
CHAPTER SEVEN: 

PUBLIC UNDERSTANDING 


Educating the public on Social Security issuc:'\ has always been an important pari of 
the Agency's mission. From 1993 thru 2000, the S()Ciul Security Administmtion 
(SSA) cominucd its commitment 10 providing information to the public, This 

responsibility spanned from providing basic infonn.ttion to beneficiaries to entering the publi~ 
pohey arena by promoting an interest and knowledge of issues such as Social Security's long­
range fiscal health. The significl1ncc of public undcJ);tanding is reflected not only in the 
Agency's strategic pians, hut also in the major change that has occurred within the Agency itself. 
namely that oflndepcndem Agency. 

Independence in 1995 provided an atmo...phcrc that significantly changed the manner in 
Which, and himce the effectiveness, of the Agency's cffol1s to reach the American public. 
Increased external vi!'lbililY to Social Security's stakeholder:·;" and internal reorganization 
necessitated by independence required the Agency to change its focus, vision, and emphasis. 
The Agency embarked on a numberofinitlatives to educate the American puhlic, and to give its 
own employees the tools to become individual representatives for Social Security. 

j The main t'xlcrnal s!akch(\ld""r~ un.: Ih,,' Amerlcan PuNic, the Congn'ss, Ih~' White IiIJllSI.', ano thl.' meoia, 
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For 65 years, the Agency has delivered service to the American puhlic in ~ manner that 
has fostered confidence and trust in the quality of its programs and employees, But this 
confidence aad truSt are premised upon bo!h outstanding service and a public understanding of 
whal Social Security is and means 10 the American puhlic. Millions of Americans arc directly 
benefited by the Agency und take a more active and pcrsonal inlerest in Social Security. Many 
more millions, however. arc not directly affected by the Agency, and they often do not 
unders.tand how Social SeeuriiY works, how it will bencfit them in the future, and how best to 
protect its integrity, Witbuut [his broader public undcrsHinding, the Agency cannot build the 
lrus! and confidence of the American public in the importance of Social Security. Also, the 
Agency would not be able to fulfil! its mandate to serve the public in an effective and 
Comp:lssionate manner. 

SSA has the responsibility to communicate in an authoritative. credible, accurate, and 
accessible manner with the 200 million Americans. as of calendar year 1999, who are affected by 
and/or benefit from its many progmlfls, These include tbe 48 million individuals who are 
receiving Social Security benefits, ~tnd the 153 million workers who pay the taxes (hat finance 
the progmm.2 The Agency has a special obligation to inform these workers about the benefit 
protections, the financing of' benefits, and the operations of the Trust Fund. Public confidence in 
the Agency b directly link\:d to public understanding of tbe programs, and the American public 
has a vital nel~d and jnterCM in information about Social Security, u program that has become a 
part of the fabric of our' ~ocicty, 

INDEPENDENT AGENCY 

1993-1995: PRE-INDEPENDENT AGENCY 

1 Fast Facl:> & Figures: Ahout Social Security, OHice of Polky. August. 200t), J'lgs 9, 30, 

.I "Shirley S. Chakr, Ph.D .. hccn!l1L~ 12'ii CommiS$iOliCf of Social Security", HHS Nl'WS, Press RckIlSC, OC{[IN:r 8, 

J993. 
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The Agency in 1993 was relatively passive and reactive in educating the pUblic. 
Protected by the Department of Health and Human Services (I-II-IS) from puhlic 
scrutiny, and morc importantly. Congressional attention. the Agency's self 

prescribed mandate did not extend beyond the straightforward: to provide basic, programmatic 
information 10 those who inquire about it. However, the idea was born that the Agency should 
do more to promote a broader understanding of the public policy issues surrounding Social 
Security, and increase efforts to educate the broader American public about Social Security. 
This idea expanded with new leadership, and was acknowledged as parI of the fundamental 
mission of the Agency. 

HISTORICAL BACKGROUND 

In 1936, when the Social Security Board hegan operation, an Office of Information was 
created with direct access to the agency's top administrator. The need for and value of puhlic 
information were clear. First, there was a nationwide effort to explain the difference between the 
new concept of "social insurancc" and to create a distinction between this government program 
and the widely accepted though stigmatized notion of "public relief." On a practical level, wide 
puhlicity was needed to register people with Social Security numbers and to respond to privacy 
concerns about that number. 

During 1937, 50 million leaflets explaining the use of the Social Security number were 
printed and distributed to workers at factory gates and offices throughout the country. These 
workers also needed to be informed about their rights and responsibilities under the Social 
Security program, such as tax contribution rates, benefit formulas and eligibility criteria. in 
1936, for example, the Board said "if the public is fully informed about eligibility requirements, 
the agency is saved much trouble and cxpense since few ineligibles apply." 

By the post World War II years, the program was maturing and quickly hecoming part of 
the fabric of American life. Public information responsibilities of the Agency, while important, 
now played a subordinate role. Public education and public infonnation efforts increasingly 
focused on program eligibility requirements, with comparatively lesser attention given to basic 
program philosophy and financing structure. This lack of priority was reflected in the 
institutional placement of the Office of Communications (OCOMM) within the Agency. 

Until 1996, OCOMM (and its predecessors) functioned as a slaff component headed by 
an Associate Commissioner. For example, in 1990, the Office of Public Affairs was a 
subcomponent of the Office of the Deputy Commissioner for Policy and External Affairs. The 
Associate Commissioner for Public Affairs was one of five associate commissioners reporting to 
a Deputy Commissioner, and one of 35 associate commissioners within the agency. 

Access to the Commissioner and the Executive Staff was limited. Professional advice 
about communications issues and vital communications concerns on policy issues was filtered 
through other components, as werc questions from the Executive Slaff about appropriate 
communications policies. Broad issues about national public affairs policy were onen deferred 

278 



to lhe Agency's then parent agency. HHS, much like most other issues wLlhin the Agency at the 
time. 

More significantly, this arrangement kept the Agency from the glare of public scrutiny 
and Congrc.>;sional attention, and there W~IS little direct pressure for the Agency 10 go beyond the 
basic responsibility of providing programmatic information to the public. Throughout most of 
the past 25 years. and until it became an independent agency in 1995, the Agency's 
communic<.\tion:-: activities were often scattered, unfocu~cd. and llncoordimncd. Forcxamplc; 

• 	 The Press Office was part of the Office of the Commissioner; 

• 	 Employee communications were located within the Office of Human Resources; 

• 	 Speech writing was first a function of the Office of Policy, and then switched to the 
OfTice of the Commissioner; 

• 	 Regional communications efforts were directed by the Office of Operations; and. 

• 	 Internet public information responsibilities were primarily under the Office of 
Systems, but a Olunber of other components also had control over other aspects of it, 
!c;lding to an unfocused and incffidcnl usc of resources. 

The result of a non-ceolrulir.ed communications policy was an inability to define or 

cffec(~vely prosenl core Social Security public information mess<.\ges. Communications efforts 

were often duplicative and wasleful of limited agency resources, 


In "hort, the Agency's emphasis on public education and public information efforts wa.'\ 
compttratively less than in the eurly years, and OCOMM oftcn did not have a "scat at the table" 
when imporlam communications policy decisions ;.bout SSA and its programs were being made. 

Moreover. other collateral issues had an impuc! upon how the Agency carried out its 
mandate to educate the American public. For instance, one of the legacies of downsizing in the 
1980s was u decreasing workforce with increasing workload. This never ending "trimming of 
the fat'· led to less and less time and energy devoted by the Agency to educate ib' own workforce 
on program philorophy and financial SHl.leture. and an increase in focus on workload 
manugcment, resulting in many field office Managers unable or unwilling to grant mueh time for 
the long {enn investment of workforce development at the expense of short term workload 
product The unfortunate and unforeseen result of this shortsighted course of action has been 
that the Agency's own employees. arguably its greatest public education [001, have become less 
effective ;}." represematives of their own employer, Ihe Social Security Adminharation. to the 
Amcrican pUblic. 

Thesc institutional and collatera1 forces made Agency efforts to educate the public leSs. 
·lhan effective, Becuuse of the insularity afforded by HHS, SSA could not achieve the full scope 
of its mission, causing the appearance of a lack of initiative in the Agency's education efforts. 
The lack of cohesion and focus in comrmmica!ions efforts. {~nsured that any initi,ltivcs undertaken 
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by the OCOMM were going to be less than successful, And with ils actions usually below the 
radar of the Executive Staff (not to mention the leaden;:hip of HHS), there was often a lack of 
interest and support from the leadership. 

However, new leadership under Commissioner Chater sought to change some of these 
systemic problems, Whereas the strategic goal" "Ct in 1991 did no! directlY address the issue of 
public undcrstanding,4 one of the three strutcgic goals 'Irticulated by Commis:>ioner Chaler in 
1994 specifically addressed communication j"sues - Rebuild Public Confidence in Social 
Sccurity.5 Rebuilding and revitalizing the communicalions function of the Agency wa" one of 
her highest prioritIes, To do so, Cnmrnis"ioncr Chatel- hroughl in outside expertise to help 
develop this function wilhin the newly independent Agency, 

Commissioner Chater undcr~aood that public confidence was predicated upon a public 
that understands the issues surrounding Social Security. More significantly, she understood that 
while not directly related to the actual work of Social Security, the confidence of the American 
public was critical to maintaining public backing, public involvement, and thus Congressional 
support for Sodul Security, Shc recognizcd thai her standing with [he While House was crucial 
to these cffons, and that proper handling of the media was critical, Her farsightedness would 
serve the Agency well through the change:.. to come, and the theme of public confidence was 
soon to be echoed by Congress in the most significant chnnge lo SSA during the Clinton 
Administration - its independence, 

1995: SSA BECOMES AN INDEPENDENT AGENCY 

"The three 1991 goaL~ wen:: 
(I) 	To ,;l'fV/~ the puhlk with compassion, courtesy, considerathm. eflicieney, and oceurw:y; 
(2) 	To pf\\h~C! and maintain the American people's invc.~(tllcnt in the Social Security Trust Furuh :tnd 10 ins1ill 

puhlic cOllndencc ill S1,)cial Sccurily progrlHllS; and, 
(3) 	 To ere.de an cmirnnmcm that CJlsur{:s a highly skilled, motivated workforce dedicated 10 meeting tbc 

challenge of$8A',\ puhlic service mission. 
~ Commissiorn:r Chater'~ three strategic gnals were: 

(!) t{couild Public ConliJencc in Sodal Security; 

·(2) Provitk World·Class S ... rvicc; and. 

(3) 	 Create a Nurturing Em'ironmcnt for SSA Emrloyl.-'<:s. 

(> Confirmation hearing in U.S, Senate fllr Kenneth S. Apfel, Social Sl'\:urity Commissioner Dl!sigm.'t', ScplI!mher 10, 
1997. 
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I n August 1994, the Congress passed and the Pre."idcnt signed into taw legislation that 
eSlublished the Social Security Administrmion as an independent Hgency within the 
Executive Branch of government The reasons given by the Congress for cMahlishing 

the SSA as an independent agency were to strengthen the public's confidence in Social Security 
by giving it more visibility and accountability, hy promoting administrative efficiency, and by 
streamlining the operations of the Agency so that it could better serve the American public. 

Independence chunged the Agency in far morc significant ways both cXlcmally and 
internally than the simple word would suggesL Externally. the Congressional goalio strengthen 
public confidence by promoting visibility and accountability was quickly achieved by the 
Agency's elevation to the cenler stage for both the public and the Congress. Internally. the 
advent of independence resuhed in major organizational changes necessitated hy the Agency 
separating from HHS; components and departments of SSA formerly underdeveloped or 
underutilized bt.-cuuse ofthc protective shadow of HI-IS were forced to matufC, 

E.)(tcrnal visibility and internal reorganization began to reverse many of the roadblocks in 
Ihe way of an effective Agency communications plun. Without the cover of HHS, the Agency 
wa.s forced to deal directly with the American public, the Congress, the White House, and the 
mcdia. Inlemal reorganization resulted in ~l much more con::;,olidated communications team, 
leading to more coheSion <ind focus. And the elevation of OCO~:M to Ihe Deputy 
Commissioner level broughl communication issues 10 the attention of the Exc-cutive Staff. 
OCOMM now had direct acce~s to and full support of the entire le~dership of the Agency. 

EXTERNAL PRESSURE: INCREASED VISIBILITY 

External visibility increa~d significantly with independence. The Agency would 
henceforth deal directly with lIS main eXlernul stakeholders -the American pUblic, the Congres!', 
the White House, and the mcdia. Heightened attention given to Social Security public policy 
issues during this time period, especially around the issue of solvency l.1fte-r President Clinton's 
1998 State of the Union Address, guaranteed thut the Agency's voice would be heard. 
Moreover, th(: Agency would have to respond to puhlic inquiries on its own, 

After legislation making SSA independent became effective in March 1995, the Agency 
quickly gained il more prominent prolilc. For example: 

• Media contnct:-; became mure frequent; 

• The Agency sel up a phYSical presence in WaShington DC; 
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• 	 The Commissioner made more public appearances and testified more often before 
Congress;1 and 

• 	 Agency employees began to particip.:Hc more frcquemJy in local discus:-;ions regarding 
Social Security, 

These actions were a direct result of the increased visibility of the Agency to the 
American public. 

Then, through his 1998 State of the Union Addrcss, President Clinton further thrust the 
Agency into the public spotlight when he acknowledged the long~tcrm financing problems that 
were facing the Social Security program, To "S~tve Social Security First," the President stated 
that educating the American public so that they unden;tand the is:.;ues facing Social Security 
programs was crucial. Thus began a full year of dialogue with the American public. The 
Agency was commiltcd to talking with and listening 10 the American public. 

The Agency also placed a ncw emphasis upon liaison with. and outreach efforts. to 
national advocacy groups and major civic organizations. Period~c "hrown~hag lunches" with 
stakeholders and others interested ill Social Security iss.ues were begun. These efforts promoted 
an informal discussion of issues and Agency initimives, and effons were also made to ensure Ih~H 
the Agency had a presence at every mujor convention across the country, 

The Social Security Advisory Board noted at the time that SSA should take the lead in 
educating workers and thell' families about retirement planning, This win be especially 
important in the coming decudes. There are as of 2000 roughly 80 million members of the "baoy 
boom" generation in middle age, and in 2008 the firsr of these individuals will begin to retire. 
Many arc just now slarting to prepare financial plans for their retirement years, 

INTERNAL PRESSURE: ORGANIZATIONAL CHANGE 

lnlem<li organizational change was required by independence because certain 
components were llndenltilizcd while the Agency was a component ofHHS. For example, the 
pre-independence OCOMM was less than proactive because institutionally it was nol given the 
responsibility beyond narrowly defined goals of providing specilic program information, 
Typically, public and (espcciaUy) COr'lgrcssiomtl inquires were dealt with by HHS; the Agency 
did not develop the structures necessary to respond to such requests, Independence chunged nil 
of this. 

The elevation of OCOMM to a Depuiy COfnml;.;sioner level component resulted in 
bringing communication issues to the forefront of the Agency's leadership and in allowing it to 
focus and consolidate formerly diSjointed (:ommunicmion effons, OCOMM began 10 slowly 

'J Fqr ext/nlplc, undenill' Personal Responsihilily and Work Opp()rtunity Reconciliation Act of 1996 (Puhlk law 
104-193). Congrl"SS required the CommisSionl"r 10 rcpntl annually to the Pn~sidcnt and to Inc Cnngrc.\s on lhc statu'\. 
nflhe SSI program. The first sueh report was issued in May 1997. and bave heen issued annually since. 
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consolidate the formerly scattered communicution efforts of the Agency, providing u foundation 
for developing a comprehensive, focused, and cohc.'iive communicacions plan. The Press Office, 
internal communication effons, spcechwrlling, and eventually the nmning of Ihe Agency's 
Internet web:;ite would come under its purview, Communication iniliatives tbat were once 
unfot'uscd and unrealized were given the focus and support Ihat was previously missing, 

Whilt~ both Commissioner Chater and Commissioner Apfel h.lYc championed the CtlUSC 

of SSA being a rorce for puhlic education in Social Security issues, they both realized thai real 

change could only occur with institutional change. Without an institutional component 

advQcating the communication perspective, the Agency could not provide the focused and 

cohesive leadership in education thut was envisioned hy the Commissioners and demanded by 

the President and the American puhlic. But this. change was not always easy or necessarily 

smooth. 


Communications is not an explicit business process of Ihe Social Security 
Administration, and the Agency's leadership sometimes had to work hard to convince others to 
undetMand the need fot and value of communications:. The linkage between effective 
communications. public and hence Congressional support. and the future stability of the Social 
Security program wus not .tlways clear. Moreover, the concept that puhlic conlidcnce is directly 
lied to an informed and educated puhlic was: sometimes lost to those who saw the Agency as JUS! 

it iechnlcal program service provider rather than an integral pan of Americans' lives. However, 
leadership directly from Ihe Commissioners .;;pearncaded both the elevation of communications 
whhtn the institutional structure of the Agency, and also as a strategic goal. 

One of ihe first challenges of the newly established OCO;\1M was finding its place within 
the sMalcgk plans for Ihe ncwly independent SSA. Under hoth new strategic plans,!! public 
understanding was recognized as one of five Agency~wide strategic goals; both plans dcflllcd the 
goal as: '"IT]o strengthen pubiic understanding of the social security programs ... 9 The inclusion 
of public unrlcnilanding as a strategic goal or Ihe Agency was not a forgone conclusion, but 
required the strong sponsorship of Commissioner ApfeL Only through his personal advocacy did 
the full Executivc SlUff become convinced of the need for communications as one of live 
strategic goals for the Agency. 

In addition 10 OCOMM, the Office or Legislation and Congressional Affairs (OLCA) 
also went through significant changes us a result of independence. OLCA was forced to 
establish a physical presence in Wa'ihington DC. iO increase its staff substantially to take on all 
the responsibilities of a "full fledged" agency, and develop the institutional and human resource 
skills to become effective communicators with one 01' the Agency's most impOl'lant externul 

• stakeholders -. the Congress, 

Tbe appointment of the Agency's lirst conllrmcd Deputy Commissioner in Novemher 
1999 was a key component of improved Congressional relations. As the Chief Operating Officer 

~ "K£ltuiP£ lile Pmmise"; Strategic Plan 1997·2002, Of!icc nf Strategic Mllnascmeftl, Scptcll1hcr, 1997; and 

"Mastering the Challenge": Sltalt.'gic Plan 2000·200S, OCllee of Strategic Mnn.1gement, Sep1cmhcr, 2000, 

4 Strategic Plan 1997.2002, pg J I: Strategic Plan 2!X)()·.2005, pg 44, 

HI Under HHS, the Agency did not have un actual physical prcscn..:c in Wa~hlngt()n. D.C 
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and working doscly with the Commissioner, the Deputy Commissioner made a number of ViSitS 

to members ofCongrcss, These visits emphasized Sodal Security's appropriation:-; and 
bUdgetary needs, the Agency's efforts (0 enhance service to the public through electronic service 
delivery initiatives. the impact of the repeal of the Retirement Earnings Test, and issues affecting 
Social Security's future. 

The higher visibility of the Agency on the Hill helped faciliw[e such things as securing 
$35 million in supplemental funding for 1he Agency in June 200Q. In addition, Congrc:-;:-,ional 
awareness of the challenges facing Social Security incrca~cd, and the Agency's working 
rclulionship with Congress and numerous subcommHtces was strengthened. 

The Deputy Commissioner's Office also spearncuded the creation of an Agency task 
force to inform Congressional Members and their staffs ahout Social Security's Fiscal Year 200 I 
resource needs and to develop support for u proposal to take Social Security's administrative 
expenses out of the discretionary spending caps. As a result of this effort, on October 11. 2000, 
Congressman Clay Shaw and Congressman Ben Cardin introduced n,e Social Secllrit)' 
Administrllli(lll PreparednessAc/ 0/2000, This legislation would exempt Social Security's 
admjnistrative expenses from current budget caps and classifies these expenses undcr a new 
separate cap only for Social Security's administrative COSIS.

1l If enacted, Social Security will no 
longer compete with health research, education, and Olner important programs for resources to 
administer the! nation's social insumnee programs, placing the Agency in a much bener position 
to deal with Lhe substantial workload incrca,'ic!'> anticipated as the baby boom generation move.. ... 
toward Iheir disability prone years and retirement 

Thc,c two forces, the pressure of public scmtiny and internal reorganization; provided the 
impetus for the Agency to grow and mature qUickly, These changes coupled with dynamiC new 
leadership helped forge new iniliatives and pushed the Agency to go further in educating the 
public. The h!adership came from the Commissioner and his Executive Staff. Assistance also 
came from the Social Security Advisory Board, who noted that the Agency should go hcyond 
providing basic information about Social Security and should take the lead in educating workers 
and their families about retirement planning. 12 During the national dialogue associated with 
solvency, the newly developed skills in communicating with the American public and the 
Congress would serve the Agency welL 

11 Th>J legislll!ioll would IIbil enahle the Agency to re(;ruit and hire rcr~()nnd in <)11\i!;ipalinn urIne "rclircmctll 
~avc" o( large numbers of ,:i'lci>!1 Security employees in the coming dc,~ude_ ' 
!~ This will Occollle eSjwd:tHy important in the coming decade as mnrc than go million memht:rs o( the "bahy 
ooom" generatloll n:acn middle age. In 2008 the fim nr Ihc);C individuals will ix'gin to relfre, and many Uh:: JUS! now 
starting to proJp;(r'~ financiat phms for their re1irement YCtlts-, 
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MAJOR INITIATIVES 


I
n lIsscssing communications needs soon aftcr becoming independent, the Agency 

conduded that new initiatives were needed in Ihrec scpanllC' but related areas: I) 
reliably measuring communications performance; 2) creating new public infonnntion 

products \0 address topical Social Security issues.; and 3) training SSA executive;.. and employees 
to communicate effectively with the public in a new communicallons environment. Additional 
emphasis by Vice President Gore, in the National Partnership for Reinventing Government, was 
given when he noted that the Federal government has a special responsibility to communicate 
concisely and understandably, 

SSA ,:ommiued itself to an aggrcl'stYc, proactive public education outreach campaign, 
The cafT!paign included the following: J) public events and media campaigns: 2) the 
development of new brochures and printed mnlerinls; 3) the Social Security Stalcment: and 4) 
making maximum usc of new technology. including the Internet. 

