
seek workers from the young et undereducaied groups of polsniial
mmmmﬁwwﬁi.hmoﬁmm&wscmmﬁwba&gmund o do
the job.

Inmhom&omaﬂofﬁmwmmwiﬁ&mhngmmpioy
increasing numbers of people with disabilities. These individuals
maymamspmalwpponsmﬂmmndmmwhdpﬁm
become fully perfonming employees. ‘

SSA will provide the training and development necessary to ensure
that our workforce possesses the required knowledge, skills and
abiliies. 'This includes providing retraining 1 employees whose jobs
responsibilities have chunged while assuning them employment as
iong as they are commitied o ataining the required skill levels, A
program of management development activities, both for mid-
Tevel managers and for gxecutives, will help ensure the continuity of

. strong leadership. Finally, we will maintain an emphasis on

instilling in 23 of our eanployees the Agency's commitmers to
service delivery as well as the underlying philosophy of social
imsurance programs.

We iniend to carcfully re-engineer many of our positions 1o allow
flexibility and career oppommnity based on our organizational needs
and service-delivery requiremens. We also intend to0 stucture our
Jobs. 1o allow entry at various points along the skill continuum, thus
ensuring our ability t atract the better educated and/or more
broadly experiencsd employee.

SSA intends o explore providing & variety of employee benefit
options 25 2 means of atracting and retaining employess, Iaidally,
however, we expect a major attraction of 58A 1 be our flexible
work hours angd the fact that our major facilitics will have onsite
chilg-care and fitness centers,  Another attraction will be the
Agency’s programs of job-sharing, work-at-home and part-time
cmployment.  35A is hopeful that many older workers will opt for
only partial retireroent, taking positions that do not require 8em o
put in a full week of work. Similardy, we expect many working
parents o prefer having employment schedules that permit them
more time with their families,

SSA will provide pur employees 2 safe and pleasant work
environment. By setting standards for both public and employee
corafort and by constantly monitoring our success at achieving those
standards, we will ensure that our employees enjoy a professional,
secure office environment. The Agency will strive in the 199(s 10

I
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meet all apelicable bealdy and safety standards. We Intend for all
workstations ©© be envirommentally sound, reducing health hazards
and the likelihood of work-related injuries.

SSA looks forwand to 2 renewed reputalion as a competent and
caring service provider and an innovative smployer. Such &
reputation will make SSA a more attractive orpanization for which w0
work and guarantes us that, as SSA emers the 21st conmry, we will
have 2 skilled and dedicated workforee w do the job before us,

FACILITIES AND ORGANIZATION

During the 1990, we expect w0 eeonfiguns the Agency to match
changing service needs in all of our major business processes,

The basic swructure of regional offices is expected to remain aligned
with the DHHS regional stracture, Our community-based field office
structure will reflect the service needs of local populations and will
range from full-service 10 limited-service based on community-
specific needs.  When other service agencizs or persorme] am
collocated with SSA, the size or configuration of the community
offices where they are stationsd may need 10 change. When Agency
employess can conduct business from nearly any location using a
lapiop compuier with the capacity 1w disl up SSA’s sysiems directly,
we expect o need fewer SSA.operated contact stations.

All of our facilities will be affected hy the diminished need for
storing and processing paper records.  Some of ouwr larger-scale
faciliies may become full-service mulii-centers housing ielephone
centers, community offices, taining centers, and processing centers
with distribuiad access 1o Ageney files, This consolidation will help
SSA address the nead to provide wiephone-answering services at
peak times by using staff who perform other work dwring the non-
peak perinds. In additon, the consolidation will have the benefit of
broadening work experience for employees, Creating betier
advancerment opportunities and allowing 8SA 1 obtain the pperating
efficiencies such largerscale facilities provide,

The imerconnectivity of S8A workstations 5 expecied to facilitate
communications within the Agency. It will reduce the heavy flow of
paper and ensure that the right people pet important information at
the right time. Training will also be facilitated by interconnectivity.
Employees will be able to receive instruction in and gain mastery of
critical new procedures right at their own workstaitons.
Interconnectivity also gives SSA the flexibility 1o permit employees
© work at home under appropriate circumstances.

QUALITY MANAGEMENT
As & mesult of our commitment to the delivery of quality service, we

will have an organizational structure that is more interactive and
responsive.  The Agency expects to find many solutions 1o our
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managing and operating issues through the use of s wam approach,
which should make 5SA 2 more efficient and dedicated organization
The theme of “do 1t right the Srat ime” will ensure that SSA
carefully examincs and pilots new procssses md approaches before
mmg&mmwﬁﬂimnan.mdumgm&msmmmedw
redo work later.

SSA’s commitmen: 1o fostering a partcipative management styie will
help us maximize the creative resources that will underpin the
achievement of our organizational goals and objectives. We expect
all of our management practices, inclnding the institutionalization of
amﬁcﬁplmmngsymwhalpﬂwﬁmymmmﬁw
expenditure of administrative funds by snsuring optisnal use of the
administrative resources available 10 vx

As an Agency in change, SSA will carefully wieriake a process of
effective change management. Planning for the impacts of change
will be a central clement of the Agercy's management program.