From 1998 thru 2000. Agency employees pHfticipated in more than 10,000 public events 
and media opportunities on Social Security and issues affecting its future. These events 
included, for example. community events co~sponsorcd by such organizations as the Junior 
Chumbcr of Commerce an(i Americans Discuss Social Security, community forums held in 
conjunction with U,S, Congressional representatives. newspaper editorial board interviews, and 
Internet forums, 

MEASURING COMMUNICATIONS PERFORMANCE 

T he Government Performance and Results Act (GPRA) of 1993 redefined how 
government is evaluated. making every Federal progmm responsible for produdng 
measurable results. (n J997, SSA eSlablishcd a Strategic Plan with nvc key 

strategic goals. wi!h one of Ihe goals being "10 ...trengthcn public understanding of the Social 
Security programs." In response to the GPRA 's mandate to demonstrate tangible results, 

jJ Incrcas.ing Pubtic Cndctst:mdilJg o(SQdill Security, Social Security Advisory Board, SCplcfllhcr, 1997. ps. 3. 
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quantitative objectives were established for each of the Ilyc goals. For lhe public understanding 
goal. the Agency's objective was to have 90 percent of the American public knowledgeable 
about the Social Security program in five critical areas by 2005, Those arcas are: 

(I) Basic program facts; 

(2) Financial value of the program to individual,; 

(3) Economic and social impact of the program; 

(4) Social Security', current fmancing; and 

(5) Financing issues. 

As noted in the Agency's Srmtegic Plan, "the achievement of this goal [of strengthened 
public understandingl supports every other goal of the organization. It helps people 
knowledgeably dehate the issues facing Socitll Security; it supports SSA's ability to provide 
worlJ~class customer ~rvicc; it helps customers understand their responsibilities under law. 
leading to payment accuracy und reduction of' fraud; and it mises the level of public respect for 
S5A employees," 

When the goal was. established in 1997, available meusures of public knowledge about 
Social Security were un!>atisfaclory, and the Agency wa.... unable to determine if progress W<lS 

being made toward achieving the objectives. It nceded to identify the effectiveness of 
implemented programs among different segments of the nntional audience and program 
information areas thUi needed more emphasis. At the time, the besl data available on public 
knowledge regarding Social Security were survey dam on the degree to which individu~!ls 
personally chtimcd to have knowledge about Social Security. These data were inadequate (0 

answer the ::;pcdf1c questions the Agency identified, and octter rnea~uremcnt tools had to be 
devised, 

(n late 1997, SSA, with the help of the Gallup Organization, developed the Public 
Understanding Measurcmcm System (PUMS) as a process to measure the public's biL'iclinc level 
of knDwledge of Social Securily programs. A series of 19 questions related to Social Security 
was created. and in 1998 a nationwide survey of 4,000 adults was conducted. The Agency 
determined that individuals who had 13 correci un::;wers would be considered "knowicdgeable:.t4 

The J998 results indicaled that 55 percenl of the puhlic was knowlcdgeahJc aboul Social 
Security programs, and had an understanding of the basic programs and concepts. The rc.'iults 
also indicated thallhe public was n01 as knowledgeable ahom the more technical fcaturci' of 
Social Security. such as the average benefit amount. A statistical analysis showed that 
knowledge variance was chiefly due to demographic factors s\lch as age, education. and income, 
with older. more educated, and high-income individualli showing the highest degrce of 
knowledge. 

14 Sec E,\hihit 1, 
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,1\ !'Ccond survey WLIS completed in Januury 2000, and it showed a slightly highcr overall 
knowledge leveL In addition. the results showed ito increase in the public's knowledge about 
seventl questions related to an individual' ~ own retirement planning, For eX~ifllple. knowledge 
that un individual can receive some retirement benefits before full retirement age rose from 62 
percent to 65 percent, while knowledge that there will be an increase in the age for receipt of full 
retirement hencfits rose from 65 percenl to 72 percent. Onc pivotal factor in increasing the 
overall level of public knowledge about Sodal Security was reccipt of the Social SccurHy 
Statement. I." 

The PUMS survey waS: dcs.igned to answer both quc;aions inilial1y identified by SSA a'i 
important to funher the strategic goal of educaling the public on Social Security .. It provides a 
valuable guide for identifying basic Social Security information not generally known by the 
public, and identifying 1'Oubscts of the population in which an understanding of SodaJ Security 
was lower than the gencrul population. This knowledge will help facilitate focused 
communication efforts to target under informed segments of society. 

The Agency has set performance targets for FY 2000 and FY 200 I, Dala and other 
analysis from the PUMS will be the primary method used to measure progress in {lehieving lhc 
strategic cdu(.:ation objective. A national ~urvcy of 4,000 people will be condm.:ted each OciObcr 
through ,~e year 2005, and a serie1'O of quarterly surveys in several regions will help determine 
the effectiveness of specific public education initiatives. 

THE SOCIAL SECURITY STATEMENT 

On October I, 1999, the Social Secu!'ity Administration launched the largest 
customized mailing ever undertaken by a Federal agency when it began to send 
an annual Social SecurilY Statement (a redesigned Personal Earnings and Benefit 

Estimate Statement) to 125 million workers, Designed to increase (he overall level of public 
knowledge about Social Security. the Social Security Statement potentially represents one of the 
Agency's most valuable puhlic information and education tools. The 4-page statement helps 
workers with !lnanda} planning by providing estimates of ihelr retlremem, di.sabilily. and 

I~ Tbe J:mlJary 2000 SUf'<Cy results indicmc thai whilc 57 percell! of the public was considcred koowl"dgcablc. 6~ 
percent of thnse wbo rc;:civt'd a Slulemcnt were found ttl he sn, 
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survivors' benefits. The statement also provides workers an cali)' way to determine whether their 
earnings are accurately posted 00 their Social Security records, 

The annual Social Security Statement was {he result of efforts by Senator Daniel Patrick 
Moynihan to cstablish in law the requirement that all Americans receive an annual Sialement of 
pOlentii.ll Social Security benefits, By law, the Agency will send the annual statements to 
worke),s who <Irc ages 25 nnd older and nol receiving Social Security benefits. The Agency 
staggers the mailing of the statcrnent~ throughout the year, with approximately 500,000 
statemellls dc;livcred each day (about 10 million per month). Workers automatically receive their 
statements about Ihree months hefore their hirthdity. 

The Omnibus Budgct and Reconciliation Acts of 1989 and 1990 required the Agency to 
hegin providing Ihe public with annual statements about each individual's Social Security 
earnioBi-i record and estimates of ihe amount of benefits individuals may receive. These 
Statements hud been available to the pubHc upon request since 1988" However, the legislation 
required the Agency to stUl1 ;.,ending Ihc\c Statements automatically in FY 1995 to workers 
reaching age 60 (and older). and in FY 1996 through FY 1999 to those attaining age 60 in those 
years. The legislation further required that beginning in FY 2000, the Agency would issue the 
Statcmcnls mmuany to all workcrs age 25 and ovcr, an estimated 133 million people. The intent 
of this provision was to assure that each worker is aware of the protcction provided by Social 
Security and is periodically afforded tbe opportunity 10 review the accuracy of the his/her 
earnings record, 

The results of the January 2000 rUMS survey undertaken wilh help by the Gullup 
Organizution showed that receipt of the St.llcment played a significant role in increasing 
Arnericuns' understanding of Social Security. The survey showed that individuals who have 
received a Social Security Stalemcnt nave n significantly greater under!'tanding of Social 
Security than those who did not receive u statement. The January 2000 survey results indicated 
that while about 51 percent of the public is knowledgeable. 68 percent of those who received a 
Sl3temcnt were found 10 be knowledgeable. Those who have received a statement were 
significantly more likely to know: 

(1) The amount of Social Security benefits depends on how much they earncd~ 

(2) Social Security pays benefitli to workcrli who become disablcd~ 

(3) Social Security provides benefits to dcpcndentli of workers who die; nnd, 

(4) Social Security was designed only to provide pan of total retirement income, 

Beginning October 2000, workers age 55 years and older began receiving a special insert 
in their annual Social Security Statement providing importanl information on retirement options 
that will help workers make impol'lam retirement planning decisions hefore reaching retirement 
age. The insert highlights the various factors workers nearing retirement need to consider. such 
as the long-term effects of laking il reduced henefit or the impaci work would have on their 
benefit. 

http:pOlentii.ll


A dcdsion was made 10 mOdify Ihe mail-out schedule to accelerate the FY 2000 
mailings" Rather than mail Statements to approximately 1.6 million people turning 60 each year 
between 1996 and 1999 and then jump to mailing to 133 million Statements. it was decided to 
phase in the FY 2000 mailings by adding to each of the scheduled annual mailings. Therefore, 
the (ollowing schedule W<.IS put into place: 

Legislated Accelerated Actual 

1995 7.2 million 
1996 1.6 million 5 million 5.6 million 
1997 1.7 million 10 million l2A million 
1998 1.8 million 20 million 20,6 million 
1999 l.S million 30 million 26,5 million 

This ~cherlule allowed the Agency to handle the two primary fallout workloads, inquiries 
and carnings corrections (both of which are considered to be onc-time worklonds). in advance of 
the annual mailing of 133 minion Statements, By phasing in the additional recipients, when the 
annual mailings began in FY 2000, over 70 million of the 133 million scheduled recipients had 
already received one Statement. 

The Agency began sending the Statements automatically 10 individuals uge 60 Hnd over 
in 1995. As of PY 2000, nearly 73 million statements have been m~\ilcd to individuals 40 and 
older. In addition, individuals have been able to request statements from the Agency since t988, 
with roughly 37 million requests for statements Over the pa$1 12 year$ procc$scd. 

Along with working to assure thallhc Statement would be as comprehensive l.Ind 
understandable as possible, the Agency faced the additional challenge of planning for the fallout 
workloads associated with the Statements. a<lsed on experience with Ihe fallout worklQad~ (rom 
the on~request Statements, the Agency focused its l:lttcntion on two major workloads, inquiries 
and earnings l;orrections, For first time Statement recip-ients, it was projected that inquiries 
would occur at a rate of 5 percent and earnings corrections. would occur at a mle ofOJ9 p-ercent. 
While every i."fron wus made to encourage the public to contact us by telephone, plans were 
developed for hundling these workloads in the field offices. 

In the an-requesl Statement process, all fallout workloads were handled by a single-site 
component, the Office of Earnings Operations (OEO). To S.UppOf1 the on-request inquiry 
workload, OEO had its own toll-free numher. OEO wa.,-> the on1y component with access to the 
various microfilm flies with earnings information and therefore waS. lhe only sile with the 
capahililY to correct earnings errors, If a field office received an earnings (''OITcclion, they sent it 
to OEO for handling, 

WHh the impending Statement workloads it was recognized Ihnl1his single-site operation 
would not have sufficient staff to handle the workloads. Rather than staff~up OEO for what 
would be ~! limited period of peak workloads from 1995 through 2000, alternative processes were 
developed, 
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The first chungc was to expand the capabilily to correct earnings errors to other 
components beyond OEO. Sofiware thai supported OEO's processing of earnings correction 
actions waS. expanded to include field offices, program serviee centers, and teleserviee centers. 
This software enahled any Agency proces!'ing site to establish carnings correction actions, 
pcrforrn searches of Its on~line Suspense file, and effectuate carning conuclions. This software 
also contained communication functionalilY so that siles could contact OEO for assistance, such 
as seoUling to microfilm, as necessary. National training was conducted through "train-thc­
trainer" and Phoenix lessons. The training was providt.-"d to all claims technicians (claims 
representatives alid service representativcs). telc)'crvicc rcprc.,"icntatives, and progmm service 
center technicians (claims authorizers. benefit uUlhori7,er:;. tcchnic.alsupport staft) 

The second change necessary was 10 prepare for the Inquiry workload. For the first year 
of mailing Statements, the Statements contained the OED toll-free number. However, OEO did 
nol have adctluatc staff or telecommunication hardware suflicicnt to handle the anticipated call 
volumes that were expectcd in later years as the mail~out volumes grew. Thus after the firs! 
year, it was decided that the SSA Narionul800 Number Network (l~800~772-1213) would be 
used as the telephone contact point ror the St~itcment Inquiriet\, Communication links were 
established to conncet the OEO 800 number staff into the national 800 numher call routing paths. 
Call muting plan:- and Statement specific menu prompts were developed to direct the Statement 
related traffic to OEO personnel Ul' the first call location, with routing of overflow calls to other 
sites. Training "",tS provided to nil teleservicc representatives, including program service center 
personnel who served as "spike" staff to assist 'the national 800 number staff during peak calling 
periods. 

In later years, when the annual mailings reached 133 million Statements. other services 
were developed to handle more of the Inquiry workload. Studies and surveys were conducted to 
ascertain the nature of the inquiries. and the 800 number menu was expanded to allow Ihe 
selection of various recorded informational 1l1essages on the topics that people called for most 
often. For example, .lfiswers to questions like why did [ get thi~ Statemcnl, where did you gel 
my address, etc. were dealt with in uo automllled menu 50 us 10 nol require use of precious 
personnel resources. 1n addition, automated response scripls were developed to process such 
requests as for fonn:-. to rcquesl a new Stalemenl and to correcl a Sociul Security card. A 
wchsitct(i wa~ developed specifically to handle questions from Ihe Statement, containing 
responses to the most frequently asked queslions and link:. to other shes among oiher things, 

From the time of the first mailings in FY 1995. as changes occurred either in the 
Statement or in the software supporting the production of the Statemem. instructionai malcriaJs 
were updated and refresher training was: conducted, The fallout workloads have always been 
closely monitored to assure that the public received the very best service from the Agency, 
beginning with the receipt of an accurate Statement to the satisfactory resolution of any questions 
or earnings correction actions, 

Becau_;e the Staletnenl is the Agency's most usefullool for increasing public 
understanding about Social Security and the need for personal financial retirement planning, 
SSA has developed a multi-media campaign to ulen the public to the annual mailings. The 

WWW3sa.govmystalcmcnt." I 
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office hus abo distribuled u puckagc of employee informalionul maleriuls on the Slatemcnt, and 
the Agency':; Internet website offers further information about the Statement 10 recipients or 
other individuals who huve questions. 

The Sociul Security Stutemenl has received recognition from many outside organizations. 
The National Academy of Sodul Insurance has said that, "the Statement is SSA's most eflective 
rpublic infor:nu!ion] looL The tangibility ofth!s 1'0(111, which includes earnings for every year in 
which that individual was employed by a job covered by Social Security. may hclp makc this 
program more real to people. GettIng a benefjt statement on a regulnr basis 1$ going 10 have a 
pronounced impael on people's expectations and attitudes ahout Social Security," 

As Commissioner Apfel has noted, "(T]he results clearly demonstrate that Social Security 
Statements arc increasing the puhlic's understanding of the basic features of Social Security." In 
addition, he has stated that. ''[nhe Statement is not only providing information that is useful and 
easy to understand, it is also prompting millions of Americans to take action to better prepare for 
retirement." And to hclp thc American puhlic do so, the Agency has used othel' outreach 
products and technologicallOols to aid their endeavors. 

TECHNOLOGY 

T he Clinton Adrnini$lration has overseen great advances in technology, 
enhancements in infonnalion sharing, more open systems. online access, and the 

. emergence of a strong Internet presence throughout Government. In an 
increasingly complex and fast-moving society, technology has become ~ynonymous with 
effective and efficient service. The new Infonnution Highway has left the familiar 
communications landmarks of the past behind. and information now doubles cvery two to three 
years; available virtually everywhere, almasl insiantly, For example, the Library of Congress' 
enlire collection of hooks could now be tnmsmltted over optic transmission lines in less than iO 
minutes, These new devclopmcnls have greatly improved Government efficiency, public access. 
and employee job enrichnicnl via advanced technology, 

At the same time, these changes have made it difficult for many people to work through 
the flood of infonnation available to find what is really useful. Thc increase in infonna1ion 
vehicles Ihm has made II easier for communicators to get messages out hus also made it more 
diffIcult to get those messages through 10 their audiences, The Agency recogni:I.f;S tnat in the 21~! 
cemury. the Information Age, changes would continue and iiccelerate, and have embraced 
technology a:;. an effective tool to reach and educate the Amcrlcan public. 

In January 1994, Team Imcrncl was assembled by the Office of Systems to begin the 
SSA Online initiative. Their purpose Was to create un Inlernel service including Internet gopher. 
file-tram.fer protocol, and World Wide Web servers, Its success has been rccogni7.ed by other 
agencies and other parts of the Administration who have used this system as a model to get on 10 
the ''"Information Super Highway", The improved services have received positive mcdiul'evicws 
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in WIRED magazine and The Washington Post. and PC Computing magazine honored SSA 
Online as one of" 1 0 I Best Internet Sites" in the May 1995 issue. 

The Agency's Internet home page, Social Security Online (http://www.ssa.gov/), has 
been recognized as among the most innovative and information-rich in government. The Internet 
site provides visitors with program information. downloadable versions ofthc forms used by the 
public, and other new intcractivc services that are being adopted and added to the web site. It is 
continually undergoing major redesigns to allow the Agency to beller manage future growth. 
prepare for the high volume of anticipated on line transactions, and increase the overall 
satisfaction and usability of visitors. The tremendous surge in visitors to the site is testamcntto 
its success: 

SSA Home Page Visits 
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The site has grown since its start-up in 1994 (22,212 visitors), with almost 15 million projected 
visitors in 2000.17 

The Agency has continually worked to further expand the use of the Internet as an 
information source. The sites providing gencral public information and press information have 
seen increased usage since 1996. and the phenomenal growth of the Internet as an information 
source is expected to continue to accelerate in the next several years. The sites also offer both 
English and Spanish 18 language versions of most information pamphlcts and fact sheets that the 
Agency publishes. In addition, thcy also provide information aboutlhe Social Security 
Statement for individuals who may have questions after receiving their Statement. And they also 
provide information to those individuals who may notice discrepancies in their name, date of 
birth, or earnings information. 

17 Social Security; Performance and Account:lbility Report for Fiscal Year 2000. (lnice of Financial Policy and 
Opemtions. SSA Pub. No. 31-231. December, 2(0), pg. 18. 
IS www.ssa.govkspanoll 
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In looking to the future. a recent survey reported that 64 percent of respondents said that 
"infotmation provided on a web p<lge on the Internel" was either very or somewhat useful. 
When the survey was conducted, only 50 percent of American households had a personal 
computer, and only 38 million households were using the Internet. Both of these- numbers are 
cxpcctt'-d to l~row dramatically in the next five years. 

The (:hallenge now for the Agency's communicators is to market the lmcrne( site 
effectively, All agency publiculions and public service announcements carry its web address for 
individuals seeking additional information. In addition, SSA Online has linked with other 
government organizations such as the Administration on Aging and the firstGov Initiative l

" and 
non~governmental organizations such us the American Savings Education Council and the 
American Association of Retired Persons, 

The biggest potential audience for the Social Security's Internet sile is younger 
Americans. who are most comfortable \\lith and the most frequent users oflhis medium. In 1998. 
approximately 8,6 million children aged 8~ 12 and 8A million teenagers were online. As they 
re<lch <ldulthood. tbe Inlernet will be the infonnation source of choice for most of them. The 
Agency is working 10 let younger Americans know now that there is infoml<llion about its 
programs on the weh. The Agency's website. includes a "YouthLink" pagc2i1 with age­
approprinte material thaI teachers, In particular, may find useful in helping their students learn 
about the nation'S social insurance program. 

PUBLIC INFORMATION AND EDUCATIONAL SERVICES ON SSA ONLINE 

SSA Historv Site: 21 

The SSA Hi.stOf,' Page made its dehut in Octoner 1996. It has since been mted by an 
independent research service a... one of tile best sites on Ihe Internet (i.e., top 5%). Among 
Executive Bmoco agencies, the SSA History Page is second only to the :'\Julional Archives in 
making historical mUlCrial available over the JntcrneL The SSA History Page contains a large 
volume of materiali', including scvcml unique collections not available anywhere else.22 The site 
abo mak~., many documents accessihle that would otherwise be rare and difficult to find outside 
of large university libraries. )n addition to written materials, the History Page also provides 
many audio and video rccording~ of individuals who were prominent in the Agency's past and 
who have made significant contributions to shaping the prognum; of tooay, 

HI FirblGov was a Clinton Auministratioll inlliatn'e (FY 20(0) It) combine till online- federal ~er."ices into nne sile for 
the Amcr1c:tn public':. convenience {i,c., to twcnme the JXlrtal sile for go\'t'rnnwlll services), Its mQtto was: "Your 
Flrs:l Click to lhe U.s. Government", 
www,lirstgnv.gov 

" WWW""~l.gnv!k' " IU", 

" WWW".\Stl.gnv!h'IstoryI 
12 The Hi!>tmy Page POS(Ctl thc first Social Security Trustees Report from \942 and the Report on Health InsIJrtlncc 
from the 1934 Cnmmiltcc on Ecormmk Security, neither ()f which had been previously availahlc. 
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Employer Site:;!:; 

This site wu.,..; created in April 1998 to provide the employer communily a single SOurce 
for employer-related information, publications, and forms, along with wage reporting lips and 
how~lo instntctions. Thh; site has proven to he a very popular source of information; many 
cmplo)'cr~relafed web sites. hoth in the private <\Od public sectors, have c-'''itabllshed direct links to 
this site. 