READY FOR THE 21ST CENTURY

Tmmgcﬁm,wcmmnﬁdmmmmwﬂ]makcﬁ&
both a superior deliverer of service and a positive, cost-effective and
concerned employer. We face the future behieving firmly i the
direction we have chaned for ourselves, assured that our employses
and the public we serve will benefit from the realization of our
vision as we enter the 21 centary.
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Chapter 5: The Impact Of The Vision

Cur vision of the future has been created for one reason o guide
us in our quest o accomplish the mission of the Agency. The
eiements of the vision represent those non-legislative changes we
behieve will move us toward achieving our service goals and
objectives while at the same time reflecting the commitnents we
have made as an Agency and optimizing our use of limited human
-and financial resources. We have chosen 1 portray the impacts of
the changes in three simple ways to underscore bow tmporant it is
that we implement our vision

The first of these portrayals, included as Exhibit 1, shows how the
various elements of the vigion have an impact on the Agency's
service-delivery goals, R then shows the administrative or
programimatic benefits that will occur when the vision is
implemenied. A key to understanding the presentation s 1o
recopnize that benefits will not necessarily accrue from the vision
clements on a one-on-0ne basis, While some elements could be
implemented in a stand-alone mxde, the vision is really a "whole
¢loth” woven of the individual elements, and the conwiluion of any
single item does not fully depict the total benefit that will otour
from complete implementation,

The second portmayal is # very high-level view of how implementing
the vision could affect the mumber of human resounes we will need
10 prozess the workioads in our various components, To illustrate
this effect, we estimared the number of people that would be
required in each component in the year 2005 to process our
predicied workloads using the tools and processes of today and
providing today’s level of service to the public. Then, we analyred
the vision to identify the major elements of change and "walked
through™ the processing of sach of cor major workloads {0 estimate
how each change element would affect how work is performed in
each of our major job categories. While we were unable to altribute
specific workyear changes 1o specific parts of the vision, we were
able w decide whether g component would likely be larger or
smalier under the vision of the future than it would Ix in 3 future
without the vision. The results of this analysis are shown in
Exhibit 2.

As this exhibit shows, implementing the vision will require that we
concentrate a greater proportion of our workers ins those areas where
comtact with the public is the prime mode of doing business—the
community-based office and the teleservice center,  Comumunity-
office stafl will spend more of their tme working with people who
require an increased level of antention, particulady disability
applicants and bencficiaries whom we are assisting 10 e o work,
Our efions (0 react to the public’s preference of conduating their
business with SSA by phone are expected to result in an increased
prapostion of work being done in the 1eleservice centers. On the
other hand, processing efficiencies are expected 1o permit slowed
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growth in our other facilities, For example, technological

reduce growth rates in the Office of Hearings and Appeals (OHA).
1o the processing centers, more and more complex case processing
will be gutomared, and electronic records systems will drastically
change the Jocation dependency of much of the workload In the
Central and Regional offices, automation will improve productivity,
allowing us to constiously contsin growth in the non-operational
staff components,

Finaily, the third portrayal provides 2 process view. & sets the
vision in motion, 50 10 speak, by showing bow the various clements
of change piciured in it would be applied to one of SSA's
programmatic functions, Because the disability process is among the
most compiex of our processes, we have chosen 10 use it as an
example to iustrare in Exhibit 3 the dynamics of the vision.

49


http:CalIr.Il

EXHIBIT 1

ISSUE S0CIAL SECURITY NUMEERS PROPERLY

VISIGNELEMENTS | [ SERVICE GOALTMPACTS | ADMINISTRATIVE/
PROGRAMMATIC BENEFITS
{6 Modernized Exumeration o Increased SSN Accurscy jo Less Manual Processing
System Tarongh Refined Screening o Less Rebandling Dus To Edits
Processes o Fewer Recontacts by Public
o Faster Issaances of Numbers Due to Delays in Isuing
& Faster Number Problem New or Replacement SSN
Correction Cards
o Improved and Expanded Data o Faster *At Birth® Issussce o Fewer Recontacis by Public
Excheanges with Statcs and Process Due to Delays in Ixsuing
New SSN Cards

Federal Agencies

MAINTAIN EARNINGS RECORDS PROPERLY

[ VISION ELEMENTS

o Modernized Enrnings System

o Electronic Data Exchange

o Supply Empioyers with
Reporting Tools

¥

o Intelligent Workstations

o Integrased Telecot Network

SERVICE GOAL IMPACTS |

o Faster, More Accurste
Earnings Pasting

o Faster Qpline Earnings
Correction

¢ Increased, Faster Dada
Availsbility Froms Sources
Ontside SSA

o Increased Amounts snd
Faster, More Accurale
Earpings Data Available for
Wage Posting & Enforcement

o Batter & Incressad Access
to Databases

o FagsterMore Acourade Status
Information

ADMINISTRATIVE/ '
PROGRAMMATIC BENEFITS
o Less Manual Processing
o Less Rebandling Due o Edits
© Reduéed Paper/Microfilm
Handling Personac!

© Paper/Microfiln Production
Cost Reductions

© Fewer Recontacts by Public
Requesting Status

o Fewer, Faster Verification
Activities
o Postage Sevings

o Reduced Data Trapscripticn

o Improved Local Management
Infurmation

o Local Computation Assistance

o Office Automation

o Increased Ability 1o Axsist
Other Officey
o Faster Work Movement
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PAY BENEFITS CORRECTLY

o Modernized Benefit
Processing Sysiem

o Intelligent Workstations

o lotegraied Telscom Network

iy Electronic Records.

o Disability snd Appeals
Process Reform

o Representative Payee
Volunieers

o Electrogic Data Exchange

VISION ELEMENTS '

o Fagter/More Ascurate
Benefit Payments

o Better & Increased Access
to Datsbasny

o Specialized Local Evidence
.Assistance

[o Faster/More Acturale Sistus’
Informstion '

io Imunediate Azcess 1o Files
for Faster, More Accurate
Service

o Better Documented Claims
o Faster and More Accurate,
(Consistent Dhecisions

o Acceptable Performonnce by
Payee

o Increased, Faster Data
Avatlability From Sources
Outside 854

SERVICE GOAL IMPACTS |

ADMINISTRATIVE/
PROGRAMMATIC BENEFITS
o Less Mapual Processing
o Less Rebandling of Data' Edits

o Improved Local Management
Information

o Locst Computation Assistance
o Office Automstion

t Incressed Ability to Assist
Giher Offices
o ¥aster Work Movement

o Less Dats Trenscription
o Redoci Folder Handling
Personnel

o Fewser Public Recontacty
o Postage Savings

o Files, Forms/Paper Storage
Space Reductions

o Work Not Limitad & One
Physical Lecation

o Allows ShiRing Work to
Maick Resources

o Foreatial Othee
Comsolidations

o Fewar Public Recontacts
0 Fewer Appeals

5 Misuse of Funds Avoided

o Fewsr, Faster Bepefit
Yerification Astivities

o Fewer Consultative
Exsminations

o Postage Savings

o Expert Systems/Decision jo More Accurate/Consistont jo Savings o the Trust Fund
Support Sysiems Pecisions Through Fewet Overpsyments
' o Fewar Underpayments
o Multimedia Conferencing o Beiter Documentzd Claims o Betior/Faster Trained Workers
) i Avoided Travel
o Quahty Approach o Errors Avoided o Less Work Rehapdling
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PAY BENEFITS WHEN DUE