Work SitC:24 

In May 2000, the Work Site. designed 10 improve service 10 people with disabilities who 
want to work, was created. This site t.:ontains bnportant information for Social Security .md SSI 
disability beneficiaries, and it provides specific und reliable information for employers. service 
providers. advocl.lles, and others that help individuals with disabilities find work. Visitors will 
find a wide runge of infonnmion on the sile. from training programs for people wilh disabilities 
to lax incentives for employers who hire them. In addilion. the Work Site is fully accessible by 
those with disabililies. 

Vendor Sile?' 

Launched in October 1998. Ihis site provides direct deposit information and an 
enrollment form to vendors and the adrninit):!nHive payments community. The site also has a 
quick link to the Payment Advice Internet Delivery system that allows vendors to register on the 
web and look up payment information when a direct deposit has been made to their account 

Retirement Planner:z6 

In April 2000. the Agency premiered the "Retirement Planner" to help the public assess 
what income they will need in retirement, and what sources they can count on. The Planners 
contain vllluable information about retirement. disability. and survivors benefits. and factors that 
can affect them, It provides finks to important information on factors that can affect a worker's 
retirement bencl11, such as mllitiJry service or federal employment. And il provides links to tbe 
web site of the American Savings Education Council (ASEC). which has excellent information 
on the need for pensions and savings in retirement. 

The Retirement Planner is an extension of the information provided io the Social Security 
Statemcnt, giving customer;.. who wanl more information an interactive ability to ask questions. 
Within the first four months of use. the Agency had more than 425,000 visitors to the site. 

II www.ssa,gov!(;mpil)ycr/ 
U WWW,Ss(l,glw/work! 
-" WWW,;;S(l,glw/vend"r! 
tf, www,ssa,govhclirc/ 
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e~News:2? 

tn March 2000, Social Security introduccd cNews, a consumer oriented electronic 
newsJcHer about Sodal Security program~ and issues. The free monthly newsletter, which 
gathered over 100,000 subscribers in the first six months it was puhlished, provides the latest 
Social Security news in a convenient readable email format. Social Security automatically sends 
the general edition of eNeH'!' to subs.cribers. Special delivery of selected topics of intercsi is also 
avaJlable for free monthly delivery upon request. Selected topics include: disabilily, retirement, 
survivon;, Supplcfllental Security In(ome (SSl), Medicare, laws and regulations, press office, 
wage reporting. data. studies and research, and senior issues. 

2gAcccs:' America for Seniors:

A result of the partncring with other government agencies and outside organizations 
initlilted hy the Agency, thi~ site provides a we.llth of information for older Americans. together 
with links to other servicing ugencies. The Agency sponsored this site with other orguniz81ions 
such as the American Association of Retired Persons (AARP). This type of partnersbip was a 
priority of Vice President Gore's National Partnership for Reinventing Government. 

Overseas Internet Servicc:29 

An Agency web site has been established specifically to provide information and 
assistance to people outside the U,S, Within the current restraints imposed by the Internet's lack 
of security for the transmission ofprivale information, individuals abroad have been asking for 
and receiving service bye-mail al the rute of unout 150 requests.\ month, 

Social Security Forms:3{) 

This site offers a variety of different Social Security forms 10 the public that would 
accomplish different Agency services. A member of the public can do such things us request a 
new Social Security Statement or a new Social Security Card, 10 downloading the form 10 start 
the disability application process, 

Online Resources for Public Policy Comffiunhv: 

Aside from the informatiomtl malertals provided 10 the general puhlic, the Agency also 
presents large amounts of dala and unulysls for [he public poHcy community, The Office of 
Pollcy maintains u webs,ilc providing various puhlications, resenn:h materials and policy papers, 
and links to mher sites relating to Social Securiiy public policy issues,3! The Office of the Chief 
Actuary maintains a website pUlling the actuarial tables driving Socia! Security public policy in 
easy access fer Ihc public pollcy community, and information on the Trust Funds, COLAs. and 

:n www.""...g(}vA:Ul:w:J 
1:$ www..<,eoi'>i's.guV! 
)<l www.",a.g<.w/iulI.:rnmionallinh:clruwJuml 
.'4 www.ssn.gov/onlinc/formsJumi 
JI hllp:llwww,s\''l.guv!policy/ 
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various publications and reporK:t2 These sites give the public policy community access to the 
same reports and figures that the Agency uses in determining Ihe future of Soci::tl Security. 

COMMUNICA TIONS STAFF AND TRAINING 


A t the same time the Agency was expanding its communications tools. it also 
recognized that media efforts originating from W~L'ihington and Baltimore 
headquarters had limitations. Much of the public relics on toeal newspapers and 

broadcast media for information, and making usc of these outlets was vital to any effective 
public information effort. The Agency increased the number of public affairs specialists (PASs) 
who work in major local media markets. Between 1998-2000, the number of PASs grew from 
less than 30 to ,tootH 100. 

The PAS position was created to address the need for coordinated public affairs activities 
in the major metropolitan areas after the elirninalion of many of the Agency's field representative 
positions. In 1980, the Agency had about 1,400 field represenlalives who, among other duties. 
provided contimlily of contacts within the community, especially wilh the local media. The 
effects of increased workloads and fewer sl-aff in field offices caused the number of field 
rcpresentatives to diminish significunliy to slightly over 400 in 2000. And the focus of the field 
represenlative's duties has gradually changed. placing relatively less emphasis on providing 
public informalion and more 011 taking benefit applicalions. 

As the Socia! Security Advisory Board nOled. "rTlhe curtailment of public information 
work by local employees is believed by many long-time SSA employees to be linked 10 a dedine 
in public understanding of the Social Security prognlm." 

Even with steps being taken to increase tbe number of public affairs specialists, an 
effective communications program must make use of nil available resources. Stafr professionals 
handled most communication efforts. and the Agency worked to increase the communications 
skills of its executive sl4lff and managers" SSA also began 10 educate its employees about vila I 
public issues so lhey can serve as its 65,000 individualreprescntativcK 

In 1999. the Agency,provided training to 135 members of thc executive and senior staff. 
including all of the Regional Commissioners. on messages, media. and communications skills. 
From 1995 thlll 1999. 1,200 field managers, public affairs specialists. and regional pubJic affairs 
officers received professionally sponsored communications training. The training began in 1995 
with a onc-week course developed specifically for Ihe agency'." regional public affair!> officers 
and their assistants, together with public affairs specialists. The success of the course resulted in 
the development of Nmuller ;.,essions (two or three days) lailored to the needs of man<lgers and 
executives. whose responSibilities include dealing with local or national media. 

n hnp:llwww.ssa.gnvIOACr/ 
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The Agency also created an "Employees as Ambassadors Program." The purpose of this 
program was to provide all of the Agency's 65,000 employees with information to respond to 
tough questions about Social Security from the general public, or from family, neighbors, and 
friends. As with most organizations and government agencies. the Agency's workforce in the 
past 20 years had tended to become increasingly specialized. Computer technicians, human 
resources professionals, and administrative personnel often had little training in Social Sccurity 
programs, and even among program staff the complexity of the programs resulted in program 
specialists - such as title II and title XVI specialists - who knew their own programs well but 
had little cros.s-training or training in big picture issues. 

This increasing specialization led to the underutilization of the Agency workforce as a 
source of information for the public. To address this, a two-hour course on the basic facts, 
history, and philosophy of Social Security was developed, as well as a primer on the long-range 
financing isslles facing the program. Every Agency employee received training through a live, 
instructor-based presentation, and after the initial training, the Agency developed an 
"Ambassador II" training program to inform employees about major Social Security issues for 
1999 - such as our Y2K preparations and the new Social Security Statement. Future trainings 
were envisioned to keep the workforce aware of vital and current public issues. The effort 
proved worthwhile as Agency employees played a larger role in public education activities. 

The Agency has also made usc of the Intranet to keep our PAS employees and other field 
office employees engaged in public education, public information, and public outreach efforts 
with up-to-date, timely information material. A Public Affairs Resource Center (PARC) was 
created on the Employee Information Server (EIS), and it hilS proven to be very popular. In July 
2000, the PARC was the third most popular source of information on the EIS. The site includes 
such features as a Correspondence Guide, the Daily News Digest, Publications and Periodicals, 
and a Newsroom. The Agency continues to expand and improve the PARe. 

CHALLENGES 

The Agency has identified the outlines of significant communications challenges 
facing it in the ncar future. These include satisfying public needs and desires for 
information about the future of Social Security, dealing with an increasingly 

diverse society, addressing intensified individual retirement concerns among "baby boomers," 
and keeping up with technological changes. 

Informing the Public: 

In the present public policy context, informing thc puhlic about critical issues regarding 
the future of Social Security has become increasingly important. Ensuring the long-range future 
of Social Security and providing an adequate foundation of retirement income for Americans 
were and still are among the top domestic issues facing the nation. Though there are differing 
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views as to how this can best be accomplished. the American public needs resources and 
information to be able to participate in this nalional dialogue. 

Throughout the national debate aboul {he long-range financing of Social Security, there 
have been mnny claims by various sources, each seemingly authoritative. as to the dImensions of 
the longv l'aJ1£e linancing problem faced by Social Security. With mas!' media, the h.mdency to 
dramatize policy debates hy seeking ou! and emphasizing areas of conflict did no{ contrihute to 
developing un understanding of the issues involved or consensus for policy change. ~~ With 
Social SccurilY financing, Ihe puhlic wm, confronted with connicling claims (some!imc~ c"tlled 
"stal wars"), aod often dId not know whom to rely for factual informmion und analysis. 

The American public should be able to look to SSA for factual information about the 
progrdnt and the issues" One of the Agency's primary goals is to ensure that virtually all 
Americans are knowledgeable about the program within the next few years, Mueh work remains 
to be dOriC in aChieving this goal. but a focused and cohesive publiC information campaign and 
!amtcgy has been in pJace and is currently being implemented. More importantly, trucking the 
progress: of these initiative)) through PUMS has contributed greatly 10 Ihe Agency's 
effectiveness. This public education role for the agency is bOih critical and challenging as the 
nalion continues to struggle with resolving the long-range financing issues facing the Social 
Sc-curity syswm. 

Diversity and the Challenge of Many Audiences: 

Increasing racial and ethnic diversity of the American population has caused the United 
Stales to become increasingly multi-culturat34 The Census Bureau e~timates that by 2050 more 
,hun one-ohird of the population (139 million people of a projected 383 million). will be post­
1970 immigrant::. and their descendants. This population growth raises several bsues for Agency 
communicators 

The PUMS surveys indicate thtH public understanding of tbe- Social Security program is 
uneven, with women and minority populations having comparatively lowcr knowledge levels 
about the Social Security program and long-runge financing issues. To rectify Ihis situation, the 
Agency will Heed to engage in more minority outreach, particularly with non~English mcdia. fn 
additi..n to minority outreach efforts, the Agency must be prepared to address che Social Security 
infonnaiion needs of women, Fully 60 percent of Social Security beneficiaries arc womcn, and 
Sociul Security represents a larger proportion of women~ s retirement incontc than mcn's. Thus 
the Agency has targeted a number of public information materials io women, and marty of it:; 
public information materials arc available in Spanish. mher nOll-English language versions. and 
abo Braille. 

l.' The Seeuritie~ ilnd Ex.change Commission, ill the conlex, of asS{"ssing workers' tetirement planning. noted tbat 
most peopLe ,,\tete unable to indcpendcnlly "ml !f!CtlUgh complex economic informal inn. 
,~ As of 2000, African-American" comprise 12 percen! oflbc general population, Hilopanics approAiTllalcly 11 
percenl, lind Asillu Americaus, thc l'a~lcst gmwiuJ; !\CgTllCOl of 11K: American populaliou, tl. percellL Wilhin tbe next 
50 yC'lIr~, theM! pefl..'cnlagcs will grow dramaticHII),. Afrlclln-Amcricans arc projerted In compriw 1 J pcrt:cnt of the 
pupt:Jntion, Hispanics to more lltan 20 pen.:eHI. and Asian AmeriClln..;; 10 mon.' Ihan 10 JX'n:ent. with 1Il1H.:h (If this 
increase rcsnlling from immigratiun. 
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However, the chullcngc is in getting these materials In the audience for whom they are 
intended, One initiative involves using daily press and periodical publicutions to amplify ils 
messages. The Agency i:.; working to place articles regarding Social Security in national 
women's magazines ilnd to meet with editorial boards of those periodical publicalions about 
topical Social Security issue!', Similarly, in 2000 there were about 500 periodic;:tls ~\nd 325 radio 
and lelevision stalions with largely Hispanic audiences for \vhich ihe Agency is now developing 
and markeling brief consumer-oriented information artieles, 

The Internet is, as noted previously. an extremely promising information 1001. And th"lt 
is particularly true for certain sub-populations. For example, among Hispamc households wilh 
incomes over 535,000. nearly half had a compuler at home in 1998, a 20 percent leap from just 
two years carlier, Furthermore. over a quarter of Ihis population uses the Internet 

Retirement Wave: The Baby 800m Generation 

Intensified concerns about retirement among the "baby hoom" generation IHlve made 
financial plllnnmg an increasingly important communications issue that will remain so 
throughout the next decade. In 2000, there were more than 80 million members of the "baby 
boom" gencmtion {those individuals born between 1946 and 1964) who arc in middle-age and 
beginning to look toward or think about retirement. Between 2000 llod 2010 the population aged 
65 and older will grow slowly. by about four million. from 35 million [0 just ovcr 39 million. as 
people born in 'he 1930, and early 1940, age. By contrast, between 20 I 0 and 2030 wi,h 'he 
haby boomers aging, the numhcrs will ;\O<lr by about 30 million, reaching 70 million in 2030, 

The aging of America will alter society. In the years immediately ahead. the American 
public will have evcr·grcater concerns about ensuring financial security in retirement. The 
Agency has worked vcry hard to communicate information about a worker's rights Hud 
responsibilities under the progmm, as well a,;;; basic facts about the program, the philosophy of 
the program, and the non~retirement benefits provided by Social Security. 

SUi the dramatic demographic changes mean that thc Agency needs to broaden its public 
information efforts to include mnre data on financial planning. For example, it is anticipated that 
there wiH be far greater public demand for more information about the income replacement value 
of Social Scwrity (1cnefhs, lhc already "ichcduled rise in the nonn,,1 retirement age. the 
retirement earnings tcst, and cost~of-tiving adjustmcnts. it is also expected. due to a relatively 
high divorce ratc since the late 1960s.lhat there will be a greater need for public information 
about divorced spouse benefit.., under Social Security. 

Other federal government agencics. such as the Department of Lahor and the Securities 
and Exch~tfige Comnlis:;ion, arc also undertaking national campaigns to inCfCiise public 
awareness about sitving and investing for retirement. As more Americans near retirement age. 
there will be a need ror greater coordination among federal agencies and other outside 
organizations regarding financi,ll planning messages. 

Broad public concern ubout financial securiiY in retirement also presents <In opportunity 
for coopermiv'~ education/information campaigns between Social Security and the private sector. 
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including banking and investmcnl industry rlrms, and Ihe life insurance industry. Because Social 
Sccurhy has always advocated a "three-legged" financial stool for retirement security (Social 
Security benefits, pcm;ions, and individual savings), messages involving sectors such as these 
would be complemenHlry, rather lhan competitive. 

In the immediate future, the Agency must do more to help those individuals now in early 
to mid-50s uIIdersland the complexities of retirement decision-making. and working with other 
government agencies ;.md private organizations, provide them with all of the information needed 
to make un informed decision, 

Te.:hnology: 

The communications revolution has not only changed the wu)" the Agency distributes 
information. it has changed the way it conduct." hU1l-ine~s. The reason i" clear - the Internet is 
growing faster than all other technologies before it; radio wa~ around for 38 years before It had 
50 milliol1llstcncrs, television took 13 years [0 attract 50 million viewers, and the Internet got 
there in JUS! four yean;, The Agency is now committed to exploring options for greater usage of 
the Internet, and the Commissioner has committed the Agency to deploying a suite of services 
over the internet. 

How the Agency prepares 10 continue to inform (he public about Social Security will be 
tested as Ihe population changes, the baby boomers begin to focus on retirement, and media 
attentiun about the ruture of Social Security becomes more widespread. Certainly the need to 
develop new ~;ommunications tools and new approaches will continue, and the ever evolving 
development of the Internet and other communications technologies will demand that the 
Agency be botb quicker 10 recognize and to adapt to a changing commtloi<:<llions environment. 
But the "digital divide" also means thai a public service agency such as SSA must he committed 
to providing Social Security and rClircment planning information in the ways Ihat Ihe American 
public wilt want it, and in a manner that is accessible to it. The need for sllch a communications 
approach by the Agency has not heen greater since the creation of the program 65 years ago. 
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EXHIBIT 1 


Summary of the PUMS·II National Results 

Introduction 

The Social Security Administration (SSA) set a goal in its Agency Strategic Plan (ASP) 
"to strengthen public understanding of Social Security programs." To reach this goal, 
SSA's objective is to ensure Ihat, by the year 2005, 90% of Americans will be 
knowledgeable aboul Social Security programs. 

In order 10 measure progress toward achieving this goal, SSA developed the Public 
Understanding Measurement System (PUMS) to establish baseline data on the public's 
knowledge and to track changes in the public's level of knowledge through the year 
2005. The PUMS initiative provides SSA with data and information needed to design 
annual public education programs targeted to address specific knowledge or 
performance gaps (e.g., areas where public knowledge is lower than 90%) and to 
evaluate the effectiveness of SSA public education initiatives in achieving its strategic 
objective. 

SSA contracted w~h The Gallup Organization to devetop and conduct the PUMS 
sUlVeys. At this point, national surveys have been completed for 1998 and 1999 
(referred to as PUMS-I and PUMS-II, respectively). For PUMS-II, a new section was 
added to the sUlVey instrument to measure the usefulness and ease of understanding of 
the Social Security Statement. 

In addition to the national sUlVey, a one-year knowledge tracking study' was in~iated in 
November 1999. This study was designed to test the effectiveness of various forms of 
public education and outreach in raising public awareness and knowledge of Social 
Security. The knowledge-tracking stUdy is being carried out in sixteen communities 
located in the Philadelphia, Atlanta, Chicago, and San Francisco SSA regions. The 
knowledge-tracking instrument also includes the section conceming the Social Security 
Statement and an additional section on local outreach and education awareness. The 
resutts of the knowledge-tracking study wilt be available in the fall of 2000. 

The nationat and knowledge-tracking sUlVey instruments were developed through a 
collaborative effort between Gallup sUlVey design experts and SSA officials. National 
Academy of Social Insurance (NASI) and academic experts were also consulted during 
this process. The resulting telephone sUlVey instruments are 12 and 13 minutes in 
tength for the national and knowledge-tracking studies, respectively. Both surveys are 
programmed in English and Spanish and offered in other languages when needed. Four 
thousand (4,000) respondents were sUlVeyed for PUMS-II (400 in each SSA region). 

I The knowledge-tracking s~udy is also known as ttle ~Move the Needle" study. 
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Twelve thousand (12,000) respondents are being surveyed for the knowledge-tracking 
survey (three thousand per quarter). 

The purpose of this briefing book is to summarize the most notable findings of the 
PUMS-II national survey, completed January 25, 2000. 

Overall Knowledge Scores2 

The overall knowledge level of the adult population did not increase significantly 
between PUMS-I and PUMS-II. The results of PUMS-II indicate that 56.6% of the public 
is knowledgeable about Social Security programs as compared to 54.9% in PUMS-L 
In addition, 24.1% of the public is "close to knowledgeable" (e.g., respended correctly to 
11 	or 12 of the 19 knowledge indicators) in PUMS-II. 

Significant Changes between PUMS-I and PUMS-II 

The results of PUMS-II are significantly different from the results of PUMS-I for a 
number of knowledge indicators. The following knowledge indicators received scores in 
PUMS-II that are sign~icantly higher than the correspending scores received in PUMS-1. 

• 	 Early retirement. Knowledge that an individual can receive some retirement 
benefits before the full retirement age rose from 61.8% to 65.4%. 

• 	 Exact age of early retirement. Knowledge that the exact age of eligibility for some 
retirement benefits is 62 rose from 45.6'% to 48,9tl/o, 

• 	 Change in the retirement age. Knowledge that the age for receiving full Social 
Security retirement benefits is increasing rose from 65.1% to 71.7%. 

• 	 Benefits relate to earnings. Knowledge that the amount 01 monthly Social 
Security retirement benefits depends on the level of past earnings rose from 
88,9O';b to 91 ,8%. 

The following knowledge indicators received Scores in PUMS-II that are significantly 
lower than the corresponding scores received in PUMS-1. 

• 	 Use of Social Security Taxes. Knowledge of the use of Social Security taxes fell 
from 81.1% to 78.0%. 

• 	 Fewer Workers, Future. Knowledge about the insufficient number of warners to 
finance future benefits fell from 60.7% to 57.4%. 

• 	 Not Food Stamps. Knowledge that Social Security does not pay for the food 
stamp programs fell from 50.2% to 46.0%. 

It is noteworthy that the indicators that increased significantly have high personal 
relevance while the indicators that decreased significantly are more system-related. 