VISION ELEMENTS

© Modernized Benefit
Processing System

o Intelligent Workstations

o Integrated Telecom Network

© Electronic Records

o Disability and Appeals
Process Reform

o Electronic Funds Transfer

o Electronic Data Exchange

o Expert Systems/Decision
Support Systems

o Voice-to-Print Technology

© Multi-media Conferencing

o Quality Approach

SERVICE GOAL IMPACTS

¢ Faster/More Accurate
Bepefit Payments

o Better & Increased Access
to Databases

© Specialized Local Evidence
Assistance

o Faster/More Accurate Status
Information

o Immediate Access to Files -
for Faster, More Accurate
Setvice

o Better Documented Claims
o Faster and More Accurats,
Consistent Decisions

o Fewer Lost or Stwolen Checks
o Increased, Faster Data

Availability From Sources
Outside SSA

o Faster and More Accurate,
Consistant Decisions
o Faster Decision Notices

o Shorter Waiting Times for
Hearings

o Errors Avoided

ADMINISTRATIVE/
PROGRAMMATIC BENEFITS
0 Less Manual Processing .. .
© Less Rehandling of Data Edits

o Improved Local Mansgement
Information

0 Local Computation Assistance

o Office Automation

o Increased Ability to Assist
Otber Offices
o Faster Work Movement

0 Less Data Transcription

o Reduced Folder Handling
Personnel

o Fewer Public Recontacts

o Postage Savings

o Files, Forms/Paper Storage
Space Reductions .

o Work Not Limited to One
Physical Location

o Allows Shifting Work to
Match Resources

o Potential Office
Consolidati . ns

o Fewer Public Recontacts

. |0 Fewer Appeals

o More Level Service Demands
© Less Duplicate Payment

o Fewer, Faster Benefit
Verification Activities

o Fewer Consultative
Examinations

o Postage Savings

o Savings to Trust Funds
Through Fewer Overpayments

o Fewer Underpazyments

o Reduced Clerical Support

o Better/Faster Trained Workers
o Avoided Travel

o Less Work Rehmdling
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PROVIDE PROMFT, COURTEOUS SERVICE

VISION ELEMENTS

o Choice of Service Method .

o Improve Telephone Service
to Meet Peak Demand

© "People® Skills Training

- |o Portable Computers

o Situate Community-Based
Field Offices to Reflect
Service Needs

0 Accomodate Special
Communications Needs
{e.g., Translation Services)

o Quality Approach

o Electronic Records

o Electronic Funds Transfer

o Modemnized Systems

o Office Habibility

o Well Trained Workforce

o Better Access to Agency

© Decreased Busy Rates
© Decreased Telephone Waiting
Times

0 More Personal and Courteous
Service

-lo Data Access from Remote

Locations for Beiter Qutreach
and Qut-of-Office Service

o Reduced Office Waiting
Times
o More Uniform Service

© Mere 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 Stolen Checks
© Decreased Office/Telephone
Waiting Times

o Faster Online Access to
Dats

o Faster Response to Public
inquiries

o Better Public Contact
Conditions

o Provide Public Correct
and Prompt Information

SERVICE GOAL IMPACTS

[ ADMINISTRATIVE/ |
PROGRAMMATIC BENEFITS

LY, | -
o Fewer Recontacts by Public
o Decreased Telephone
Connect Time

o Well-Served Public

o Fewer Public Recontacts

o Improve Employee Morzle
o [mprove Efficiency

o Multipie Contacts Avoided

o Less Work Rehandling
o Less Data Transcription
o Fewer Public Recontacts
o Postage Savings

o Allows Shifting Work to
Match Resources

o More Level Service Demands

o Less Manual Processing
o Less Rehandling of Data Edits

o Improved Employee Morale

© Fewer Public Recontacts
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. o Modernized Systems

INFORM THE PUBLIC OF ITS

RIGHTS AND RESPONSIBILITIES

TVISION ELEMENTS '

o Qutreach to Potentially
Eligibls Peopls

o Expanded Socisl Research

o Iﬁmiﬁgcm Workstations

fo Eleconic Dama Exchange

o Lollocated Sprvices

o Well Trained Workforee -

- |0 Better Local Correspondence

SERVI AL IMPACTS

f° Greater Participation of
Eligible Public

o Lmproved Public Awarensss
of SSA Programs

o improved Notices for
Benter Public Understanding

s Better *Policing” of Noo~
Reporting

o Improved Public Awsrcoess
of SSA Progrars Through

Referrs! from Other Services

o Improved Referral of 85A
Clients t» Other Services

o Provide Accorate, Cloar

PROGRAMMATIC BENEFITS
o Correctly Paid Public -

¢ Less Need to Explain Notices

o Liess Need to Explein Mail

© Savings to Trust Funds
Through Fewer Overpayments

o Improved Efficiency

w Fewer Recontacts by Public

Explsnations

ENSURE INTEGRITY OF PAYMENTS AND RECORDS

VISION ELEMENTS

¢ Expert Systems

¢ Modernired Systems

¢ Quality Approach

o Backup and Recovery

SERVICE GOAL IMPACTS
o Mors Accursls Decisions
o Mors Accursie Benefit
Fayments
o Errors Avoided

o Safer Records xnd Systems

io the Event of & Disaster of Dissster
o lmprove Overpayment/ o Accurate Trust Fund/General o Correctly Paid Public
Underpayment Detcetion/ Fund Qutlays
Resolution |

ADMINISTRATIVE/
PROGRAMMATIC BENEFITS
o Fewer Underpayments and

Overpayments

o Fewer Underpayments snd
Overpayments

o Less Work Rehandiing

o Avbided Casts i Event
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EXHIBIT 2

VISION SERVICE PICTURE 2005
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’ The ASP vision would resull in a grealer propotlion P

. of work being periormed in fiekd oFreas ahd ’ES s Status Quo 2005
: in 2005 and 3 reduced proporion of work being performed [ | Vision 2005

i other locatons in 2005.
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\ EXHIBIT 3 |
THE DISABILITY PROCESS UNDER VISION 2005 i

carmied out under the vision

ae.

Following is & description of the disability process as it would
cigl Security Suateqic Plan: A Framew

$5A could be bntroduced to an applicant for disability benefits in a pumber of different ways.
"Tix applicant might choose to visit our community-based field office, might be referred from
an agency collocated with our office, or might be approached by us on an oumtreach visit. In
this walkthrough of the disability process of the future, our hypothetical applicant choases to
use the ielephone and makes contac with SSA's teleservice center {TSC)

The call is automatically routed to the first available TSC representative, In taking the
applicant’s claim, the representative uses an intelligent worksuation © access decision-suppon
software. The software guides the represeniative through a3 set of questions and answers that
experiznce has shown o be the most useful in helping initize a disability claim.  Among other
things, the softwane will help SSA ascerain whether the applicant needs additional assistance o
provide us with all of the information we need 10 completely process fhe claim. The
represcritative establishes an electronic file for the applicans; it contains information from the
current contact a3 well as information about the applicant’s samings record and any prior caim
hefshe may have made. The TSC represcntative schedules an interview between the applicant
and a claims representative in 2 community-based ficld office.  This imerview may be held
either face-to-face or over the telephone, depending on the applicant’s condition and personal
preference. Bt owill be beld m 2 time and place convenicnt 1o the applicant. During this indtial
lelephone contact, SSA will inforn the applicant of what documentation and other information
must be provided 10 us a1 the time of the interview., ,

As the representative is establishing the file, SSA’s integrated worklvad conrol sysiem is
activating the first of many workicad control and management information anmotations
regarding this applicant. This information will oot only help to ensure the continued timely
processing of the claim, but also will provide information 10 assist in managing the overall
SSA program,

The ficld-office representative who conducts the interview will be specially trained as 3
dissbility specialist and will possess imerpersbnal skills that are imponant 10 successfully
serving the applicant.  The interview, whether by phone or in person, will be guided by the
decisionesuppont sofiware and cxpert systems resident on the disability specialist’s workstation.
Decision-suppont software can assist the interviewer in deciding whether this casc mects the
criteria for emergency payments, employment assistance, selection of a representative payee or
expedited development of other nop-disability issues. The speciatist in the field office may
refer the applicant 1 @ collocaed service provider during the visit. The results of the
interview will be emersd imo e applicant’s electronic file using the appropriate technology,
and the specialist will begin the process 10 collect the "medical evidence of record”™ from the
sources of medical treaunent provided by the applicant.  The applicant’s claim Is now ready to
be hmandled at the DDS,

As soon as the applicant’s file is created or updated a1 the field office, it is available
elecrronically to the Suie DDS 10 use in making the disability decision.  Irnmediately-available
information m concen with decision-suppont software can help the examiner determine early
what path must b taken 10 reath the best decision  For example, » review of the file might
indicate that the adjudicative process would benefit from the examiner’s talking directly with
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the applicant sbout hisher condition. In that case, the Held office could set up a telephane or
video-conference between the claimant and the DDS examiner. As soother example, # review
of the avaflable medical evidence or treamment-sowrce information in the file may alert the DDS
examiner to-the need 1o order 8 consultative examination for the applicam right away, Once
the decision-suppont softwere helps the examiner through the necessary case developroent steps,
it will 2iso provide expert sysiem guidance in adjudicating the case by walking the examiner
through the logic of the sequential evaluation process.

mmwmmmmwmammﬁvammmmwm
other treating sources, in combination with office automation support in the DDS, will assist
DDS examiners in obtaining medical information in 2 fimely fashion. Workload control
mswﬂlbcusedwhdpofﬁmw&nmandpﬁmmmdrmzﬁMmbcmzhax
mmpmssﬁcﬁmvclymuﬁmmﬂy :

Ifﬁnapplimzsfomdwbeémmm{amymgcofﬂwa&wmwm},ﬂwwﬁm,
control software will move the case to the next stage of processing. If the next stage is
merely 1o initiate paymers of the previously documented payment amount, this action will de -
taken automatically, and, al the proper time, the beneficinry’s payment will be deposited
directly into his hank accourt (if requested) or a check will be sent to the beneficiary or
comect representative payze. If S5A needs 10 do addidonal work (either at the commurdty
office or at the processing center) before payment is made, the workload control software will
schedule cases requiring immediate payment for completion first and will gquene those with
funure payment dates appropriately.  The field office or processing center will have the
electronic file immediacly available and will be able 10 take advantage of antomaied local
intelligence to complete any development on evidence requirements.  Electronic data exchanges
with other benefit-paying agencizs will assist SSA in computing the cormeet benefit amount

If the applicant is denied &t the DDS level and appeals the decision to the OHA, the workload
control system can immediately transfer the electronic file to OHA, Analysts v OHA will
review the eleconic record, request additional evidence as necessary and set a hearing date,
Office aptomation ools and decision-support software operating on intelligent workstations will
be key i assisting analysts to develop cases guickly and accufately.  Veoice-to-print techoology
will assist OHA in issuing 2 timely notice of decision, gvoiding 2 lengthy transcription process.

In some circumstances, SSA will use multi-media conferencing techniques. Beoause these
technigques reduce the need for the claimant and/or the judge 1 travel o 3 hearing site, they
make hearings more convenient w the public and allow SSA 10 hold hearings more guickly
than otherwise possible while sill preserving the face-to-face nature of the hearng.