! Respondents are considered 10 be ~knowledgeablen about Social Security programs if they respond 
correctly to at least 13 of the 19 knowledge indicators. 
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Another significant change between PUMS·I and PUMS·II is an increase in the level of 
confidence that Social Security benefits will be available for the public when they (etire 
(from 38% to 44%). 

Receipt and Awareness of the Social Security Statement 

Two pivotal factors in increasing the level of public knowledge about Social Security are 
receipt and awareness of the Social Security Statement. 

• 	 Receipt of the Statement increased from 20.3% in PUMS·I to 24,2% in PUMS·II, 
although the difference is not statistically significant. 

• 	 Awareness of the Statement increased significantly from 49.5% in PUMS·I of the 
public to 62,2% in PUMS·II. 

In addition to being statistically significant, the increased awareness of the Social 
Security Statement is meaningful, because awareness generally precedes a perceived 
need for information, 

Relationship between the Social Security Statement, Knowledge, and 
Confidence 

Receipt and knowledge of receiving a Social Security Statement significantly increase 
knowledge of Social Security programs. Sixty·eight percent (68,0%) of those who recall 
receiving a Statement are knowledgeable, Furthermore, knowledge about Social 
Security programs significantly increases confidence that Social Security retirement 
benefits will be there for you when you retire, The relationship can be modeled as 
follows: 

Receipt of an 88 Statement = Knowledge + Confidence 

Response to the Social Security Statement 

The proportion of the public (24% or about 48 million people) who recall having received 
a Social Secu rity Statement had a positive response to it. 

• 	 82.4% of the public (about 39 million people) report finding the Statement to be 
very to somewhat useful in increasing their knowledge 0' benelils thai may affect 
them directly, 

• 	 78,8% of the public (about 37 million people) report 'inding the Statement to be 
very to somewhat useful in helping to determine their level of need for additional 
sources of retirement income. 

• 	 66,0% 0' the public (about 32 million people) report finding the Statement to be 
very to somewhat useful in helping with their financial planning, 



• 	 83.7% of the public (aboul40 million people) report finding Ihe Statement to be 
very to somewhat easy to understand. 

In addition, as a result of receiving a Social Security Statement, millions of Americans 
report being much more likely to take action to increase their own financial security. 

• 	 52.4% of the public (about 25 million people) report being much more likely to file 
the statement with their important records. 

• 	 16.9% of the public (about 8 million paople) report being much more likely to 
contact the Social Security Administration for more information. 

• 	 13.5% of the public (about 6.3 million people) report being much more likely to 
contact a financial advisor. 

• 	 16.1 % of the public (about 7.6 million people) repert being much more likely to 
change their retirement plans. 

Comparison of Social Security Statement and PEBES 

The Social Security Statement is easier to understand than the PEBES document Fifty­
eight percent (58%) of Social Security Statement recipients reported finding tl to be very 
easy to understand, while 50% reported finding Ihe PEBES document very easy to 
understand. Ease of understanding is also reflected in the likelihood of recipients to 
contact SSA. One in five recipients (20%) of PE8ES reCipients stated that they are 
much more likely to contact SSA, while just over one in ten (12%) of Statement 
recipients feel likewise. 

SSA Public Education Activities 

While public need for Social Security information remains high, with over 20% of the 
population having sought information about Social Security, the public's respense to 
SSA's public education activities is primarily pOSitive. 

• 	 SSA continues to be the preferred source for information about Social Security 
programs. Of the 22.8% of the public (about 46 million people) who requested 
Social Security information, 80.8% (about 40 million people) report having 
requested this information from SSA 

• 	 Use of SSA's website (SSA Online) as a source of information more than 
doubled from 1998 to 1999. Five percent (5%) of the public's reported requests 
for information (nearty 2 million contacts) were made via SSA's website. 

• 	 74% of those who both contacted SSA and received a Social Security Statement 
(18 m:llion people) were knowledgeable about Social Security programs, 
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CHAPTER EIGHT: 

VVORKFORCEINVESTMENTS 


The years from 1993 through 2000 marked significmH changes in how the Social 
Security Admini".;;tration (SSA) treated and invested in its workforce. The legacy 
of downsizing in the 19805 had a profound effect upon the Agency, and in the 

1990s. the impending Re[iremenl Wave of the Agency's workforce received serious 
consideration, Attempts to mncliorate these issues, added to the other forces and advances in a 
rapidly changing wOI'kplace environment, obliged the Agency 10 fOCllS on its workforce. SSA 
recognized the need to reflect the public it served, resulting in great advances in diversity. The 
relationship between its management and employees was recognized to be vital, and the Agency 
became a leader in partnership with labor. Technology and other advances in the workpJace 
were beginning to be implemented with the goal of helping ihe workforce to he valued, efi1dent, 
and effective 

Tbe impetus for cbange was stimulated by the Clinton Administration. Just before the 
second inauguration President Clinton <Jnd Vice President Gore called the new Cabinel to the 
Blair House to discu:-.s the issue of reinvention. They gave tbe Cabinet u sel of papers that was 
subsequently published in January 1997, called the Blair House Papers containing lhe principles 
and ideas for agencies to use to make further inmads towards better process designs and 
customer service enhancements. 

Up 10 1994, before independence, the Agency focused heavily on customer service 
initiatives. The Blair House P~lpers emphasized Ihe importance of focusing on the federal 
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workforce - getting the best from employees and raising the spirit or employees. The results of 
National Performance Review's (NPR) benchmarking studies indicated that the be .. t in business 
organizations devoted substantial resources and attention to employee development and 
satisfaction. In addition, literature spoke to u strong and direct link betwecn employee 
satisfaction and customer satisfaction. With this as the backdrop, the Agency embarked on 
initiatives to listen to the conte:rns and better undcrslund the needs of its employees 

In 1998, Vice President Gore directed the NPR to conduct the firsl ever governmcnt-wide 
employee satisfaction survey, the NPR/OPM government~wide Employee Satisfaction Survey. 
The survey was sent to 34,000 federal employees selected ul random. including 750 Agency 
employees. The survey created a baseline for measuring selected reinvention initiatives. 
assessed and bench marked organizational change Ol'! key Hems, built on lhe Office of Personnel 
Management (OPM) Pcrfomtancc America dalab~"ie. and supported tbe collection of a set of 
balanced measures for federal agencies. The survey was conduclcd again in 1999 and 2000. 
reporting on and analyzing tbe resulls and developing an improvement str•.ttcgy. j 

The Agency initiated its OWl'! surveys to better understand its workforce. The Agency 
Strategic Plan included an objective "to promote an Agency culture lhnt successfully 
incorporutcs our values," a pan of the Agency goal "to be an employer thilt values and invesi in 
each employ.:e." As a first slep toward achieving this objective. the Office of Workforce 
Analysis conducted an employee survey, the Organization Culture Survey, to help determine 
whal {he Agency's organizational culture is, whatl! should be, and any gaps. A workgroup then 
reviewed the resulls of both the Culture Survey and the results of the NPRIOPM Employee 
Satisfaction Survey, and they developed an improvement plan including ooth shorHerm and 
long-term actions to address any shortcomings.:! 

In early FY 2000, the Agency began plans 10 implement the employee measurement 
strategy of tile Market Mca'iuremem Program (MMP),J Based on research that indicated 
employee satisfaction was most strongly influenced and determined at the local work unit level, 
a plan wa" developed for a comprehensive satisfaction survey that would provide infom1ulion 
about satisfaction with the local work environment. This l'Ufvey was intended 10 suppor! and 
complement the CuJiure Survey because the it provided the Agency with information at the 
organization level and identified is~ues that need ttddressing. It also identified issues Ihat may 
lend themselves to local solutions, but the informalion was not aggregaled in a way that enabled 
the Agency tt) focus al lhis level. The MMP employee survey would solve this gap by focusing 
at Ihe local level, and would also enable the Agency to address work placc improvements 
identified in the OPM/NPR employee surveys. 

1 Survey re:-ulls arc in the Archivc materiaL 

2 ImprovemcJlI 1'1;;10 is in the Archive material. 

1 Sec dcscription of MMP in SSA rcpon "Galhering and U>ing Cu>tomcr Information tn Improvc Service hI the 

Public" issuetl March 2000. 
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In September 2000, the Agency hired l:I private contractor to plan and administer a tcst of 
an employee survey process that would: 

• 	 Provide up-front communication prior to conducting the survey to explain the 
purpose and importance of the survey 10 employees and managers~ 

• 	 Ask questions market tested and validated 10 link to cnlployce productivity: 

• 	 Be simple in order 10 increase the likelihood of a higher response rate; and 
• 

• 	 Include a process for using the- surve-y re-subs using full parlicipation of employees in 
phmning improvements in their work unit based on the results. 

The success of this inili,,1 pilot will result in its full implementation of the survey process 
for all employees. 

More importantly, during (he years from 1993 to 2000, the entire Agency grew to fully 
recognize that increased public trust and faith in the Agency and the programs it administers can 
only occur if the Agency demonstrates that it is. a well-run organization whose employees feel 
valued and well-treated. 

DIVERSITY 

On Septembcr 18. 1998, the Advisory Board on the President's Initiative on Race 
concluded its work and preselited a report containing its final recommendation.~ 
to President Clinton. The report contained the Board's observations on what 

they had seen and heard about ra.ce and its impact upon communitic:; throughout the country. 
The Presidenl' s Initiative on Race laler evolved into the President's Initiative for One America, 
and President Clinton establi:;hcd a pennanenl White House Office on the President's Initiative 
devoted 10 helping bridge the faciaJ and ethnic diviLies in our society and to working to forge 
new coalitions across Jines of color and class. 

In keeping with the President's Initiative for One America, in his Oath of Office address, 
newly appointed Social Security Commissioner Kcnncth S. Apfel, affirmed his commhment to 

e<;tablishing a diverse workforce. He stated, "[A Is the Agency enters the next century, we should 
continue 10 strive toward achieving a workforce that is like America: young and old, male Jnd 
lemalc. African American. Caucasian, Hispanic, P~lcific-Asian, Native American, those with 
disabilities and those without.·' 

Although the President's Initiative for One America was not inslilUted until 1998, the 
Agency hvs a long history of activities supporting the Iniliative that precedes 1998, Throughout 
the period from 1993 through 2000, Special Emphasis Programs., Special Emphasis Managers, 
and Equal Employment Opportunity (EEO) Advisory Groups had an instrumental role in 
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promoting cultural diversity within ihc Agency, The Agency developed and monitors an 
Affirmalive Employment Plan that identifies the rcpre.'\entation of equal employmclli opportunity 
groups in its: workforce, and recruitment efforts arc targeted to address under-representation. 
EEO Advisory Groups were establisbed to advise the Commissioner regarding the employmenl 
concerns of women. minorities, and disahled employees: as well as the service delivery needs of 
the Agency'Y cuMomers, The Agency also used special hiring authorities to reeruil employees 
wllh disabilities. and provided reasonable accommodations to enable these employees to have a 
level playing field. 

PROGRAMS AND POLICIES 

Special Emphasis Programs were established in response to Presidential Executive 
Orders. The programs4 were the Asian Pacific American Program. Federal 
Women's Program. Hispanic Employment Program, Minority Concerns: Progn1m, 

and the Prograrn for Ihe Employment of Persons with Disabilities, The Asian Pacific American 
Program was established in 1992 to give anention to and focus on [hat fast growing. complex. 
tlnd diverse group whic-h had previously been part of lne Minority Concerns Program. The 
Federal Women's Program was established to enhance employment and advanccmenl 
opportunities for women. The purpose of the Hisp.mic Employment Program was to ensure that 
Federal emplQyers recruit and hire Hispanics and Ollec hired, provide them with career 
development opportunities. Tbe Minority Concerns: Program was initially established to addrcs:s 
the employment concerns of African Americans, Asian Pacific Americans, .ind Americans 
Indians. and to improve services to theircommunllics. The Program for Employees with 
Di;;uoilities gave technical advice, leadership, and guidance to managers in providing greater 
career opportunities to employcc!> with disabilities. 

EEO Advisory Groups were also formed to ~,dvi;;e the Commissioner .\Od other Agency 
managcn> or tne employment and service delivery concerns of their constituencies. The advisory 
group$. were: 

• Black Affairs Advisory Council (BAAC): 

• National Advisory Council for Employees with Disabilitic$. (NACED); 

• Hi:;panic Affairs Advisory Council (HAAC)~ 

• Pacific Asian American Advisory Coundf (PAAAC); 

4Full.time Special Emphasis Program Manage~, located at Inc headquarter" compk:.\. oomini"lct each ,'fihe 
Special EmphasL~ Programs, In the regions. Civil RighlS. and E4ual Opportunilj' ManageI';' adminiMcr the Specinl 
Emphasb Progmms. These manager~ conduct activities promoting Ihe emf"lu),ment aoo advancelT1cm of their 
members: lhe)' provide advice ar.d rdcrral ~n'iCC)i to licld anu Itew.lquarlcrs pcrSlmncl nn matters lha! mdudc 
minority rccruiHllcnt. community outreach, complaints of discrimination, and Ctitt-'C( development 



• 	 Women's Affairs Advisory Committee (WAAC); and 

• 	 Americtin Indian Alaska Native Advisory Council (AlAN), 

Thes(o groUpli met periodically with the Commisliionc-r and other members of Ihe 
Executive Staff, pursued initiativcs of intcrest to their groups, and held Imining conferences 
where employees and management Clune logether fO tnlk about service delivery, recruitment, 
Ir<lining ;tnd career development and advancement For example, the mission of HAAC is to 
ensure courteous, respectful. and sensitive treatment of all clientele, inc1t1ding non-English 
speaking persons. HAAC pursues thb go.tl by educating others about the lihared responsibilily 
to provide services with sensitivity, and by advocating for and supporting the recruitment, 
development. and advancement of Hispanic and bilinguaf persons throughout the Agency. 

AFFIRMATIVE EMPLOYMENT PROGRAM 

The Agency had an Affirmative Employment 
Program (AEP) Plan for women and minorilies to aliSCSS the 
state of cqu<ll opportunity in the Agency. The AEP Plan 
was a tool 10 .,trenglhcn EEO for women and minorities by 
identifying specific areas of uoder-representation, barriers to 
equal opportunity, and concrelc actions to correct identified 
deficiencies, The completed plan contained; 

1) 	 Program analysis dCHliling the status of 551 Training Class resembles Un::ec! NatiOl'lS, 

uflirmative employment efforts withm the 
Agency; 

2) 	 Descriplion of identified problems and barrlcrs in personnel :md management 
policies. pructices. systems, or pfOcectures~ <mct 

3) 	 Statement of objectives and action items to resolve identified probJcms and barriers, 

Numerical objectives were established when the workforce representation of an EEO 
group is severely below their corresponding civilian labor force (eLF) reprc.<;entation. The 
purpose of numerical objeclives was to attain a workforce that was retlective of Amerlca; the 
objectives were goals, not quot.IS, stated in terms of a percentage of available opportunities, 

A separate plan. the Affirmative Action Program Plan for People with Disahililies, 
addressed thc hiring. placement, and advancement of individuals with disahilities, Additiomdly, 
the Agency used a Disabled Vctcmns Affirmative Action PrDgram Plan to enhance employment 
opportunitic£ [or disabled veteran~. The AEP program enabk"<i the Agency to identify 
imbalances: in the workforce and take correctivc actions, 



The SSA workforce consisted of 62,394 full-time and part-time permanent employees as 
of FY 1999, a decrease of 2,979 employees since FY 1993. While the workforce has decreased, 
it has become more diverse as a result of increases in the representation of women, minorities, 
and employees with disabilities. The overall representation of women and minorities in the 
Agency exceeds their representation in the (CLF).j Women make up 70.7 percent of the 
Agency's workforce compared to 46.5 percent for the CLF. Minorities make up 40.2 percent of 
the Agency's workforce compared to 27.2 percent for the CLF. 

As a result of targeted recruitment efforts, the workforce representation of Black men, 
Hispanics, Asian Americans, American Indians, and employees with disabilities have increased 
since FY 1993: 

Percentage of Total SSA Workforce 
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RECRUITMENT STRATEGIES 

In \980, the Agency had over 84,000 employees, with this number decreasing over 20 
percent during the downsizing that occurred between 1980 and 1989. While the staffing level as 
of FY 2000 was close to 62,000 full- and part-time employees, workloads continued to grow and 
were predicted to rise even more as the "baby boomers" reach retirement age. 

As of FY 2000, the Agency possessed a mature workforce; the average worker was 46.7 
yeurs old and had an average of 20 years of Federal service. As large numhers of experienced 
employees prepared to leave, often with 25-35 years of service, the Agency recognized that those 
who follow were not likely to remain in the organization for such lengthy periods. These facts 
helped shape the new recruitment and retention strategies needed. 

In 1996, the General Accounting Office (GAO) provided a report to Congress entitled 
SSA Faces Challenges. The report stated, "(the I SSA must build a workforce with the nexibility 

~ The elF comprises of persons [n years of age or older Wh(l were emp[(lyeu (lr seeking employment. Pers(lns in 
the Armed Forces are excluded fTllm the CLF. CLF data comes from the Office of Personnel Managernent·s t999 
Annua[ Report \(I Congress on Federa[ Equal Opportunity Recruitment. 

:l[O 



and skills to operate in a changing environment." In 1997, the GAO reported to Congress with 
the report, Significant Challenges Await New Commissioner. This report described challenges 
surrounding the issue of building a workforce with the llexibility and skills to operate in a 
changing environment, including a changing employce and client hase. 

In 1997, the Agency published its first strategic plan since independence, and the 
importance of workforce planning was rellected in the Agency Strategic Plan (ASP). One of the 
objectives listed in the ASP was "to create a workforce to serve SSA's diverse customers in the 
21 st century.'" The Agency recognized the need for the workforce to rellect the diverse 
population it serves, both today and as demographic changes occur in the future. To accomplish 
this. both a short-term and a long-term recruitment strategy to recruit employees from 
historically underrepresented groups were developed. 

In October 1998, the Agency compared its diversity profile with the CLF and determined 
that it was severely under-represented in three EEO groups: Asians, Hispanics, and persons with 
severe disabilities (PWO). Further, based on the Census Bureau's year 2000 projections, without 
a concerted recruitment effort. this gap between the CLF and the Agency's workforce would 
widen for these three groups. In response. the Agency developed a short-term recruitment 
strategy to begin eliminating this gap and to take itself through the FY 1999 recruitment cycle. 

The strategy proposed consisted of four action items: 

• 	 Advertising career opportunities via the internet and in key minority periodicals; 

• 	 Providing an e-mail application process; 

• 	 Establishing and/or strengthening our ties with State employment and vocational 
rehabilitation offices and secondary education placement centers; and 

• 	 Establishing multi-disciplinary recruitment teams with hiring authority to visit 
pnxletermined colleges and universities and attend recruitment fairs. 

While this short-term strategy was in effect. the Agency made greater use of the Schedule 
Afl and Outstanding Scholar7 hiring authorities to recruit new employees from underrepresented 
groups. In addition. the Agency had also utilized the Office of Personnel Management's 
Certificates of Eligibles to find candidates for employment who did not qualify under the 
aforementioned hiring authorities. 

In May 1999, the Agency introduced its long-term strategy to address the under­
representation of Asians, Hispanics, and employees with disabilities. This strategy expanded 
upon the framework already established in the short-term strategy ancl was designed to promote 

6 Schcdutc A allows persons with disahilities to he evaluated and certified hy State Vocational Rehahilitation 

Centers and apP(linted non-competitively. 

7 This program allows college graduates from underrepresented groups who have completed their undergraduate 

programs with a 3.45 GPA or beller (or finished in the top 10 percent of their graduating class) to he hircd non­

competitively. 
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the Agency as the employer of choice. The long~tcrm strategy. which is intcnded to carry the 
Agency through the year 2013, includes a marketing strategy, formal recruitment mcthodologies, 
and n system to monltor progress and hold components accountable. 

In specific. the long-term stnHegy included: 

• 	 Improving ,Iod expanding the recruitment relationships with colleges and universities 
that have high concentrations of the undcr~represcn":d groups in the-ir student 
populations; 

• 	 Creating stronger networks with Stale vocational rehabilitation and employment 
oni(''Cs and the Department or Veterans Affairs in all states. Puerto Rico, and the 
Virgin Isles; 

• 	 Using displaced private indu.'try employees as a rccruilmenl source; 

• 	 Using employment incerHives (e.g .. rccmilmenl signing bonuses. a tuition 
reimbursement program, hiring al higher grade levels, paying relocation expenses, 
etc,) to attract top computer ~cicnec candjdates~ 

• 	 Advertising extensively in key publiealions marketed to targeted populations; 

• 	 Investing in promotional items (e.g., pens, cups, notcpads, mouscpads, keychains, 
mini-Ilushlighls-, elc,) with SSA logo for dislrihulioll OIl recnlitmcnl events; 

• 	 Participating in the Presidem's Committee for Employmenl of Persons with 
Dh.abilitiel> Workforce R<.-"Cruitment Program; and, 

• 	 Developing laHored rccmiullen! packages for regional and field m;magers, including 
a pamphlet entitled "Working for Social Security" and other employment 
information. 

As a formal recruitment methodology, the longwterm recruitment strategy recommends 
the estabiishmcni of multi-discipline recmiunent teams to conduct on-campus recruitment at 
predetermined schools. advertise vllcancies, and maintain an Agency presence at career fairs. 
The teams an; to include a Personnel Office reprcscnlalive famlllar with hiring aUlhorilics, an 
employee from the group htrgeted for recruitment with whom potential candidates can identify, 
and a representative from component for which candidates are being recrui!oo who can taJk 
about the available positions. 

As a result of implementing our fecruitmcnt strategies. the Agency in FY 1999 and FY 
2000 hired Asi;:ms. Hispanics, and persons with dis~tbililies al a rate significufttly greater than 
their representation in the eLF. in FY 1999, the Agency hired a total of 2,603 new employees, 
and in FY 2000. ~IS of Augma 30, 2000. the Agency hired 2,366 new employees: 
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Asians 181 (7.0%) 154 (6.5%) 3.7% 
Hispanics 602 (23.1%) 547 (23.1%) 11.4% 
PWD 285 (10.9%) 161 (6.8%) 5.9% 

As depicted in the charts below. the workforce representation of Asians, Hispanics, and 
persons with disabilities is moving steadily closer to parity with their eLF representation. 
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In 2000. the Agency received recognition for its progress when Equal OpporHmily 
Publications (EOP). an outside organization, published a cover article calling SSA a model 
employer for improving the representation of persons with disabilities in their Winter 199912000 
issue of CAREERS & the disABLED magazine. 

AMERICAN INDIANS AND ALASKA NATIVES INITIATIVE 

Although American lndians and Alaska Natives were nm under-represented in the 
Agency's workforce. their numbers in (he eLF had been so small they were not initially induded 
along with Asians, Hispanics, and persons vv'itb disabilities for special recruitment activities. In 
March 2000, the Agency hosied an Americ<ln Indian and Alaska Native Service Delivery 
Conference in Denver. Colorado to explore how to better serve and represent thcse communities. 
The conference served as a calalyst shifting attention and focus to Ihis group. 

The conference was aucnded by rcprc.<;cntalives from over 120 tribes, and Ihe 
Conference's programs and activities focused on ways 10 increase their rc:presemution in the 
Agcncy':\ workforce and improve outreach and service delivery fO American Indians and Alaska 
Natives. As l\ rcsuh, the Agency established an American Indian and Alaska Native Executive 
Steering Committee to develop and implement projects that would achieve the goals of 
increasing the workforce representation of American Indians and Alaska Natives and improving 
services io thdr communities. These goals included such steps as estahlishing a Cooperative 
Education ProgramS for students of Tribal Colleges and Universities and eSlabJishing a formal 
relationship with the National Indian Council on Aging so that it could access the Council's 
extensive datahasc on the public information needs and demographics of American lndians and 
Alaska Natives. In addition, the Agency developed a communications plan targeting American 
Indians and Alaska Natives. 

The Agency also promoted the cultural awareness of its own workforce to the needs and 
concerns of this constituency group. A two-purt interactive Idctraining video serics was 
broadcasted, delivering cuI tum! and awareness tmining. Pun I provided a broad prospective of 
thc diversity in American Indian and Alaska Nalive cultures. [n Part n. an Agency panel of 
American Indian employees representing various tribes discussed Social Security claims, legal 
and urban issues, ilnd views from life on reservations. 

DISABLED INDIVIDUALS: REASONABLE ACCOMMODATIONS 

The Agency has alwuys prided itself in providing reasonable accommodations to the 
known physical and/or mentallimilations of qualified applicants or employees with disabilities 
(EWD). 

t The pmgrnm tl.t:til\,nl<.:s the Agcrn.:y to hin; 25-50 students each ,i'l:ar fi.Jr service deli very positions: !>.Iudl!ots wi 11 
allcnd college full-time and work parHirne l'ar;:b semc~tcr. 
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In [993, the Agency began purchasing adaptive device). and personal computers 
configured with adap!ive device software/hardware. The Office of Civil Rights and Equal 
Opportunity continued 10 manage the Agency's Full Time Employee (FTE) Pool that provided 
reader..; for blind and low~vision employees. personal assistanls for severely mobihty-impuircd 
employees, and sign language interpreters for field offices with several deaf employees. In 1993, 
the Agency employed 450 employees with severe disahililics. 

In 1994, SSA further progressed in denting with its disabled employees. An Ass.islive 
Device Support Help Desk was established in the Agency's Modcl District Ortice to take calls 
from employees experiencing technical difficulties with their ndaptive hardwurelsoftwarc. and 
the Agency began the Accc.-.;sible Computer Configured Employee Support System (ACCESS) 
project. The ACCESS project had ovcl':-\ight responsibility for purchasing adaptive technology 
and upgrading obsolctc equipment (i.e., lis work became part uf the Agency's procurement 
projects), providing employees with disabilities full acccs-sibitity to the Agency's computer 
systems environment. 

The Agency received recognition for its progres!-tivism. On September 8,1994, the 
Agency received a "Golden Hammer" Reinvention of Government Awm'd to recognize the 
Agency w;; "Hero~"i of Reinvention" for integrating adaptive hardware and software into the 
Agency's infrastructure and designing training programs to meet the needs of employees with 
disabilities. In addition. on October 20, !994. the ACCESS workgroup was- presented witb an 
HHS Secretary's Coniinuatlon Improvement Recognition aWilrd for thcir efforts ensuring that 
Agency employees with disabilities would have full access to the new IWS/LAN system. 

During 1995, the Agency provided reasonable accommodations to 575 of its employees 
with disabilities.9 It awarded contracts that significanily improved accessibility for employees 
with dlsabllitics: 

• 	 Training for employees with disahilities provided computer and adaptive devices at 
the employee's worksitc (generally on a one-to-one busis), n.lItiOltally, 

• 	 Provide voice-activated computer workstations lO employees with mobility 
impairmenls (i,e., voice-aelivated systems allow employees who do not have lowl use 
of their hands or uppcr bodies 10 usc compulcr programs "hands free"), 

The first Agency wide contract for sign language interpreter services for deaf employees. 
wa'i awarded in June 1995.HI The eontr<lct was established to support Ihe needs and provide 
reasonable accommodation for deaf employees. and it provides for nine full-time on-site 
interpreters at Agency headquarters as wen as providing for interpreter ~rviccs in field officcs. 
In addition, an Employees with Disabilities inter-component Workgroup was formed to prcpnrc 
for the large deploymcni or 1.742 locul arc,! networks and 56,600 computer workstations 
nationwide; the workgroup made the necessary plans and performed integmtion testing to insure 
that <i:i.. islive technologies would be part of the national IWS/LAN rollout, 

.. Combined huugL'1 of $LS million wa5 u:!>ed to "wee!>.!>. und provide rcasunablc nccmmmrlaJiulls for nvcr .500 

n.:quusts. 

11) Thl,'! ;,;osl for interpreter services. ill 199.5 was $35.5.102. 


315 



The Agency wa.'" agnin recognized fo!' its progrcs~ in 1996, The Ford Foundation <lnd the 
John P. Kennedy School of Government selected the Agent:y as One of 25 finalists (from 1,560 
applicants) for the 1996 "Innovations in Government Award" sponsored by Hnrvard University~ 
the Agency was awarded a grant of $20,000. 

As the, nntionnl IWS/LAN rollout entered 199& nnd 1999. Ihe Agency processed another 
450 and 430 JWS/LAN site orders. respectively. for employees with disnbilitics, In recognition 
of its successes, the Agency received the Stevie Wonder Vision Award-Sicmans Award of 
Excellence! I and the City of' Baltimore Mnyor's Commission for Disabilities Kurt L Schmoke 
Public Employer of the Year Award.12 The Agency also provided refresher ifilining U on 
adaptive equipment In addition. the EWD Workgroup designed a resource site on the Intrnnet to 
provide mformation for employees wilh disahilities and their managers regarding availahle 
devices and C"ther helpful suggestions, This workgrot1p was given a special budget under the 
Agency's Diverse Workforce Key Initiative to use for special needs such as preparing training 
materials in accessible format and for ensuring that all tmining centers were <Jccessible to 
employees with disabilities. 

In 2000, the Agency processed over 500 reasonahlc accommodation requests, and in 
adherence with recent Executive Orders, 14 continued its long~standing commitment to hiring 
people with disabilities through its competitive hiring process and the Selecrive Placemem 
Program, In support of thc."e Executive Orders. Ihe Agency committed itself to hiring 1.300 
additional pefflons with disabilities, or 13 percent of its hims for FY 2001-2005, Once hired, Ihe 
Agency strived to insure that employees with disabilities were provided with equal opportunity 
in the workplace environment. 

Throughout the Clinton Administf'dtion, the Agency worked hard to make its workforce 
accurately reflect the communilY il serves. By doing so, the Agency is Detter equipped to serve 
the public in HO appropriate. effective, and efficient manner. While the Agency is not 
underrepresented as 41 whole in minority employee'!, largctcd recruitment of spccifi{; 
underrepresented groups such as Asian Americans. Native Americans. and persons with 
disabilities led to large gains in bOlb the recruitment and retention of these groups, Detailed 
initiatives to retain these underrepresented groups complemented these recruitment efforts, and 
with leadership initiatives f!'Om Commissioner Apfel. great sirides were made. 

1; Siemens Nixdorf lnformation Systems gav.: Ihe awarulo IOC Agency f(lf heing proactive ill seeking In employ 

Mind and visually irnpaif\'d pcn;nns. 

It Awarded forthc Agency's high l{'vels ofhirin£ prop!e with disabilities, 

11 At a cm.! uf$230,OOO. 

H Eu 13163 ("Increasing Ihe 0PPor1unily for Individuals With Disahilities To Be Employed in the Pcdcra! 

Gov<Jrnmen!,'j .uuJ EO 1;\)6'1 ("Requiring Fed<Jfl\1 Ag.:nd<Js to ESIUhli,~h I'rnccoures to Fncililatc the Provisl(ln uf 

Rca~onahlc Acci1mmoo!ion"); hoth signcd and promulgated on Ju!y 26. 2000. 
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PARTNERSHIP 


I n 1993. President Clinton signed Executive Order (EO) 12871. "LabofMManagcmenl 
Partnership:' mandating federal agencies to involve employees ~md union 
tcpr<!scl1tatlvcs as fuJI partners to identify problems and develop solutions [0 

accomplish Ihe Agency's mission. By working in partnership with the American Pcdcnltion of 
Government Employees (AFGE), the exclusive representative for approximutely 50,000 
bargaining unit employees, the Agency hoped to foster a much closer relationship between the 
union and management to create tangible benefits in service. cost-effectiveness, productivity, 
efficiency. and quality of its work environment. 

Prior to EO 12871, the history of labor~munagemcnt relations in nli.lny federal agencies 
was one of internecine conflict; SSA's story was similar. Labor~managemcnt relations were 
strained at best and dysfunctional at worst. However, the Agency applied il!iclf to implementing 
EO 12871 vigorously, and both its m(\nugcment and union Icndcrship saw an opportunity to 
brcak ou[ of old patterns of behavior. It is this joint commitment, reaffirmed in the 2000 
SSNAFGE Ratification Agreement.l~ that has made partnership an effective effort. 

To address and t'ormu!i7.c 
purtnership at the national level, the 
National Partnership Council (NPC) was 
fonned in 1994 comprised of high~lcvd 
members in both the Ullio!) and the 
Agency. J6 The charter was signed on June 
22, 1994, and it stated its purpose to be 
" ... to design, implement and maintain 
within SSA a cooperative, constructive 
working relationship betweell AFGE and 
management 10 identify problems and truft 
solutions." The NPC strove to improve the 
day-to~day orcrations of the Agency's 
~rvice delivery; help the leadership make 
better deciSIons than would be possihle 
under traditional bargaining and 
consuilalion procedures; develop a framework within which man<lgemcnl and the union can dmft 
effective partnership decisions; and ensure that the process should be interest-based (Le" that the 
lcgtlimate needs and interesis of all participants must be examined and understood before 
generating options). 

J~ Sec Ex.hibit l. 
1" Membership consists of the Cmmmssioncr, Principal f)epuly Commissioner, six Deputy CommIssioners (or their 
Assis!:ml Dcpulj' Commissioner), and tor Ihe uni..,o, Ihe AFGH Pr.:sidc!ll, Gencral Commillce Spokesperson. amI SIX 
CUnlp'lnent Head~ (or their Principal Dcsigm:~)_ The NPC !;l,lITcntly (as ofNovcmo...r 20(0) mccLS the !Irs! Monday 
!)fevery month. 
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The NPC's objectives were: 

• Improve SSA'fi f;crvkc delivery; 

• Help SSA's leadership m'lke better decisions; 

• Deal wilh Agency-wide iSf;llC~; and 

• Generate guidance for lower level partnership levels. 

The NPC worked towards achieving these ()bjective~ in many ways. For example. it 
encouraged the formation of partnership councils throughout the Agency. Originally,lhe!'-e 
councils were mandated to. among other things, estahlish alternative dispute resolution (ADR) 
methods and options for informal disposition of employment disputes. 

Prior ~o independence, the Agency's ADR program was rudimentary \.vilh no coordinated 
,approach. Since then, the Associate General Counsel for General Law has assumed the role of 
the Agency's ADR Officer and has been the focal point of its ADR efforts. in conformity with 
lhe Adminisll'Iltive Dispute RC1"olution Act (ADRA) and the President's directive on ADR, the 
Agency complied with the specific requirements of the ADRA and established ADR programs in 
various areas. Further. the Agency extensively trained managers and employees in ADR 
lechnhlues: these techniques have been applied 10 collective bargaining and labor-management 
partnerships us well as in resolving employees' complajnts of di~crimination. These initiatives 
resulted in a marked decrcase in the numher of grievances and unfair lahor prncticcs filings. 

For ex.mnp!c, the number of arbitration requests from the period 1994 through 1996 
showed a reduction from 488 requests in 1994 down to 331 in 1996. t7 The principles of ADR 
h;lve helped to reducc other types of litigation: the nLlmber of unfair labor pmclice charge.;; filed 
in 1993 was 3M2. but feB to 167 in J999. From the period 1994 through 1999. the number of 
union-management grievances decreased from a high of 465 in 1994 to only 171 filed in 1999. 

The ,local parlnership councils dealt with issues that might otherwise have required 
negotiation or litigation, and their succc. ..s allowed the scope of lheir work 10 grow from 
personnel issuc.'I to encompassing the facilitation of work processes. Partnership councils dealt 
Wilh matters relating 10 customer service, operational efficiency, employee empowemlent. and 
lal1or~managemcnt issues. These partnership efforts resulted in enhancements in career 
opportunities, cSlabHshmcol of developmental programs. and joint efforts to improve family 
friendly practices within the Agency. 

In changing the relationship that eXisted between labor and management, which was 
largely advcrsariaJ, thc NPC provided for systematic truining of agcncy,cmployecs in consensus 
building methods of dispule resolution. At the direction of the NPC, truining progmmfi and truin­
Ihe~trainer sessions were developed in inlcrcst-bascd bargaining (IBB) covering partnership 

n The Pbiiacelphill Region alone (caiued annual savings of approximately $30,000 'hascd solely on the rt.'\luction in 
the number of gncvanccs: advanc,,'t! to arbitration during that period. 



principles, conOiet resolution. consensus decision~making, and other IBB techniques. This. 
training consisted of the following: 

• 	 In May 1994, top Agency executives urong with the AFGE Council Presidents 
attended a3~duy training session that included interest based techniques, consensus 
decisjon~making, and contlict resolution. 

• 	 Partnership councils (20 Agcncy~widc) received 3~day training sessions conducted by 
Symcuse University, emphasizing conflict resolution, consensus decision-making, 
and IBB problem solving techniques. The remaining councils received similar 
training provided by a variety of sources, including the Federal Mediation and 
Conciliation Service (FMCS) and internal Agency resources. 

• 	 By 2000, the Agency had trained a national cadre of 220 facilitators in IBB problem 
solving, consensus decision-making, p~t!1nership principles, and various tools and 
techniques to help group processes. The facilitators would help address and resolve 
all types of problems and issues. 

As pal"tnership councils continue to be established, training will be an ongoing process. 
As the Agency and the union work in a collaborative fashion, this training will gradually provide 
the groundwork fol" a culture change throughout the organization. 

Onc of {he requirements in EO 12871 was for ugenctes to evaluate the impact of 
partnership on its organi7.ulional performance, The Agency, on July 8, 1997, formed the 
P;trtnership Evalmllion Team (PET) to conduct an objective evaluation of how the process had 
been operating since lis implementation, Tbe NPC issued the tcam's repon in March 1998, and 
it emphasized how the Agency had benefited from working together ;;ince its inception. The 
issuance of this report made the Agcncy the first to complete an agency~wide evaluation of the 
effects of labor~man3gement partnerships on organizational performance, and the report 
idcnlified over 1,500 activities that have aided effectiveness and perfofm,illce and that had been 
initiated through or enhanccd hy pal'lncl'ship. 

The PET found numerous exnmples of components that had been working with divisively 
polarized relationships between manugement and Iheir union counterparts. After identifying 
thc~ problem :.iluations, and thel1lmplementingjointly developed plans for partnership, many 
were then able 10 work in collaboration, Moreover, these partnerships often times grew beyond 
their initial involvement in personnel issues and became prohlem~'solving teams on methods to 
make the Agency serve its customers heuer 

The NPC and the PET were recognized for their successes in September 1998 with their 
receipt of the John N, Sturdivant National Partneco,;hip Award. The award cited the SSNAFGE 
joint effort as "., ,an oUlstnnding example of how labor-management ptirtnerships arc meeting the 
National Pm1nc:rship for Reinventing Government's goal of a government that works better and 
cosls less," 
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The SSA and the AFGE dealt together in partnership on many initiatives that have 
improved customer service (e.g., the 800 number telephone service; systems expansion; the 
reinvention of work processes). Other initiatives showing strong union and Agency cooperation 
included the Agency's 2010 Vision workgroup, which is helping to develop the customer service 
plans and goals of the future. 

The NPC realized the importance of sharing policies, philosophies, and 'communicating 
with these councils, and thus sponsored a partnership conference in June 2000. Council 
members, high level union and management officials. and speakers such as Janice Lachance, 
Director of the Office of Personnel and Management (OPM), and David Feder, Assistant General 
Counsel of the Federal Labor Relations Authority, communicated their views and experiences. 
They also shared information about the types of resources and assistance available throughout 
the federal community to assist in establishing and maintaining workable partnerships. The NPC 
also used thi~; forum to present the SSAlAFGE Partnership Recognition Awards to employees 
who had worked tirelessly and diligently over the previous year on partnership initiatives. 

The NPC chartered a second workgroup to update the inventory of partnership projects 
and activities to determine if they had increased. how they may have changed, and the types of 
issues being addressed since the lirst evaluation report was released. In March 2000, this new 
team submitted its report to the NPC, identifying a total of about 400 new activities being taken 
by partnership councils. As with the first study. the responses showed that the councils have 
focused on a variety of matters dealing with customer service and operational issues. 

The President's Memorandum on Reaffirmation of Partnership issued on October 28. 
1999, required Federal agencies 10 report on progress being made in achieving the goals of the 
memorandum and the directives set forth in EO 12871. On April 14. 2000. the Agency 
submitted its report to the Office of Management and Budget (OM B) for the President. In that 
report, the Agency highlighted the ways in which we have met the objectives by citing the many 
examples of partnership activities. 

Since the latest report was released, the number of partnership councils increased to 67 as 
of August 2000. The councils were very productive and constructive in dealing with issues of 
concern to both the union and manugement. Through this continually evolving process, the 
Agency and its union, the AFGE, worked together to find ways to enhance the working 
environment through developmental and growth opportunities, to facilitate efforts to address 
productivity and efficiency, and to limit fiscal costs to the Agency. 

By taking the initiativc in partnership. the SSA fostered a close relationship between the 
union and its management for the benefit of both its internul and external customers. Internally, 
employees have felt more invested in management decisions, and frictions between union and 
management were resolved through ADR and other less costly and adversarial methods. 
Externally, suggestions for improved work processes came directly from those performing the 
work, increasing efficicncy and creating cost savings for the American public. The investment 
by the Agcncy in this initiative had borne fruit and resulted in concrctc progrcss. 
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TECHNOLOGY: IWS/LAN AND THE INTRANET 

Fast changing technoJogy has significantly affected not just how the Agency 'serves 
the public but also in how it doe.·.; its work. While its workforce is one of its most 
valuable assets, technology is equally important because it is essential to the 

effectiveness of Ihat workforce and indispensable to the success of the Agency's business 
approach. By providing the resources necessary and investing in the technology needed, the 
Agency has reaffirmed 10 its workforce that it takes seriously the new challenges of increased 
workload and government streamlining. SSA's investment in technology indicated the value the 
Agency placed on its workforce. The years from 1993 through 2000 were characterized by a 
surge of advances in providing the necessary tcdmologic';ll tools to its employccs to perform 
their work. Without this type of inVCslment. the Agency would jeopardize its commitment to 
hiring and maintaining a highly skilled, high-performing, and highly motivated workforce Iha! is 
critical to achieVing the Agency's goals, 

The Agency's ability to meet customerexpcctations and service depends on the expanded 
use of automation. The success of SSA to use technology to SUppOf1 improved or redesigned 
processes rests on a strategic technology infrastructure Ihat provides automation at the 
employee's desktop, makes needed information immediately accessible in elet.:lronic form. and 
moves tovlard a paperless processing environment. The Agency eswblished the Architecture 
Support Staff to coordinate the efforts of its (nfmmation Technology (n) community with 
respect to the establishmenl and maintenance of an En{ewrise~wide Information Technology 
Architecture (EtTA), The Staffsuppons legal mandales1 and federal guidelines!», 

While the push for better technology hus been ;1 constant through the Clinton 
Administration. the urgency had '.'<tried wilh time and circumstance, The early years of the 
Agency under DHHS were characterized as a slow evolution. Hardware and software 
improvements were done slowly wilhol.lt an overurching vision. There was no clear conception 
of how technology was going to complclcly change how Social Security doc:, It;, work. 
Independent Agency status allowed SSA to move more quickly in creating an automated work 
environment. 