Soeamlined processes supponed by aatornation reduce the time berween the gathering of the
initial evidence and developing the case for appeal.  This means that there will be a substangial
reduction in the number of consultative examinations that will need 10 be purchased. Tt also
means that “cases”™ passing through the hearings process will be substantially the same as they
were when they were processed as initial claims,

The individual receiving disability benefits may later make gontact with 8SA, either at our
request or because the applicant, a member of the applicant’s family, or the applicant™s
represcriative payes wishes to report 8 change in status. These contacts can be initiated by
telephone, mail, computer or visits o the community office.  Access to the applicant’s
cieconic file will speed up the process of resolving the issue involved. In fact, should the
SSA disability specialist need to visit the applicant where he/she lives, the specialist can still
maintain ¢ontact with the electronic folder and the decision- support system through a "apop,”
or notebook-sized, computer.
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Better integration of the data in S5A's records should reduce the number of contacts we must
make 1o sddress the individoal’s needs property. If it is necessary to conduct a i
disability review {CDR) for this beneficiary, the same tools that assisted us in improving the
original entitiemeni-decision process will move the revisw through the CDR process with the
same cfficlencies, consistency and accuracy. In addidon, the electronic record becomes
available 1o those charged with management sud integrity, Al any point in the prooess, the
electronic recond can be reviewed by quality assurance and infegrity officials for tmeliness,
sccuracy, and consistency. Myfmmamawmmmm
dxsaﬁittymﬂmm:xmm ,
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Chapter 6: A TRANSITIONAL VIEW

THE FIVE
PRIORITIES

gm» .

&mmwo@mm@mﬁm@w&ammmo{
SSA's operations of the futare, and analyzed some of the impacts of
the changes the Agency will undergo, SSA is ready o begin
plarming 0 reach our goals and make owr vision & reality, - In this
planming activity, we will set forth challenging but realistic shorter-
term objectives aod develop specific proposals o meet them, We
will schedule and estimate resource peeds; prepare our fitial cost
ud benefit enalyses; identify discrete projects and interdependencies
among projects; and develop defensible budgets that it in the larger
Departmenial and governmental comiext. It is tme for the vigionary
elements of change 10 be validated in the more rigorous enviromnent
of nearer-term thinking, and the specific "how-10's" of implementing
the direction must bear out the benefits that the direction implies.

Because SSA is not a gtatic organization, some of this planning has
already been done.  Major efforts to idemtify and implement needed
programmatic imptovements and auwomated systems enhancaments
already are underway. A Framework for the Foture describes the
comtext in which these efforts maust fit and underscores the need for
infegrarion among all the initiatives.

To help us move more readily into an intersive, Agency-wide,
integrated tactical-planning phase, we have identfied our strategic
priorities and next steps in the planning process.

Strateqic Priorliles

All of the changes described in A Framework for the Futume are
important, and we expect o pursue sl of them with energy and
determination.  However, we have identified five major areas~-33A's
strategic priorities--on which we intend to focus cur change effonis
because we consider them 1o be of paramount imponance o our
future and because, bassd vpon the disparity between our current
levels of service angd the specific objectives that we established in
Chapter 3, these are the areas most in need of imunediale anention.
We are not anempting o be all-inclusive in the ativites identified
for cach of the strategic priorites. We recognize that further
analysis may prodece alsred approaches to achieving the desired
improverments i these priority areas,

Two of the priotities address programmatic areas--the disability
process and the zppeals process—-whers we have found that our
current levels of service are far from where we would like them o
be. The third involves the public's access 10 88A’'s programs and
processes, This encompasses such diverse concemns as how long
claimants roust wait 10 be served in a field office, how easy it is for
individuais to conduct business with us over the telephone, how
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employers can report eamings.

The fourth priority concems the use of electronic cleims folders in
place of paper records. Implementation of this change would
enhanee significantly our ability to reach our goals in other priorities.
We expect electronic folders o have a temendous impact on the
way we do work 2t SSA, who does &, where we do it and at what
cost we sccomplish it Establishing electonic clatms folders would
be & major step in moving us oward becoming & “paperless” agency.

The fifth priority concems the establishmens of the cooperative
processing architecture that will lay the foundation for all of cur
mmmnmmwmﬁ:wMy
every aspect of the work we perform.

Below we describe more fully each of our strategic priorities
togeiher with the initiatives that are designed to support them and
the service objectives they are designed © suppon.

STRATEGIC PRIORITY 1 - IMPROVE THE DISABILITY
PROCESS

This priority includes processing title 1T and dtle XVT disability
cases. It is mmed primarily 3t two aspects of the disability
programs: 1) improving the accuracy and timeliness of the medical-
decisionmaking process; and, 2) assisting people with disabilities w
rem io work.

hnproving timelioess and accurscy in the process of making medical
decisions irvolves changes specific @ the disability process and
improvements in the application of systems and wechnologies thar we
expect 10 2pply, over time, B all of our programmatic processing,
The sverage tme required to provess an initial disability claim under
tile 11 is currenily 87.6 days, far in excess of the processing time
required in our stated servics objective.  Our accuracy rates, while
high, stil leave room for imponant improvements.