Commissioner Kenneth Apfel and members of his leadership team embruccd the coming 
changes. and provided the vision nnd energy 10 push forward from sueh setbacks as the PEBES 
online privacy predicament. While an imponunt learning experience. it made the Agency 
slightly cautious in its approach to technological change and risk taking. Butln recent years Ihe 
Agency"s leadership had become very strong proponents of technology, and have created the 
environment and the pu"h for SSA It) hecome a leader in the Federal Government in IcchnoJogy. 

IS Such m; lhe Clin.gcr-Co!K·n Act (If 19% (Punlic Law 104.1(6) which assigns the Agency'!,> Chicf Information 
Office. (he fcsponslbility of developing, n1:liotmning. and fuciliwtillg the implementalion of IT archiltcturc (ITA). 
19 Sueh as Ihc june 1997 menwrundun1 from the omcc of Manllgemcn! and Budget (OMB MCn\ontnuUlTI M·97·16) 
providing guidance I\l fl.!dcrulag,/ncics m1 the dt/vc!opmcnt anu implementation of [TA. [n 'I\.';':()n:l;mce willi OMB­
guidance. lhl.! ITA I'lwu:d illh:gratc the husinl.!ss pwce~'4:!i and /,i{lab of the UgcIl':Y with IT acquisitions <lnd should 
focus on work proce~~s, infomlUtton fl,)ws. und standards. 
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INTELLIGENT WORKSTATiON/LOCAL AREA NETWORK (lW5ILAN) 

INSTALLA TlON 


T he fWSfLAN initiative was: the linchpin for both the Agency" S cuslomer service 
pmgrJrn and its entire business approach, It facili!alCd many uf the planned 
productivity improvements and enabled full reenginecring of the disability process, 

including pr{Jce~sjng time reductions and other improvements projected in the redesign. It will 
provide grcaler capacity and increased processing capabilities essential for the major service 
delivery and process redesign initiatives. 

In 1993, the Agency's Information Technology Systems Review Slaff (lTSRS) 
recommended funding slrategies that included maintenance of separate placeholders for 
budgeting Agency workstation/software upgrades in anticipation of users' needs. This actually 
'Occurred prior to the lWS/LAN project implementation. The ITSRS also rc!'ponded 10 concerns 
expressed by lne Government Accounting Ofllce (GAO), the Office of Managemenl and Budget 
(OM B). and the Con~rcss concerning the IWS/LAN initiative, This work helped promote 
support and funding:! from these bodies required to movc forward with an JWSfLAN strategy. 
They also recommended funding strategies for wide area network enhancements, support 
scrvkes. and expanded telecommunications infrastructure required for lWS/LAN future 
implemenlation. 

The original decision to provide intelligent workstations to every employee. interconnect 
all the workslations by LAN, and connect all the offices to the regional computer centers! 
National Computer Cenler by wide area network wa~ made in 1993, With over 60.000 
cmployees in over 1.600 offices nationwide, the Agency redesigned and prepared each facility 
nationally wilh new data cables and an upgraded electrical system, 

B1;ginning in 1994 the Agency, with the support urGSA, began site preparation of rill 
Agency orficc~s at an 'lVcrage ratc of one office each working day. The GSA used innovative 
melhods 10 meet the Agency's needs in an economic manner. and mainframe computers and 
specialized software were used 10 track the sIte prep proces~ and keep the program on schedule, 

A scvt!n·ycar IWSJLAN contracl21 was awarded on June 14, 1996, and it provided for the 
installation of 1,742 LANs comprising 56,000 workstations at sites nationwide, Meaningful 
discussions with vendors during the acquisition process provided l1eccslI:lry information while 
protecting the integrity or the acquisition process. 

In December 1996, the Agency begnn the installation oflhc NationallWS/LAN contracl, 
which by 1997 was completed in 487 sites, Additional workstations and LANs were rwrchuscd 
and installed at Headquarters and Regional Office locatio'ns, bringing the total installation 10 
91,650 workstations and 2.129 LANs by mid-1999, In addition. the Agency determined that it 
would n~ed up to 300 addilionallWS/LANs to complete the target systems environmenl. In 

" low the AUillOlation InvestmenL Funu, 
~I At a value of $279.5 million. 



August 1999, OAG awarded a 3-year contract,'l2 which included 6,17& workstations. The ITSRS 
had guided this contract. adjusting quantities based on identified requirements and benefits. 

The Installation of the IWS/LA;.! in the Agency hrought a host of new tools to improve 
and enhance work processes, The Office of Operations, responsible for direct customer support, 
was most dramatically affected in terms of impact on tts business process. Technical and 
management staff recognized that these new tools were a means to improve productivity and 
enhance communication among its hundreds of facilities and thousands of employees. The most 
immediately iiignificant of those new tools and technologies was the Intranet. 

In recognition of it:> efforts with the IWS/LAN project, the Agency received the 1994 
Federal Technology Leadership Award, sponsored by Governmefn Executive magazine. The 
annual national competition recogmzes outstanding llchievementln making government more 
effective through the usc of information systems. 

Although IWS/LAN was in ..tallcd in all Agency offices, the project evolved with the 
changes, expansions, and relocations: of the office!>. Thc standards set forth earlier and the 
processes in place, along with the GSA help, will ensure that thc Agency continucs to provide a 
safe and healthy work environment and reliable computer :systcms to :;Iii its employees. 

INSTALLATION OF IWS/LAN IN FOREIGN SERVICE PROGRAMS (FSP) 

The Agency, recognizing the needs to improve 'Iervice and work environmcnt in its 
foreign program, has installed its IWSfLAN in the Manilu DVA office and eight of the largest 
daims-taking FSPs?~ These overseas offices now have direct access to the Agency's databases 
and programs. and are no longer dependent on U,S,~bused office'S to provide- them with 
information they require to l'erVe foreign based Social Security customers. This results in more 
efficient work processing and the ability to ussist many customers on first contact. 

THE INTRANET 

The IWS/LAN initiative allowed the development and utilization of the Agency's 
Intranet The Intranet I!I. more than the Internet in that it is a !l.clfwcnc1osed secure 
network comprising of only Social Security servers, and cnn only be accessed by 

Social Security employees with valid and current security clearance. The Intranet has become 
the vehicle by which components communicate with all other parts of the Agency, directly down 
to the individual employee. Wiih over 1,6DO offices nationwide, each office and euch employee 
is no longer cut off from tbe rest of the Agency due to their distance from the heudquarters 

22 At <l cost M$50.2 million, 

2.' The eigbl FSPs Me :n Mexico City, Guadalajura, Ciudad Juan:J" Athens, Frankfurt, L<'lIldon. Rome and N<lplcs. 




complex Dr their regional office, but is now interconnected by technology. The possibilities for 
further coll«bonltion und future synergies are only beginning to be realized, 

More than just email, the Intranet allows a component TO place the vast majority of its 
information in easy reach for almost every Social Security employee nationally. The entire 
resources of the Agency were now available as easily as opening an Internet browser. Moreover, 
hccause of its: secure nature and availability only on internal Social Security networks. the 
Intranet allows the delivery of services to its intemal cm,tomers in ways that are still being 
discovered, 

SSA DIGITAL LIBRARY 

The Djgital Library was. first unveiled in July 1998 at the headquarters complex. The size 
and scope of the Library was expanded in order to reach all Agency employees nalionwide by 
Spring 2000, Its strength lies in its ease of use and accessibility, It contains a catalog listing of 
all of the Intrdcopy materials maintained by the Agency's Library, records management 
infonnation. historical information. access to over 3,000 compact discs containing thousands of 
journals, books, newspapers <md magazines, and the USA PhoneDi,,>c. The Library also has 
access to online services such as Lcxis/Ncxis and WestLaw and ~ewsEdge (au I.lp-to-the~minute 
accounting of current events worldwide). From the onset, the variety of materials aV<1ilable via 
the Digital Library has been determined hased upon user needs and user requests, All materials 
resident in the Digital Library are intended to better serve the customer base and assist Agency 
employees in doing their jobs as. efficiently and effectively i.lS possible. 

ELECTRONIC FORMS IMPLEMENTATION 

On September I, 1993, lhe Agency began working on a tactical plan for the national 
implementation of electromc forms. This. iniliative sought to put into an electronic format as 
many of the forms used by field offices as possible, thereby eliminating various costs (e.g., 
printing i.lnd shipping of forms from a centralized location) and streamlining the procc!\sing of 
the forms (dIrectly into the workstation). This initiative was part of the Agency's strategic 
priority 10 evolve into a paperless agency. 

Over severi.ll years, the Agency continued 10 investigate electl'Onic forms i.lnd 
sUbsequently developed a contract with a vendor through the Government Printing Office for the 
conversion of paper forms into an electronic format using the FormFlow software, Initially a~ a 
pilot. 62 forms wcm convened and placed on the IWS/LAN systems of a few field offices. The 
success of this pilot resulted in its wider implementation in 1999 into other field offices,2

4 

2.4 During FY 2(100, appro:dmatdy 30U of the Agcncy" s 2,900 paper form~ v."rc toOVl'rh.,u Imo un imclllgcnt fil!· 
ah1c elecLronic furmnl. 
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In August 2000, a SSA Forms Repository was released onto the Agency's Intranet, 
allowing most field offices access to all of the electronic forms. The forms are provided in 
Adobe PDF format (Print-Only) and in letForm FormFlow formal (Intelligent Fill-able Forms). 
In addition, the Agency continued to work toward providing the general public access to various 
Social Security forms via the Internet. 

The Agency depends on thousands of employees across the country to carry out its 
mission to provide world-class service. The Intranet has become a vehicle for effectively 
communicating information while providing employees with new tools to do their jobs more 
efficiently and more productively. The next task is to successfully implemenllhis throughout the 
Agency and ensure that training is available for the efficient use of this tool. This will, in turn, 
provide the impetus for developing more creative applications to improve work processes and 
employee quality of the workplace environment. 

OTHER ADVANCES IN TECHNOLOGY 

W ith the need to improve IT infrastructure constantly, the Agency has made 
improving the its standing on technology a key goal. Investments in 
tcchnology infrastructure are necessary to support distributed computing, web-

based processing, more robust management information, and the emergence of voice recognition 
and machine language translation tcchnologics. Large efficiencies may be gained by linking 
web-nased technologics with cxisting legacy systcms and establishcd service delivcry models. 
The e-SSA Technology Strategy report released in November 2000 described Social Security's 
transition plans and highlights the productivity gains that the Agency expects to realize from the 
planned infrastructure upgrades. 

Anothcr kcy component was the need for regular hardwarc refreshmcnt. Thc Agcncy's 
technological infrastructurc must he rcfreshed at rcgular intervals to keep up with the rapid pace 
of technological change. The Commissioner and Deputy Commissioncr have pushed to reduce 
the Agcncy's procurement cycle for new IT equipmcnt from sevcn to three years. The decision 
to move to a three-ye,lf refreshment cycle meant that every Agency cmployee will have a new 
workstation by the end of 2002. 

Between FY 2000-2002, the Agency will spend $45 million a year to replace its 91,650 
existing workstations and make limited upgrades to the supporting infrastructure of servers, 
printers, laptops, scanners, controllers, etc. As an initial step, in August 2000 the Agency 
purchascd and began installing 40,000 personal computers in the first phase of this three-year 
cycle. 2~ 

Another improvement was to the telecommunications network infrastmcture. An 
adequatc telecommunications infrastructure was required to support Social Security's electronic 

2<; The workstations have more memory, faster processors, and t7 -inch monitors. 
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service delivery initiatives, without which the Agency would not be able to take full advantage of 
current and future technologies. In August 2000, the Agency entered into a contract to obtain 
new "frame relay support" equipment and installation. This more efficient technology doubled 
the capacity of the Agency's telecommunications lines; improved response times for network­
based applications; improved manageability and reliability of the Agency's computer network; 
and enhanced support for new network video and telephone services. As a result, all employees 
on IWS/LAl\T will have Internet access on their desktop hy December 31, 2000. 

The Agency also invested in an integrated human resources system. By using 
customized, commercial off-the-shelf software, this new system automated processing of 
personnel, administrative, and service functions. It also provided automated support for human 
resources management activities, including online ad hoc information retrieval. 

In addition to the technology upgrades to improve customer service, the Agency also 
made several technological upgrades to improve its administrative processes. The Agency 
automated several processes including ordering supplies, processing purchase orders, and 
supporting electronic commerce. These advancements in technology reduced Agency operating 
costs by over one million dollars annually. The Agency also implemented video 
teleconferencing, a project to acquire the necessary technology to provide two-way video and 
audio that is used for training and public service announcements. 

Numerous technological enhancements were made to the 800 number service. The 
Agency installed automated services, both in English and in Spanish so that callers are able to 
conduct business transactions 24 hours a day, seven days a week. The softwarc to improve caller 
access was also updated, and these improvements have greatly improved customer satisfaction 
with the 800 number network. 

The Agency embraced the National Performance Review's recommendation to expand 
electronic commerce for Federal acquisition by conducting an electronic commerce pilot in 
1997. Use of the Internet and electronic commerce was expanded in each subsequent year. The 
Agency posts all of its acquisition notices and solicitations on its Internet home page, allowing 
interested vendors to read and download them. In FY 1999, the Agency discontinued the old 
practice of mailing paper copies of these documents to vendors. Contracting opportunities are 
announced exclusively by electronic means. All of the requirements are posted with the 
Electronic Posting Service,26 which will, in the near future, be the one place a vendor needs to go 
to see all Government requirements. These electronic commerce methods arc faster and more 
economical (Le., saving the cost of printing paper copies of solicitation, labeling and mailing 
them, and maintaining a bidders mailing list), and benefit vendors who register with the 
Electronic Posting Service, including automatic email notification of Federal business 
opportunilies or interest 10 them. 

Technology infrastructure will continue 10 evolve at a brisk pace. It will become faster, 
better, and cheaper. While advancing technology offers tremendous opportunities to increase 
access to and improve the accuracy, timeliness, and convenience of its service to the public, it 
also presents challenges. The Agency has begun to restructure business processes to make 

26 The Internet address of the Agency's acquisition site is www.ssa.gov/oag/. 
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effective use of new technologies in order to meet future needs and 10 give its employees the 
LOols they need to meet the workplace dcmands. To support employees and enable them to meet 
customer needs. the Agency will continue to evaluate and keep pace with emerging technologies. 

SUCCESSION PLANNING & TRAINING 

The legacy of downsizing in the 1980s and the considerable changes in the 
workplace environment has had a tremendous impact upon the workforce of the 
Social Security Administration. Agency growth in the 1960s and 1970s was 

followed by years of tight staffing in the 1980s and I 990s;21 the reduction in workforce numbers 
coupled with increased workload and the significant technological changes in how the Agency 
performs its business has forced its employees to wear multiple hats at the same time as well as 
learning to wear new ones. By the mid 1990s, the Agency's workforce was "mature" with 57 
percent of employees over the age of 45. witb predictions that 40 percent of the Agency's 
existing 1998 workforce would be retired by 2009. This imminent "retirement wave" of 
significant portions of the Agency's workforce, in particular in the upper management levels, 
will result in a serious continuity and succession problem for the Agency if left un-addressed. 
These forces buffeting Agency employees have increased the need for constant training to 
prepare them for the new challenges of the future. 

Moreover, the REGO initiatives initiated hy the Clinton Administration, under the 
leadership of Vice President AI Gore, reemphasized the importance of focusing on the needs of 
Federal Government employees. Reinvention and streamlining by definition and necessity 
requires government employees to do more with less personnel resources, hopefully with better 
infrastructure/technology resources and better work processes. Under these initiatives. agencies 
were encouraged to invest a substantial portion of savings realized from reinvention activities to 
finance employee training and development. 

The Agency is committcd to providing the training and development necessary to ensure 
that its workforce possesses the knowledge, skills, and abilities required to meet and handle 
increasing responsihilities and workloads. The Office of Training (OT) helped prepare the 
Agency's streamlined workforce for their new missions, has begun a number of new initiatives 
and programs to better serve its customers - Agency employees. The drive to provide more 
training, to make it continuous, and to provide it '~ust-in-time" has become paramount. 

With such a large percentage of the workforce eligible to retire, the significant loss of 
knowledge and experience to the Agency was apparent. In addition, a very high percentage of 
those eligible were in the management ranks. Thus sllccession planning and leadership 
development became a key clement in the Agency's Strategic Plan. [n the spring of 1997. the 
Agency developed a plan to revitalize management training and career development. 

27 In 1980. the Agency had over 84.0CH) employees. but this number has decrea~d over 17.000 (over 20 percent) 
during the following two decades to its FY 2000 level of a little below 63,{KHl employees. 
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Implementation of the leadership development strategy began in 1998 leading to the 
revitalization of many career developmcntal programs. 

A key part of the Agellcy's Iraining program is recognition of the importance of life-long 
learning .and the importance of self-development in attaining both per;;onal and Agency goals. 
The various- initiatives are lioked to leadership competencies that help to broaden employee's 
perspectives and experiences. 

SUCCESSION PLANNING: 

I n 1997, the Agency began 10 analyze Ihc upcoming rclircmcni wave by looking at 
potential retirements in the next five years. It soon dhcovcrcd that a large percentage 
of employees wotlld be eligible to retire by the year 2002. especiaJly at the highcr 

grade levels. But it was n01 enough to only examine how many employees would be eligible to 
retire; the Agi!ncy needed to delerminc how 111i.l"y employees actually expccled 10 retire. By 
examining the numhcr of eligible employees who actually left the Agency on regular retirement 
over the past len years. it found that the average employee retiring on regular retirement was 61 
years of age. Based on this historical pattern, a model for projecting how many employees 
would rCiire in future- years was dcveloped, 

1n 1998. Ihe Agency prepared a more comprehensive study of the retirement wave 
attrition. focusing on predicting the who, where, and when of retirement losses. Agency-wide 
projectiolls- through the ycar 2020 showed the peak of the retircment wave OCCUlTing in thc years 
2007 -2009. when it was expected that approximately 3,000 employees will retire each year 
compared to an average of 851 retirements per year from 1990 through 1999, 
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The data analysis for the period 1999 through 20 I 0 projected an increase in the 
fCiiremcnls of many key positions, For example. about 66 percent of supervisors. 45 percent of 
claims representatives. and 48 percent of computer specialists were projected to relire within this 
time period,:!f 

The Agency l<lief validated the model by comparing the actual number of retirements 
with the number projected. and the model was found to be a good predictor. The Agency also 
projected the succcs:.ion flow of new hires into key positions and the movement of employees 
between those positions. Tbi,1\ assumes mainlaining C~llTent staffing levels and the ubility to 
backfill positions a..; employees left. 

A key concern Willi training these new employees, especially if they cume on board after 
experienced workers retire. I[thcre was no period of overlap, il will be difiicult to ensure that 
new empJoye(~s were adequalely mcntorcd and trained in the program complexities and Ihe 
methods of providing high-quality customer service. 

In March 2000, the Agency completed a study addres~ing the issue of succession 
planning.2 

<; This report identified four arcas where the Agency should focus to address the 
problems associated with accclcfHted retirement of the Agency's workforce: 

2M Predicting Retirement Amition for:t Mllturing Workforce: October 19?!H, Offtce of Workforce Analysis. OcloOcr, 
199H. 

2') Workforce Planning at the SSA, orneI.' of Workforcc Analy.\i\, Murch. 200ft 




• "Flauening tbe Wave" 

• Career Development Programs (CDPs) 

• DiverSity 

• Training 

TIle Agency needed to "flatten the retirement wavc" so that the impact of Icaving 
employees and the loss of institutional knowledge can be spread out over a longer space of time. 
In addition, the Agency needed 10 provide appropriate and effectivc career development 
programs to funher invcs1 in the remaining workforce, lake advantage or !he synergics offered 
by this new opportunity to increase and improve the Agency's diversity, and give its workforce 
the nceded tools 10 handle fhi!' new situation through more efflcicrit unu cffcclivc Iraining. 

" FLATTENING THE WAVE" 

The peak of the Agency's retirements is sct to occur from 2007~2009, coinciding with the 
retirement of the baby-boom generation. resulting in an increase of workload right when the 
Agency's workforce begins losing its most experienced cmployee!'. In order to avoid a crisis 
!'ilUution. the Agency needs to spread out the retirements over more year!' (to minimize the 
impact of retirements on any particular year) and increase its recruitment and rctcnrioo practices, 

From 1996 through 2000, the Agency offered early retirement to its employee!', and 
about 5 percent of those eligible fQr early reliremenllook i1. 30 This: had the dUlIl effect of 
increasing the normal retirements for each year since 1996 and Ihus decreasing the pOiential 
rctiremcnI cnIflch in 2007-2009, With each passing year, the perccmage of early relirenlcms: out 
of IOtal retirements has been steadily increasing (e.g., in 1999. early retirements accounted for 
50.5 percent of all retirements). These early retirements allowed the Agency to hire 4,000 new 
employees from 1997-! 999 as replacemenls for thcl'e early retirees, By 2{)()7~2009, these new 
recruits will be experienced employees;'>' thereby avoiding the feared experience loss and its loss 
on productivity. In addition to allowing the Agency to replace employees who would have 
retired during the peak retirement year:., the early retirements brings in new workers, with 
appropriate and up-to-date technological skills. 

Thi!' solution was riOt un easy choice ror the Agency to take~ the exodus of present starf 
meant that existing workloads were that much more difficult for the rcm;:lining stafr. However. 
the alternative was felt to be worse~ if no efforts were madc to Batten the retirement wave, 
approxifTU1tciy 30 percent of Agency employees would be in trainee status during lhc 2007-2009 

~ 524 in 1996,t:25 in 1997198, and 1.381 in 1999, Workforce Planning at the S5A. Offiec ufWOIkforce Analyt.is, 

March, 2000, pg 4. 

JI Expc:ricnccd employees arc defined as huving worked in their capacity for aticas! :\ years. 
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peak retirement yctlrs. 32 Another important henelit of the presence of experienced workers was 
nOI just 10 process increasing workloads, but also in the training and mentoring of new recruits. 

The Agency used formal training to convey the technical programmatic knowledge 
ncccs~mry for a new hire to perform their job. but this formal tmining was coupled with on-the­
joh menloring which is crucial for new hires 10 sec and apply their newly gained knowledge in 
practice. Menlol'ing was also a manner in which institutional knowledge was "passed on". 
Moreover, while resource intensive (forcing the Agency's most experienced and productive 
employees to spend preciou~ time mcntoring new hires), it wus an investment in the future lhat 
produced mc,rc knowledgeable and productive employees for the Agency, 

The success of thi~ effort wa.'i based on the ability of the Agency to replace current 
tctirement lo:-.scs with new hires, and thus the importllm::e of hiring and retention. In FY 2000, 
the administrative budget request wa'\ not fully funded. resulting in the inability of the Agency to 
hire as many new people as it needs to fully replace all the losses due to attrition and retirement 
The Commbsioner's response (0 Congress was to reduce the Agency's service goah>, and the 
Agency attempted to do as much as possible with the reduced resources. For FY 2000, the 
Agency hired approximately 2.000 new employees, 

CAREER DeVELOPMENT PROGRAMS (COPs) 

One important element in preparing for the illlminclli wave of retirements has been the 
accc1cmtion of career developmental programs (CDPs). Under the downsiZing of the 1980;;, 
prcvi{)usly existing CDPs were suspended due to the hiring and job freeze. However, a.... lhe 
issue of succl.!ssion planning began l(! take on added urgency, the pressing need for CDPs 
hccamc obviOlIS, They became recognized as an impolillnt componeol to help pre-pure for thc 
future of the Agency, 

By March 2000, the average uge of a typical Social Security employee was 46.7 years of 
agc,H Urgency to develop employee skills for the future began (0 build. especially (or 
management positions where expected losses were predicted to be very high (the average age 
being even higher than for the Agency as a whole). The Agency responded by reestablishing 
development programs at the nalional. component, and rcgionallevcb. From 1997 through 
2000, over 1.200 peopleJ4 were selected for participation in tbese development programs (the 
first four being nulionul in scope): 

• S.:;nior Executive Service (SES) Candidate Development Program 

• Advanced Leadership Program (ALP) 

• L(~udcr>;hip Development Program (LDP) 

.'2 Workforce Planning at the SSA, Offke of Workforce Analysis, March, 2000, pg 5 . 

.1.1 Workforce Phmning at the SSt\, Office ofWorkfon:e Analysis, March. 2000, pg I. 
_1~ Workforce Phmning allhe S5,:\.. Office ofWorkfllrcc Analysis, ~1:lrch. 2000, pg 5. 
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• Presidential Management Interns (PMl..) 

• Component-level ;,md Regional Developmem Programs 

• Regional Job Enrichment Programs 

• Leadership Seminars 

The national COPs complemented developmental and rotational progmms sponsored by 
various Agency components. The success of Agency CDPs attracted attention both wilhin and 
outside the public sector~ the Agency was benchmarked by numerous organizations (e.g., U"S. 
Department of Agriculture. Centrul Intelligence Agency, Pension Benefit Guaranty Corporation, 
and U.S. Navy). The Commissioner was invited to speak at the National Academy of Public 
Administration (NAPA) Conference in September 1999 to discuss. how the Agency' .. strategic 
plan serves as the foundation for its leadership development activities. These events 
demonstmted recognition of both the quality and effectiveness of the Agency's succession 
plnnning activities and of the Agency's investment in the workforce, 

Senior Executive Service (SES) Candidate Program: 

Initialed in June 1998, this national program for selected grade 15 employees is a lwo~ 
year program developing the competencies needed for SES positions. It also seeks to broaden 
their experiences and leadership abilities through tmining and assignments?> Selected potential 
candidates had to undergo 11 rigorous competitive assessment process, and in FY 1998 the first 
cohort of 36 i~mployees was selected by the Commissioner. 

Advanced Le{ldership Program. lALP): 

Initialed in October 1998, this nalional program for ,selected employees in grades 13 and 
14 is u two-year progmm consisting of training and assignments designed to help participants 
develop the competencies required by mid~lcvcllcaders. The candidate.'; received temporary 
promotions during their participation in the program, In FY J998.35 employees were selected. 

Leadership Development Program (LDP): 

Initiated in March 2000, this national program for employees in grade."l 9~ 12 is also a two­
year program featuring training and assignments to develop the competencies required hy first 
line leaders and supervisors, in FY 2000, the first cohort of 61 employees was selected to 
pdl'tkipate in this program. The candidates received temporary promolions during their 
participation in the program. 

J\ A mlntionul n~sisnmcn! outside the Agency IS n:quin.:tl for SES candidalCs iO fu:thl:r hroadcn tbl'ir expericnccs. 



Presidelllial Mallurtcment Intern (PMl) Prm!.ram:. . 
In 1977, President Caner issued an Executive Order 1200&;\6 establishing the Presidential 

Management Intern (PMI) Program, It is designcd to aHntct to the feder.tl service outstanding 
graduatc students (M~lSiCr" sand Doctoral-lcvel) from a wide variety of academic disciplines whO' 
have an interest in. and commitment to, a career in the analysis and management of public 
policies and programs, The two-year internship program enables graduate degree students to be 
appoinled to fcdeml positions u:-. PMI:-. and to have the opportunity to convert [0 a permanent 
federal civil service position. All cabinet departments and more than 50 federal agencies have 
hired Presidential Management Jatern;... 

Since 1997. the Agency has illcreased its participation with the PMl program (run by the 
Office of Personnel ManagemenlIOPM]). and ovcr 129 PMls have been selecled as of 2000, 
making the Agency one of the leaders in this national program. 

COlflpolleuf-Jevel and Regional Del'eiol'mcllt Programs: 

Agency components and regions were givcn the rnandute to establish their own CDPs. 
From 1997 through 2000, hundred .. of employees have been selected to participate in these 
programs, A good example of a regional pl'Ognun was the Chicago Upwards Bound (CUB) 
Program in Region V for grades nine tlirough twelve employees. This one-year competitive 
CDP was designed to enhance the careers of journeyman personnel in the region who have 
demonstrated Icadership potcntiaL An example of a component led CDP was the Operations 
Leadership Dcvc1opmcnw! Program (OLDP) that was run by the Office of Operations, This 
CDP W,l'\ similar to the national Leadership Development Program. 

Regional Job Enrichmem Programs: 

Several regions have established programs to broaden the experience or their employec!", 
For example, in lhe Seattle Region from 1997 thnl 2000,379 employees have been selected for 
its Joh Enrichment Pf'()gram. where employees from grades 1-14 participate by gaining 
experience in anotlier job for a pcdod of 120 days. The Chicago Region also runs two similar 
programs; the Chicago Emplovee Exchange and ROli:l1ion Program (CHEER):l7 and the Chicago 
Managers Exchange Program3

1!. Both of these programs seek 10 give employees and managers. 
respectively, the OppOflunity to request a temporary work assignment in another office or 
component for five to 30 working days. 

'" Signed August 25, 1977. 
11 Iniliuteu in 1998. 
~ Ini[iuk'tl on October 8, 1997. 

http:feder.tl


TRAINING 

H istorically, traioing was conducted within the framework of the traditional 
classroom, However. with approximately 63,000 employees scaltcrcd in over 
1,600 sites nationwide plus Iraining responsibilities for the state disability 

examiners (who adjudicmc disability claims for the Agency), issues such as timeliness. 
conl'islcncy. and funding for traver became increu.-:.ingiy problematic by the early 1990s, The 
same technology thUl enabled the steady evolution from paper-based processes to one relying 
increasingly on computer technology, courled with the ongoing need to incorporate legisla!ive­
mandated Changes, required lhe constanl lraining and retraining of Ihe workforce. The Agency 
was thus faced with u trdining dilemma common 10 large organiz;tlions; how to effectively and 
efficiently proVide frequent training to a large. geographically dispersed employee popUlation. 

Solving this dilemma presented the Agency wilh a challenge common to corporate and 
government trainer:-. - how to provide effective training at the least cosl at the right time. While 
classroom training remained a vital part of training stmtegy. the Agency recognized the 
limitations of <I slrict reliance on classroom training, Traveling to a centralized location for 
tmining was n01 ,always possible. and cost .and timeliness become factors when many employees 
must be traio.:d quickly. Tcchoologkill advances provided new tools 10 the trainer, offering a 
diversity of methodologies from which to cboose. Delcrmining which technologies to 
implement. the Agency considered cost. subject mmter. time constmints, and the fact that people 
have different learning styles und do not respond equally to the same approach. 

The search for solutions 10 thc truining delivery dilemma had been ongoing for years. 
During that time, truining materials were redesigned ~md various approaches using computcr­
based training implemented. The focus on technology-based solutions began in 1993. and to 
identify what the Agency nceded (0 accomplish, almost two years of contacts <lnd visits were 
completed with private industry and other government agencies (including the Ford MOlar 
CompHny, the Feder.;!.1 Aviution Administration, the Xerox Corporalion, the United States Post 
Office. and AT&T). Eventually, it was identified that these factors would be important for the 
Agency to focus on: 

( 

• Allow for more economical and cfficient tralning~ 

• Improve iimeJiflcss and consistency: and. 

• Maintain or even improve training quality and cffcctivcnc;i.s, 

Simullaneou!\ly. the Agency was embarking on the IWSfLAN installation initi~ltive to 
provide networked computers in lieu of the mainframe-linked "dumb" terminals that were then 
slandard. The combination of extensive benchmarking, advent of Ihe lWS/LAN rollout, and the 
continued demands for tr:.lining helped spur u rethinking uod reenglncering of training delivery 
mClhodologie~\. The result was a hybrid approach m:ing a variety of emerging technologies. each 
of which was used to address different tmining needs. 
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TERMINAL-BASED TRAINING: PHOENIX LESSONS 

An early and primitive form of computer-based training which had been a mainstay in 
training for years, it was used especially for ponions of entry-level and system enhancement 
training. Since personal computers were not even a consideration when the original program 
was acquired, these computer-based training had to be resident on a mainframe computer and 
accessed via "dumb" terminals by employees. While available to all employees at most 
locations, the 200 or so lessons eventually developed for usc on the system were simplistic and 
highly text oriented with very limited intcractivity. 

This technologically archaic system has been superseded with the advent of personal 
computers and the IWS/LAN rollout, but was still in usc in a few locations as late as early 2000. 
With newer t'xhnology, OT began to convert all of the old Phoenix Lessons to newer formats, 
and by mid 2000 this conversion was completed. 

PEIlSONAL COMPUTER-BASED TRAINING: MULTIMEDIA/CD-ROM 

The proliferation of personal computers (PCs) in the 1990s and advances made in 
multimedia and CD·ROM technology made essential their consideration as a potential training 
tool. While a technological advance over the old terminals. the stand·alone non-networked PC 
was ultimately only a super·charged terminal; CD·ROMs offered the individual employee more 
information than ever before and a spruced up interface, but still had the fundamcntallimitalion 
of little true interactivity. It did a lot more (e.g., multi-media capability), but possessed the same 
limitations of being applicable primarily to training projects with a reasonably stable subject 
matter, large audiences, and common training needs. However, even with these limitations, it 
did have its successes. 

For example, the roughly 10,000 employees whose duties include responding to some 58 
million or more calls every year to the national 800 number required a large amount of training, 
on the same subject matter, with the vast majority of them working in large, centralized PSCs or 
TSCs. Multimedia capable PCs were provided to several sites, and a customer service program 
was piloted with some 4,000 students. Post training evaluations of these employees yielded an 
over 95 percent acceptance rate of the content and delivery mode. Based on the results of this 
pilot, the Agency acquired over 4,000 additional multimedia capable PCs. 

The Agency subsequently developed a number of other customized multimedia programs 
including lessons on the Privacy Act and disclosure requirements, stress management, disability 
entitlement f~lctors, Social Security program orientation and solvency, and additional training in 
customer service. This internal development of software was in addition to the many existing 
off·the-shelf software packages already used, thus allowing for a greater scope of materials 
available to the Agency for training purposes. These packages included portions of a 
management curriculum, general and basic skills lessons, and other lessons applicable to 
disability/medical examining personnel such as courseware on anatomy and physiology. 
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As improvements to the IT systems architecture progressed, multimedia/CD-ROM 
technology has now been relegated as an aiternale delivery method when slow response times, 
poor Internet pcrfonnance. or other problems mnde the use of online trainj~g methods less 
tlesirable, It has been superseded with the advent of the networked environment Tbe amount of 
information now available has exploded exponentially, and imeractivity. Ihe main limitation of 
both terminal und PC based training, was now made possible. 

NETWORK-BASED TRAINING: INTRANET/INTERNET 

The aLlvcnt of PCs, LA~$. and the Intranel made network-based training a reality. New 
nct~based tOQ!s were selected to meet current and future requirements for tbe Agency's training 
environment and technological infrastructure. Staff was tmined in new authoring tools and 
converted old mainframe-based leshons to the new Web-based delivery platform. Additional 
net-based "oJ f~lhc-shelr' lessons wcre also purchased and pilotcd before being made widely 
accessible to employees. 

As an inlerim step whlle the nalionallmranet infra,;;Iructure was being developed. OT 
leased commercial off-thc~sheJf courses for local access networks {LANs).Ji) The courseware 
WaS loaded on local ~rvers and made available to employees' workstations. The preparation for 
making this training available to field office locations involved coordination between various 
components in the Agency to integrate the courseware into the IWS/LAN configuration and iO 

asse:-.s the impaci on the Agency's infl.lstructurc. The courseware wa,,, appmvcd fOl' use on the 
nationallWS!LAN platform beginning with the March 19981nstallations. 

In 1994, the Office of SY>lems began the Independent Workst.tion Learning (IWL) 
initiative to provide computcr~based training to its employees ar their workstations through the 
use of their LAN. The initiative promoted continuous le~rning al the desktop ~nd embodies the 
concept of just-tli-time training" Beginning in early 1997, renamed the e~Lcarning initiative. it 
was extended throughout the Agency through the C!ilablishment of the national Intranet. All 
employees in offices with the IWS/LA'" inslalJation completed have access to e-Learning. 

In recognition of the success of the e·Learning initiative. it received the 1997 National 
Performance Review's liammcf Award and the !998 Government Computer News Award. 
These awards were received for the development of th~~ online training system ~md giving 
employees conlrolllnd responsibility for their own training and development by promoting 
continuous education opportunities. 

With the continual development of the Intranet infrastructure, a<i part or the Intranet 
training deli wry initiativc:, Ihe Agency purchased and installed ..I web-bmo.cd tmining !o>Crver that 
provided interactive training courseware and materials over the IntnlOct. Courseware induded 
office automation training as well as in~hol.lse developed programmatic~spccific courses for 
claims repre<icntalives, tclcscrvice representatives, and other front line employees. 

J<) 'Inesc early off-the-shelf C(jur!>C!i were primarily on Microson Office 95 (lnu 97 and Internet Explorer. 

http:web-bmo.cd
http:LANs).Ji


The Agency developed a simp!c nul comprchcm;ivc tlPPfOtich to employee training for 
non-supervisory personnel, Designed 10 help employees gain the tools !hey need to enrich their 
developmenl and improve the operation of the organizalion, it included competency-based 
training models and self-assessment toOIs:111 They were supported by the Individual Learning 
Account concept. wherein employees were given eight hours of duty time from which to draw in 
order to take the !raining Ihey feel they need for competency reinforcement based on the results 
of Iheir self-asse:-.smenl. This new approach has nol yel been adopted by the Agency, and a 
recent pilot will help determine the effeciiveness of this new methodology.41 

Another significant iniIiutive taking udvantage of Ihe Intranet and the Intemet was !he 
SSA Online University, This aHowed employees 10 access a large number of web-hascd training 
courses al their own time, covering a wide rdnge of topks from information technology to 
management skills to personal development. Employees can acecss the university from any 
place with Internet access (home, work, and Hbrary), Qr from their own workstations through the 
Intranet This inHiative i':nhanced ongoing training and development opportunities for employees 
by improving Ihe aece..<.;sihility of quality IrJining rcsoun;:e<; (vr tbeir 'usc. 

And la:,;tly,::Is a backdrop to these tmining initiatives. the Agency comin~led to make 
progress in making all class offerings accessible to employees with disabilities. OT developed 
templates to t:Qnven all courses inlO a formal accessible by software such as JA WS. In addition. 
the 01' web site was redesigned to be accessible t~ employecs with disabilities, 

INTERACTIVE VIDEO TELETRAINING (IVT) 

Designed as a distance-learning network using an interactive onc-way digital satellite 
technology Wilh a view..::( response system. the IVT .,>ystem was a onc~\\'ay video, two~way audio 
system using compressed digital satellite technology, The system used keypads with built in 
microphones to allow instructors and students 10 communicate on u real-time basis with few of 
the limitation'; normally imposed by geographical separation. It was used for in~&ervicc, 
managerial, and cntry~1cvcl training on a daily basis, By overeoming the barrier of gcographic<ll 
separation, the IVT progrtlm provided consistcncy in training (reducing duplicative efforts), 
significant monetary savings (no travel necessary), and helped reduce the glass ceiling effect for 
individuals who can not travel due to personal/family situations (allowing carcer advancement 
without requiring long trips away from home), 

IYT was the first major acquisition, and bec.l.me arguably the Agency's centerpiecc, in its 
diverse approach to delivering training. As a result of the benchmarking undertaken in 1993 and 
1994, a propOS::I! was made in early 1995 fur ::I small pilot of 30 downlink sites to test IVT's 
effectiveness and determine how the technology could best be used. The pilot was successful. 
and a demonstralion for the Executive Staff in June 1995 resulted Iheir SUppOr1lO proceed with 
limited implementation io a three-phased approach: 

¥.JThc modch addressed the training llspccls ofjotJ performance :lad career development. The sclr-av,c'ismcnl tHol" 

were dcsigo....d to help empJilyt"CS usscss their skill and knnwk'ugc levels ilanilymou'ily, 

~i Pilot was s.chcdukd from FY 2000 thmugh PY 2001 in the Denver Region. 
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• Phase I: Install a broadcu:->t ~iludio in Baltimore and 220 downlink (receiver) sites: 

• Pha.li,c II: InstalllVT in all remaining Agency sites; and, 

• Phase III: Make IVT accessible at the desktop. 

Initially designed as a limited pilot, IVT quickly mushroomed into a fully functional 
system. Phase J mn from late 1995 through 1996; a hroadcast studio was constructed in 
B,lhimore along with 220 downlink sites (scattered throughout the country, including Puerto 
Rico. Alw ..ka, and Hawaii). Studio 1 presented its lina broadcast in March 1996 to 
approximately 150 downlink sites. At that time, the broadcast l'ignai was sent via a lerreslrial 
line to the F<:deral Aviation Administration's uplink in Oklahoma City for transmission through 
an AT&T liutel!itc. 

From 1996 un1il mid-lOGO, Pha.'·;c II progressed and the IVT network grew into a 
nmionwide system with five studios and almost 830 operational downlink _~ite~. Already the 
largest IVT ~ystem in the Federal Government when it was only 220 sites, the Agency expanded 
still further. In 4lccordance with the original plan. the long-leon goal was to provide IVT directly 
to each individual PC workstation. With the inexorable progress of technology, implemcmation 
was put on hold pending planned improvelllents to the system infrastructure that will supply 
sufficient bandwidth to permit tbe sending of full motion. full screen video to individual PCs. 

Utilization of lVT has been widespread and significant. While most systems restrict 
audience siz<:! to 30 to 60 participants, the Agency routinely served audiences of 300 to 500 
viewers with no known detriment to the learning process. On many occasions there were in 
exccss of 1.000 viewers for a single training program, In addition, while teletraining programs in 
other organi:wtions consisted of standard courses hroadcast repeatedly (e.g., entry-level training 
falls largely in this category), much of the Agency's programming resulted from an emphasis on 
training thaI is timely and meaningful. with new training courses continually being developed 
and bl'Oadcu~'1 to coincide with changing workloads and procedures. Programs were repeated 
only as needed to accommodate different time zones. Greal emphasis was also placed upon the 
usc of inlcraction as a key to providing a quality training experience, Mosl courses were 
internally developed, but the Agency had partnered with outside vendors and groups such as 
Harvard University'S Schoc)ls of Government and Bu~iness. 

During its first two years, over 1.750 hours of training representing an estimated 73,000 
training In!\wncc~ for Agency and state disahility determination service employees were 
hroadcast. Because of the initial successes wilh the tr;lining, it quickly led to the construction of 
a second broadcast studio in 1997; it was soon ~Ipparcnt thallVT wus H valuable training tool. 
But it was also apparent that its effectivenc~s wm" not maximized because it reached too few of 
the primary customers for whom it was intended - field office employees. 