In brief, some of the most prominent activities are as follows:
o Reform the disability determination process
- Tmprove ways 1o obtain more quickly all appropriate
information about the claimant's condilion as ¢arly as
possible in the ¢laims process

- Enhance the quality of medical evidence obtained through
such steps a8 providing guidance to the medical community
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Use enhanced research capabilities to ensure that
&sabiﬁtyfziwﬁammmmmﬁnp-m-&m

Investigate the utility of a face-to-face interview pmr w
making & disability decision

Syeamline mannal procedures through work-flow analyses

Enhance the sharing of "best practices® amongafﬁm
especially State DDSs

Improve the “pmifiling system™ v increase the cost-
effectiveness of both the inital and the continuing disability
review processes

o Modsmize the disability systems through enhanced automation

w—

-

-

Install decision-support systems, mciadmg eXpert systems, to

. suppoft accurate, consistent decisionmaking

Esmblish elecponic foldets

Use intelligent workstaions and an integrated
telecommunications network to move and process work
quickly af the sppropriate location

Folly sutomate the Siate DDSs, including p.omdmg office
muomation tools

Provide for mobile claims wking (for example, in nursing
homes and neighborhood locations}

Install wlecommunications and vidsoconierencing capability
1o improve public access w and from SSA, the DDSs, and
other participants in the disability process

Expand data interchange between SSA and other
governmental agencies, and increase electronic data gathering
from private organizations

The sccond aspect of the strategic priority for disability--assisting
people with disabilities to retum to work—will be addressed in pant
throagh testing a service-delivery approach called “case
management.” This approach is designed to provide 8 vaniety of
rehabilitation, job placement and employment-suppornt services ©
disability beneficiaries. Today, only a very small proporion of
disability beneficiaries retm to work. While many more
heneficianes would prefer 0 be actively empioyed than remain on
the disability rolls, adequate methods of rehabilitation and good
placement for these individuals have mot materialized,
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Under case management, SSA would provide, in or throogh our
community-hased field offices or other specialists, & point of contace
for disahbility beneficiarics ® snSure aXess 1o gppropriate
rehabilitation and employment services, promote the use of wonk
incentives and assist S5A's beneficiaries and their families to receive
services from all sources.

In addidon, SSA will continue %0 examine and losl programmatic
incentives to promoie employment of applicants and beneficiaries.

Several service abjwii?cs are directed specifically to the disability

© programs. Primarily, the activities we will pursue as part of the

strategic priority for disability will help us ensure that we improve
the accuracy of disability payments, make disability decisions and

paymenis in a mone timely manner and cnhance paymerd integrity
related to the disability programs,

STRATEGIC PRIORITY .2 - IMPROVE THE APPEALS PROCESS

mappealsmmessisw‘aﬁablcwdmmmdm&iaﬁcsin
titie I, title XVI and titde XVII (Medicare). Most requesss for
hearings involve disability claimg. ‘The appeals process under SSA's

- junsdiction includes 3 steps:  an administrative recopsideration; a

bearing before an Administrative Law Judge; and review by the
Appzals Counil. -

At present, the appeals process can be cumbersome and very time-
consuming. For example, it takes on average 200 o 220 days o
complets the hearings process, far in excess of our service objective.
The strategic Tocus is 10 improve the timeliness and quality of the
appeals process~making sure that individuals receive timely decisions
and enswring that the best possibie decisions are mads. We Ixlicve
that awomated support of a streamlined appeals process is the main
mechanism by which we can bring about the timeliness and quality
we desire. This will be dome in such a way that we ¢an continuge 10
ensure all appropriate due process safeguands, As we did for the
disability programs, we tan break the developmert of an improved

appeals process iD two COMPONSnt parns:
¢ Implement process changes in the hearings and appeals process
- Swmeamline the manual processes

~  Improve documentation of evidence and decision justifications

in hearings cases

-  Examine alizmatives o the currert reconsideration process
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~ Expand the process of holding pre-hearings conferences 1o
idermify cases where full hearing is not necessary and to
facilitate preparation for the hearing

o MW&WWM@MWQQ

- Install decision-suppornt systems, including expert systems, to
support accurate, consisterst decisionmaking

~  Establish electronic folders

= Use intelligent workstations and an integrated
' islecommunications network to move and process work
quickly a the appropriate Tocation
- nstall videoconferenving capability to increase the
aceessibility of administrative law judges 1o the public

- Iraplement voice-to-print welinology o provide a more (ost-
effective way 10 document decisions

~ Provide office automation tools to OHA personnel

-  Expand data interchange between SSA and other
governmernzal agencies, and increase electronic data gathering
from private organizations

Because very nearly all of the cases that reach the hearings level are
disability cases, s quality disability process will mean that cases will
reach this stage earlier. This will have 2 positive effect on the

. volume and kind of work that hearings and appeals staff must

undertake, This is especially true if disability determinations are
made quickly, documentsd adequately, and explained thoroughly.
Therefore, we view improving the disability process as a critical
companion activity 10 improving the appeals process.

Improvements in the appeals process are intended to support the
service ohjectives related o making timely decisions at the '
reconsideration, hearings, and Appeals Council levels, They will
also help us achieve full participation in the programs by eligible
individuals who wish to participate, provide courteous service 1o the

public, and carry out our overall program stewardship responsibilities.

STRATEGIC PRIORITY 3 - IMPROVE ACCESS TO SSA

Ve have planned enhancements 1o our processes that employ both
technological advances and human capabilities to ensure that all of
ihe people we serve find ways of dealing with us that are effective,
efficiens, and convenient © therm, Despite high mtes of overall
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satisfaction with SSA’s services, many people still experience
difficulties in reaching us by phone or obtaining appointments 10 see
us. These difficulties are particularly apparent in large, metropolitan
areas, '

The activities that support improved access have been separated into
categories relating o the degree of sutomation support.  However,
neariy every technological enhancement goes hand i hand with a
non-autornated echancement that supports it

o Lmprove processes with automated suppont
—  Expand the types and amount of work thar can be handled
‘ over the telephone, providing befier service for those
members of the public who prefer using the 1clephone
ENHANCED ~  lmprove welephone service through intelligent queueing, the

AUTOMATION use of expert sysiems 10 improve response accuracy and the
use of automated scripis

-~ Accommodae special commurtications needs of the
poputation '

- Expand use of automated tools for SSA employers who
tnleract with the public. such as betier application software
systems, intsfligent workstations, electronic folders and
ponable computers

-  Establish the capability for the public 1o imteract
clectronically with SSA

~  Eghance the glectronic-funds-fransfer process

~  Reduer the time to respond to mcuests received through the
enumeration-at-birth process

-  Faciliate clectronic wage reporting by improving
telecommunications and providing process wols

-  Expand sutomated data exchange with other governmenta
organizations while assuring secwrity and privacy

~  lmplement multi-media conferernging

ENHANCED o lmprove "homan® capabilities

NON-AUTOMATED

SERVICE ~ By oollocating offices and/or personne]l where needed, and
DELIVERY other cffonts, improve access 1w SSA through referrz! from

other service agencies, and improve access for SSA claimants
to related programs, especiaily those supported by the DHHS
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- Emmgaodiﬁummasmﬁnmm
compeience in our employees

—~ Mainiain 8 song community presence, and situme
community-based offices 1o reflect service needs

-  Establish and enforce office habitability standands o provide
a safe, professional environment in which to conduct business

~  Improve writien communications, including decision notices
and other notices, puhlxc information, and replies to
correspondence

- m&mwmwmemmmmmm
reoeiving benefits but are not

Most of these service-delivery enhancements also suppont our
programmatic prioritiesimproving the disability and appeals
PFOCESS8S,

Because providing adequate means of access to SSA wnderdies our
capability 0 deliver service in general, these activities will help us
achisve most of our service ohjectives. The most obvious benefits
will be obtainzd in the following:

o

o

Imaproving responsivensss by ielephone and by mail

Establishing correct initial-payment amounts and ensuring the
payment accuracy resulting from postentitiement pransactions

Making sccurare decisions on eligibility for disability benefits

Making benefit payments under all programs at the carliest
appropriate point

Making regular continuing payments as scheduled
Improving the timeliness of the appeals process
Reducing waiting time in the community office
Posting earnings reports promptly and accurately
Providing counecus service to the public

Ensuning public compliance with reporting requirements

Erguring that informadon mailed 1o the public is understandable
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o Carrying out our overall program-stewardship responsibilities

It is obvious that improving access o SSA is a major thrust in our
strategic plan and is key w our developing the responsive, efficient
organization we covision in the futurs,

STRATEGIC PRIORITY 4 - BEGIN TO TURN SSA INTOQ A
*PAPERLESS” AGENCY BY ESTABLISHING FLECTRONIC

CLAMMS FOLDERS

SSA is an information-intensive agency, Many of our work flows
and procedures have been limited over the years by having o store,
secess and move the information contained in paper documerns.
Nowhere has this been mom obvious or more ¢ritical than in our
programmatic processing, where the paper claims folder began as our
most important information $iore but now has become the “curse” of
the organization. Al prosent, we requine berween 1.0 and 1.5 miliion
square feet of space 1o house our folders, a figure that, without
dramatic changes, would double by 2005. In addition, significant
respurces are required to access these reconds if and when they ame
needed, Over the years we have been modemizing our amtomated
systems and improving our datz bases 1o the point that much of our
processing now can be done without the physical claims folder

" prsent. But the folder sill exists and is nseded, Perhaps our most

stratghtforwand strategic thrust is to eliminais the need for the papet
folder in all of our programmatic processing. The benefits of doing
so include 2 dramatic reduction in the resources required © maintain
the folders, including space, and increased flexibility i workload
processing.  And the tools that support the clectronic folder also wiil
suppon increased accuracy and reduced claims and pogentiement
processing sims,

Esuablishing an electronic foldes is one of the keys 1o aur
programmatic priorities discussed above. For example, an electronic-
folder environment will permit SSA to take optimum advantage of
the decisionmaking assistance provided by expert systems. I, in
wm, is an application dependent upon the Agency-wide
implementation of cenain ¢nabling technologies. Thess include the
following:

o Installing intelligent workstations for every employes who will
process folder-based workloads

¢ Building & wlccommunications network that interconnects those
workstations with each other and with ceniral and kwal electronic
data stores

o Implementing advanced office infonmation sysieas that sup;aori
document and image creation, storage, retrieval and dissemination
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¢ Installing high-technology security systems 10 protect the integrity
of elecoonic signatures -

Mumnfﬁwelmmcfaid&&dmﬂmmm
acceptance of electronic facsimiles as well as their utility and
sdaptahility for the sours.

We nole that our use of the tzrm “electronic foldes” should not be
faken & imply that we are simply pulting &n sxigting endty ino
electronic fonm and that its comeants will be the same in the future

a5 they are today, Tommmmormemcham,

oane of cur Bra tasks will be to conduct an information analysis 1o
detzrmine exactly what infonnation is needed and in what form it
should be stored in order (0 operate our programs effectively. In
this way, we will not simply be speeding up the collection and
storage of massive amounts of urnecessary information to clutter our
data bases imstead of our file cabinets,

Because the electronic folder mpresents & major change 10 the way
we do business, managing the change will be & very imporiant pan
of ity implementation. We expect to implement the change
graduaily, so that we can manage ihe change cffectively and expend
fesources for folder conversion at a reasomable level

Since the folder is at the heart of all of our program-benefits
processes, improving its aocuracy and access will have a positive
impart ot 2 pumber of our service-delivery objectives, Among those
it will affect directly are the following:

¢ Ensuring the payment accuracy of postentitlement wansactions

¢ Ensuring that postentitlement actions are processed in 3 timely
manner

© Making accurate decisions on gligibility for disahility bemefits

o Making timely reconsideration and appeals decisions

¢ Providing prompt, courteous service to individuals who call, write
or visit with questions involving heir records

o Camying out our overall program-siewardship responsibilides

SSA is moving in our vision of the future o an entirely paperiess
environment, where adminisgative, $taff, and other programmatic
work will be supported by the same ols and technoiogies as those
described above for ¢laims and postentitiement processing. This is
very important 1o our ability to contain overhead costs and improve
productivity throughout the Agency. But bringing the claims folder

*
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BENEFITS OF
COOPERATIVE
PROCESEING

IMPLEMENTATION
ACTIVITIES

into the future is 0 central to & wodem, streamlined Agency that we
Bave designated it our major process priority for e fumgre, We
expect the benefits 10 long outlast the intensive efforts we will
reqquire to accomplish bringing it about

. STRATEGIC PRICRITY 5 - ESTABLISH A COOPERATIVE

PROCESSING ARCHITECTURE

As 3 large and complex information agency, S5A iz aleady
operating in an enviromment that uses @ cooperative operating mode,
That is, some of our data are.obtained and stored locally and some
are obtained and stored centrally; some of our processing is done
localty and some cemtrally, However, most of our Jocal data stomge
and processing relates o the manual processes and ooo-sutomated or
localiy-developed information stores thal we use In components that
are both geographically and programmatically distributed.  Usntil now,
our computer resources have had primarily & centralized focus,
because using a centralized arghitectere, relying on large “mainframe”™
compuiers, was more efficient for SSA.

Now, with technological advances in hardware, software and
ielecommunications that can support the “distribution” of systems as
farge as SSA’s, we believe that 3 cooperative architeciure ¢an be

© developed that will increase our effectiveness and efficiency. The

vision of SSA is to create an automared systems cnvironment that
mirrors and therefore facilitaes the way we zctually process our
work. Such an architecture promises comtinuing improvements in the
gvailability and reliability of our systems. supports our pse of
compliex ols suth as expert sysiems and imaging, and assists us in
building into our sutomated systems a dependable capability for
backup and recovery. Our integrated architecture will make it casy
for a1l users to access all capabilities of the systems.  In shon,
establishing 3 cooperstive processing architecture means that we are
sctively detenmining the optimal mode of processing our automated
workloads and that we will be consistently utilizing the systoms
platform that provides the greatest yegponsiveness for dhe least cost.

As with the implementation of all new procedures and technologies
{such as the electonic folders discussed in Strategic Priority 4}, we

© recognize that the move to a codperative processing architecture will

present a major challenge 0 both those who must develop it and
those who must implement its effects,

The major activities that will be pursued in establishing a
cooperative. architecture include the following:

0 Perform analyses of our major processes 10 delemnine what
processing mode(s) would be most effective
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o Based on FTS 2000 capabilitics, design and build s
telecommunications network, including Jocal-area networks and an
enhanced wide-area network, 1 suppont the processing design

o Install hardware components, such as intelligent workstations
o Beginning with SSI systems modemization, redesign/build/install

programmatic and administrative software as part of the
architectuns '

o Implement g backup and recovery strategy
¢ Develop and install security systems and procedures

o nevdapammmuscrhncrfém

Because SSA relies heavily on our automated systems 1o deliver
service 1o the public, general improvements o the sysicms
architectnre resull in overall improvernents to service, Establishing a
cooperative processing architecture will allow us to reach our
service-delivery objectives more guickly than we would if we used 2
nop-flexible processing mode. It will altimately prove critical (o our

maintaining an infrastructure that is adequate o process the very
large workloads we expeet when the baby-boomers come of

Next Steps

With the identification of our strategic prioritics, the Agency’s
strategic direction is complete, Next, we will face the difficult
chalienges of developing plans and committing ourselves to courses
of action that will Jead directly w0 the achievement of our goals and
objectives. We must move forwand 10 implement the rest of SSA's
unified planning system—the Planning and Budgeting System
{FBS)-that will form the bridge between the straiegic direction sot
forih in this document and the more immediaie considerations of
budgets and schedules,

One siep that SSA will take to implement the PBS is to set interim,
tactical-level service goals and objectives as 2 way of making clear
how we view the relative priority of our objectives during the next 5
1w 7 years. We will develop Agency-level tactical plans that will
support an orderly fransition procsss, These will include pians to
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 will move us toward
amaining our service-elivery geals and objectives while supporting
pur fundamental Agency goals and reflecting our commitments,
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We believe that major programs and inigatives must be managed
individually so that their infernal activities are conducied in an
ordery fashion and a toral "system® improvement can be
accomplished.  However, we are convinosd that true integration of
major plans a1 the Agency level requires &t all fmes a two-
dimensional (and sometimes multi-dimensional) approach to
management. Not only must we manage initiatives individually but
we must also manage their different resource componenits so that we
can optmize the use of our resonrces and bring to bear specific
management expertise of the Agency where i will be of most value.
For example, if enhanced automated suppont of the SSI program

- deperdis on purchasing intelligent worksiations and improved aceess

to SSA relies on 2 similar purchese, sound management practice
requires that we manage the way we acquire the resource just & we
wonld manage each of the separate initiatives. We will develap
such integrated resource plans as pant of the PBS.

These tactical-level plans will be wsed 1o determine the Agency’s
budget requirements. The budgets bailt early dunng the planning
period will refisct the resources reguired to develop pew systems and
processes and test new ways to apply technclogy 1o them as well as

. the resources required 1o perform the Agency’s work as we agrently

performs it These budgets are expected to emphasize the costs of
addressing our strategic priorities. Later budgets wibl reflect
developmental resources a3 well, but will also begin w0 reflect the
savings that result from our mew systems and procasses and the
resources expenditnes we will never have to make because we
implemented them.  Inmtangible benefits and denefits 10 the public,
though not refiected directly in the budget, will also begin o appear
as SSA moves shead in implementing the ASP.

Finally, we recognize two other types of activities that are key to
implementing the ASP and that must take place in the near 1om.
One, we must conduct comprehensive process analyses of workload-
specific operadons in order 1o help us establish the baseline against
which the costs and benefits of specific process changss can be
measured. And two, we must modify cur cumment sysiems and
processes or establish new ones that will cnable us to Collect the
management informaton essential o identifying our current service
levels (whers we canngt yet do 50} znd monitonng our progress
wward meeling the service levels we have set a5 objectives.

The ASP, as the keystone of SSA's unified planning system, has set
in motion a comprehensive process by which the Agency will
determine where we want 1o go in the long term and decide what
must be done in the shorter ens o get there, We are confident that
the complexitics of managing an agency as large and with as far-
reaching impact as SSA will be made less daunting beeause of the
direction the ASP sets for us.
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