By 1997, three separme analysis (the last done by an independent third party) of IVT's 
cost and husincss effcctivcncsl> wa.'i confirmed; Ihey found no significant difference in learning 
hetwccnlVT imd classroom training and documented thallherc would be significant cOSt 
benefils in expanding IVT. Approval and funding was secured in 1997 to expand the system hy 
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an additional 610 downlink sites llnd to add Ihrcc lldditional hroadcast studios. Thi.<; expansion 
included the construclion of an uplink facility in Ballimorc:so that the connection through the 
Federal Aviation Administration WiJ$ no longer needed. AddHlonaUy, it included the change to a 
different satellite, yet to be launched" 

The new downlink sites were selected with the goal of mnking IVT ucccssihic to the 
largest munbcr of employees possible. (nsiaButions began in late 1997 ~md were virtually 
completed as of August 2000,42 Part of the delay can be attributed to problcml\ with the original 
satellite; it fell victim to a solar flare in early 1997 requiring thc re-pointing of the satellite dishes 
at every downlink site and limiting transponder availability. In addition, technology upgrades 
and Ihe transition to a new sateHite resulted in delays in Immching the new satellite. When it was 
finally launched in August 1998, the rocket malfunctioned and was destroyed, prompting yet 
another round of dish rc~poin!ing and delay~, 

As part of the upgrade process. each of the originlll 220 sites received new equipment, 
and all sites (new and old) were equipped with 11 second receiver. Having five studios meanllh'H 
simultaneous broadcasts became a possibility, and a second receiver would allow downlink sites 
to receive two different programs at the same time, 

The new broadcast studios, located in Kansas City (Studio 3), Atlanta (Studio 4), and 
Dallas (Studio 5), were designed with Studio I uS the model. but incorporated technological 
advancements since the first studio in equipment. Each of Ihe new studios agreed to take the 
lead in piloting one of the major entry-level courses for SSA field employees. Atlanta became 
responsible for Title XVI Cluims Represenlalive Iraining, and Dalla·, and Kansas City for Title 1) 

Claims Representative training. 

These entry~leveJ classes were traditionally done in classroom !icssions uver&ging 12-15 
students each. and they required participllnts to trovel to a central location for the duration of the 
7~ 12 week cla"scs, The pilot IVT cla'Jses of 30 students each hegun in the f~lll of 1998 and were 
compleled by January 1999. Although all three studios lunited daily instruction viu IVT to four 
hours or less, each initiully used a different upproach in inlcgraling IVT instruction with regular 
classroom instruction. Subsequent offerings have homogenized the process so that white class 
length still varies, all three da,<.;se.... arc now completely done via IVT. Entry-level classes over 
IVI now have- up to 200 or more students. representing a significant savings in both travel costs 
and insll'Uctor salaries. 

Once the regional slUdios became operational and more downlink sites were installed, the 
value of JVT for training grew with its own momentum, By PY 1999, IVT WHS used to prescnt 
over 2,000 hours of training to a total documented audience of over 119,OOO,4~ The lOtal amount 
of training presented in FY 2000 was projected [0 be over ),200 hours with a documenled 
audience of about 161,000. In addition 10 the growth in usage, studies showed that lraining 
presented viii iVT was effective, But, as was the case when the J997 expansion hegan, a critkal 

4l As of August 200<l 11 ;;llcS remain 10 he inlltalkd duc !o their individual situations. 

43 Documented audience ounthcrs >,\I.ere the numhl.'r {If employees who log in nn the viewt'r response s.ystem. A 

subsequent s1udy ~u.ggcslcd Iha! many employees did n~ll :lclually log in, suggesting thai thc uChml {(>ud audience 

<:ould he up {(l dnuhle tllC documented audience (rumhcrs, 




problem was that IVT still did not reach everyone. In specific, only ahout 50 percent of Agency 
field offices were equipped with IVT infrastructure. Those without were still relying on in-office 
ad hoc instruction or video tapes of the IVT programs supplied by other offices. 

During 1999 and early 2000, cost benefit analyses supportcd proposals to complete the 
original goal of bringing IVT to every Agency site. Approval was given for this full expansion, 
but budget limitations meant that only part of it could be funded us of October 2000. 
Accordingly, plans were underway to add another J35 downlink sites to the system as well as a 
sixth regional studio to be located in Auburn, Washington. The expectation was that most of 
these new downlink sites will be installed by the end of 2000, eventually leaving approximately 
535 Agency sites without direct IVT access. 

In spite of years of studies documenting the effectiveness of video training in the private 
and academk sectors, the Agency commissioned its own studies from an independent consultant. 
These studie:;, on-going experience, and third-party evaluations showed these henefits resulting 
from IVT: 

• 	 Reduction in total training time by as much as 28 percent for individual courses; 

• 	 Reduction in the costs for travel and salaries; 

• 	 Trainees learned in their offices, making them more productive earlier; 

• 	 Significant reduction in costs in priority and labor-intensive training; 

• 	 More expeditious and consistent dissemination of new laws, regulations, and 
procedures; and 

• 	 No difference in the level of learning achieved. 

This last finding was most significant; direct comparisons between IVT and classroom 
sessions of the same training showed there was no statistically significant difference in trainee 
performance and learning. In addition, employee reaction to IVT has been favorable. 

In only u few years, the Agency hus moved from concept to operation the largest and 
most dynamic IVT system in the Federal Government. However, the real achievement lied in 
the programming, its acceptance by the SSA community, and the substantial cost savings. IVT 
has enabled timely responses to a number of high level and potentially lubor-intensive training 
efforts with significant reductions in monetary and human resource costs. The learning paradigm 
of training "whenever we can get it" has changed to "delivery as we need it." Three examples 
illustrate this significant change: 

• 	 The Agency needed to train 500 new Hearing Officers within a short period, and the 
usual two-week classroom course with 25 students at a time would have been too 
costly and cumbersome to put together on short notice. By using IVT, all 500 were 
trained at one time with little to no costs in travel or lodging. Subsequent evaluations 
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showed no reduction in the training's effectiveness; JVT had changed the old 
concepts of having 10 travel to a cemml site and needing long hlocks of time for large 
training efforts. 

• 	 As part of its efforts 10 rccnginccr the disability process, lhe Agency presented a 16­
hour {raining ses:.ion to over 15.000 Federal and state employees. Using fVT, the 
Agency presented the training in 35 sessions, saving time and money while obtaining 
a higher degree of consistency in the message. In addition, for Ihc first time ever 
slate. regional offices, PSCs, and hearings employees were trained together, offering 
opportunities to le'lfn from c.ach other and gain an appredntion or each other's rotcs. 

• 	 In spring 2000, President Clinton signed new legislation that had an eXlrcmely short 
period for implementation concerning the annual earnings lesl for beneficiaries. 
Using IVT, training was conducted nationally for field employees within one week 
after the legislation was signed. 

While, technology and IVT will never totally replace traditional classroom tmining. there 
will always he a need for a variety of training delivery methoo!i. The usc oflcchnology has 
clearly becoming a domimmt factor in lnlining delivery within the Agency as its advantages 
hecome apparent to more and more of its mmwgcrs and employees. 

PHYSICAL INFRASTRUCTURE & SECURITY 

T he Social Security Administf'dtion (SSA) operates over 1,300 field offices in all 50 
states pJus Puerto Rico, the Virgin Islands, and other All1cric<ln territories. In 
addition, there are another ten regional offices. six processing centers, 36 

tclcscrvicc centers, and a large headquilrters complex in Baltimore. and il is clear thai the 
Agency occupies and manages a large amount of real estate. But physical infrastructure is more 
than just the number of buildings managed; it also includes the actual physical work 
environment, including furniture, hardware, and sccurity. From the earliest :-otmtcgic plan 
through the current plan. the Agency has focused on employee satisfaction, nnd has defined one 
of its goals to "Create a Nurturing Environment for SSA Employees," In1ine with this focus on 
employee well being, tbc Agency engaged in a number of initiatives from 1993 to 2iXlO to 
improve infr<istructure nnd physical !\.ecurity, 

The Office of Facilities Management (OFM) manages the Agency'x fncilities programs. 
The OFM directs the Agency's real property program, including short~ and long~range facilities 
planning; design. construction, and leasing of the headquarters facilities. facilities maintenance, 
repair and construction projects, and policy dcvc}opmenl related to ihc:ic opcrali()lls. It works 
closcly with the General Services: Administration (GSA) to help administer offices in the licld, 
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UPGRADE OF THE HEADQUARTERS COMPLEX 


I n 1993. tbe Agency and GSA jointly developed a long~rangc strategy 10 upgrade the 
Agency's headquarters complex buildings in the Woodlawn area of Baltimore, 
Maryland. The 280~acre, Icn government-owned buildings44 were hcginning to show 

their age; mOSl of the building", were huilt in the early J960s to 1970. :vIajor renovations were 
needed. and when construction began on a new facili!y [0 con ..olidntc the Health Carc Financing 
Adminislmlion (HCFA) to another ,:o;ile, the moving of HCFA employees oUl of the cast campus 
buildings45 gave the Agency the window or opportunity to initiate these major renovations. 

In 1995, the Woodlawn Master Plan wns publisned, and it established short~ and long­
tenn goals to deal with issues such as a theme for the complex, building facades. pedestrian and 
vehicular circulation, site entry and identification, internal organization and circulation. and 
solar/day lighting issues. This document became the Agency and GSA's vision for the future of 
the Woodlawn Complex, and it served as the basis from which designs for cmllpus~\.... ide 
renovations were developed. Headquarters' building redesign and renovation were scheduled as 
follows: 

11 :':,Iliq:la! ll'~"j 
HlIlhlHl:; 

CUIlIIad 

l\w:lIdl.'d 
IiDl',i "II' I 
, '" CI )I'~l nlclli)Jl
I:C\ H\ 1 plL'lcd 

E"tltll:!t.:d Co...! 

Security West 
Building46 1994 

, 
' Completed in 1997 $30 million 

East High & Low 
RisC47 1995 1996 1996-1999 $21 million 

Anncx.f8 1995 1997 
1999-2001 (to begin after 

: Ea" buildings) 
$38 million 

Operations & new 
Child Care 
Cenler':9 

1996 1999 
, 

2002-2005 $126 million 

.u Consisting of approximately 2,243.000 square fi."Ct of usable space, 


.l~ Approllirnately 6.100 employees work at this fadlilY performing a variety of !a~k$ for the Agency (c.g.• systems 

administration. lung-raage and strategic planning. claims processing and administrtltive :ICI1 .... 1111;S). 

./(\ The St.'Curit)' West building has 800,(0) square feet ,,( usable space. and a major foctls of this project WllS to 

improve the wmking conditions of its 3..500 cmploYi.'es, 

.l'The I:asl High Rise has eight stones and 130.200 squafC ft.'C! of usable space. und the EllS! tow Risc h<l~ three 

stunes and II J,605 square feet uf tlSllhle spaCI:. 

4¥ The Anne.'; has four SlOrleS and 311,171 square fCCI nf usanlc space. 

49 The Opcr!!tlOllS Building has. four and ()ne half s!(irics .and 800,05:1 square feel (If u$:lble sp:.u.:e. lis n.:mwmjun will 

include a C<Hllplcte renovation l.)f the filltln cafell.:ri,a. and Ihe Child Care Center will he rdocalctilo a new, staftd­

alone liv.;illlY (il scp;;rat<: study dctcrmlm:J (11..11 the lIlos! (;(Js\·cffce\ivc wuy \0 keep Ihe Cenler in opemtion during 

IlOJ after It>....: renovutions was !n rcloe:)!'.! 11). 
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Renovations included heating. ventilation, and air conditioning {HVAC} retrofits: 
replacement of the brick fw;ade. roof. windows. elcctricat distribution equipment; removal of all 
known hazardous materials (e,g., asbestos, lead paint)~ installation of lire sprinkler systems, 
en;ergy efficient lights, skylights. motors, and pumps; and, other repairs necessary to bring the 
buildings into compliance with the Arnerie.LOs with Disabilities Act (ADA). 

These Slate of the art renovations will provide a modem. safe, and healthy work 
environment. Specialized :-.paccs were designed into the buildings (e,g" conference centers; 
tmining cent(;":fS and training rooms; appUance centers; and audio-vi~ulli studios), and employees 
were provided wilh new. improved workstation systems furniture. Equally important, these 
renovations installed and supported the technological infrastructure necessary for tbe IWSILAN 
rollout 

Renov.uions for the rcm~lining buildings of the headquarters complex arc anticipiltcd to 
foHow after the completion of the renovation of the Operations building. These remaining 
buildings include the West High Rise, West Low Rise. and Altmeyer Buildings, The completion 
of these renovations: will result in a stale of the art workplace environment that Agency 
employees can be proud of, and confident of their health and safety. In addition to the actual 
physical environment. the Agency also implemented other safety initiatives such us in the area of 
fire protection. 

FIRE PROTECTION INITIATIVES 

Two events in Ihe 19905 significantiy changed the way the Agency's fire protection 
activities were conducted: Ihe delegation of authority for control of buildings from 
GSA to the Agency and signiiicanl reduction in the GSA fire protection staff.;!\(l 

The Agency hccame responsible for operating large huildings nationwide. and hud to quickly 
develop the staff Jnd skills necc~sary to do so effectively_ While the Agency did have 
experience mMuging real estate in the headquarters complex, the regions were not as welt 
prepared, 

In 1993, Agcncy slaff completed the design and installation Dr a new fire alarm system 
throughout the entire headquarters complex; the new system significantly enhanced the Agency's 
ability to provide fire alarm coverage throughout the headquarters complex buildings, In 
addition. the Agency undertook various olher initiatives to ensure thaI fire protection in its 
huildings nationwide complied with the Arnericuns with Disabifitics Act (ADA) of 1999 
standards and fire alarm systems. 

~ Anothcr consequence of streamlining gmr:rflJ1l<;nl. GSA began In delegate the daily managemenl ofbulldins,'i 10 
the agencies jhcy held the huildings (nl', 
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ENVIRONMENTAL HEALTH PROGRAMS 

I n an attempt to provide a physical environment that promoted the health and well 
being or its employees. the Agency begun to assess how the work environment 
affected tbe health of its employees. The Agency established the Environmental 

Protection Program in 1996; it was designed to ensure that all employees were housed in a safe. 
bealthy work environment. The program expanded on existing environmental heallh and safety 
(EUS) programs by ohtaining information about building systems and employee concerns, and to 
identify and resolve existing and potential problems. These initiatives impacled core business 
processes and customer interfaces in beneficial ways that were not onginally foreseen. 

Many of lhe intthltivc!\ wcre dc!\igned to cnhance the physical environment and educate 
employees so thut they could bettcr understand and respond to arising EHS issues. \Vhile 
targeted towards employees, building itnprove01enl~ often hcnefitcd the American public who 
came and visited any of the Agency's 1.300 plus facilities by eliminating or reducing the risks of 
hazardous situations, The heighlened awareness and .state of readiness fostered by cmployees 
regarding EHS issu(~s allowed Ihe effective and timely resolution of any rising EHS problems, 
Employee satisfaction. and hencc produclivity, increased with the reduction to the risks of 
employee injuries and property loss. 

Thc initiatives focused on areas like: (l) Industrial hygiene (identification, remediation. 
prevention, and management for air quulilY, waler quaJity~ and asbestos managemem); (2) 
Cornprchcm;ive assessments of EHS pl'Ograms in field offiees (designed 10 provide initial 
baseline dnta on EHS performance. identincatton of EHS non-compHancc, and implementation 
of interim/long~term corrective action): (3) Headquarters preventive maintenance pl'Ogram 
(prcvenlivc maintenance assessments iniliully focus on headqu~trtef$ buildings, with long-range 
plans to expand to delegated facilities nationwide): and. (4) Education and awareness initiatives 
(e,g" hazard communication lraining~ cardiopulmonary resusciultion training; user friendly 
furniture training; communkulion awareness). Many of the initiatives led to significant gains in 
safety and satisfaction in many field offices. 

RECYCLING AND ENERGY EFFICIENCY 

Throughout the I 99<b. the Agem:~ lm;; remained at the forefront of the federal 
Government's recycling program, com.istcnHy exceeding the goals set forth by the 
Clinlon Administrution.5 In 1997, the Deputy Commissioner for Finance, 

Assessment, and Management (DCFAM) was named the Agency Environmental Executive 
(AEE), re;;ponsible for sponsoring and chairing event;.; that provide educational opportunities for 
Federal employees and awareness of environmental issues for the publk'. 1n conjunction with 

;\1 Auochcd (APPENDIX VitA - I)CFAM) arc \UllllllarlCii urlhe Agency'" n:cyding cfl'nrts for FY IW7-1999, 
listing malerial .. <lnd amounts Ihe Age",;y recycled at HQ buildings (including revenue ,generated through recycling). 



the White House Tu!\k Force on Recycling. the Agency developed a slrategic plan to implement 
the Clinton Adrnini$lration's recycling goals. 

From November 1997 through 1999. tbe AEE chaired the Federal "America Recycles 
Day;' held annually on November 15. A joinl effor! of by White House Task Force members, 
the Agency organized, monitored. and administered the activity, soliciting participation from 
both Federal agencies and the private sector, 

In April 2000, the Agency ..pon:..orcd a recycling awareness and energy conservation 
exhibit on the Mall in Washington, D.C. Agency employees and its recycling mascot, "Recycle 
Billy:' provided information on lhe Agency's recycling prognlms, and distributed mini-recycling 
bins, recycling pins, and a wide variety of recycling and energy conservation literature. Tile 
exhibit WUl' one of the most popular attractions of the over 50 hooths sponsored by olher Federal 
'Igencies and private sector groups, 

President Clinton has released vurious Presidential EXCClltive Orders (EOs.llnvolving 
recycling and environmental iss.ues.. and various initiatives within the Agency were implemenled 
because of these EOs, In 1998. EO 13101 52 resulted in the implementation of awareness training 
in teleservicc ccnlers (TSCs) and program service centers (PSCs). bringing about the 
appointment of recycling coordinators at each of these locatiuns. In 2000. EO !3148!'~ resulted 
in the Agency reviewing its existing environmental management systems and auditing programs 
plltpOrtillg to promote pollurion prevention, 

As a consequence of thc lrainillg and awareness fostered by these and other initiatives, 
Agency facilities were weU equipped to recycle. For cX{lmpJe. the headquarters cOlllplex has the 
capabilily to recycle aluminum cans. plastic bott]cs, glass bottles. wbite paper, mixed paper, 
magazines. newspaper. phone books, cardhoard, slyrofoam, wood pallels and scraps, fluorescent 
lamps, electronic ballasts, printer toner cartridges, and batteries. The Agency also promoted 
recyclillg with its outside contractors: stringent recycling requirements were built into contracts 
for services at Agency facililies, 

In addition [0 recycling, the Agency has been proactive in meeting the goals established 
by the Clinton Administration in regards to energy efficiency. The Energy Policy Act of J992 
and EO 1312354 sel the goals, and the Agency strategies for meeting these goals were carried out 
through a combination of energy audits, energy conservmion projects. and prospectus level 
projects throughout its facilities management. 

The Agency designated a Senior Energy Manager who met regularly with Departmcol of 
Energy representatives and participated on the Intcrugcncy Energy Managemcnt Task Forcc_ In 
recognition for its progre:.; .., rhe SSA Scnior Energy Munagcr reccived the "1999 Federal Energy 
and Water Management Award" from the Federallntcragency Energy Policy Committee for 
exceptional accomplishmenls in the efficient use of energy in the Federal sector. Institutionally, 

~2 Greening tho: Government through Waste Prevention, Recycling, and FederaL ACljuisition. ~igned Septemh.:r 14, 
19"8. 

~"' Greening the Gowrnmcm through Leadership in Environnwn!al Manlu::gl(u.;nt. signed ApriL 21. :WO(}. 

~ Greening 1he Government through IWkjeD\ Engrgy Mnnagemcnl. signed June 3, IY99, 
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building/facilities managers were established at every Agency delegated facility, and tbey were 
responsible for understanding energy regulations and guideline..; and for implementing energy 
conservation measures, monitoring energy consumption, and evaluating costs and savings. 

ENVIRONMENTAL ACCOMPLISHMENTS 

Agency accomplishments in environmental issues induded: 

• 	 Installed mOlion sensors in the head4uurtcrs complex, Metro West, NOrlhc.lst PSC. 
Mid-Atlantk: PSC, Great Lakes PSC, Western PSC. and Wilkes-Barre Data 
Operations Center to save lighting costs; 

.. 	 (nstalled energy efficient mOlOrs in. mechanical space of delegated huildings; 

• 	 In~talled energy efficient lighting, including compact nuorescent lamps ill place of 
incandescent lamps. at all delegated space~ 

• 	 Completed the "Campus Cross-Tie" project. providing emergency power to the 
headquarters complex with the generators from the National Computer Center; 

• 	 Retired and replaced old, inefficient central plants and equipmcnl with new energy 
~~~~~:l;5;nvironmentuJIY friendly equipment with mstaUed energy management 

• 	 In:-;{ullcd lighting controls;:if, 

• 	 installed variable speed drives for pump;.;, cooling tower fans, and air handlers;57 

• 	 Replaced aUlOmatie sliding doors with rcvolving doors at the Mid-Atlantic PSC and 
headquarters complex (revolving doors provide a positive seal at all exterior 
enlrances and energy savings by preventing the 10$$ of conditioned ~lir)~ 

• 	 Installed water con~rvation equipment in the font I of low now aerators (all delega!ed 
buildings), and low !low toilet; (headquarters and Mid-Atlantic PSC); and 

• 	 Performed energy audits at all delegated buildings to assist in identifying and 
prioritizing energy conservation projcct.s, 

~~ Plants cmnplcl'..:u: Western PSc. Great Lakes PSc. Mid-Atlantic PSC, hcadquarlcr~, National CnmpUler CCfilcr, 

and the Supply BuilJing. 

~f, Plants completed: Western rsc, Great Lakes PSC. Mid-Atlantic PSc. hcauquarlers, NutHlnal CUOlputer Ccnter, 

anJ the Supply Building 

j1 Plants completed: Western rsc, Greal Lakes: PSc. Mid-Atlantic PSC. rn.:at:lquancr". NatHlnul Computcr C4'nler, 

and the Supply Building 
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tn FY 1999, six comprehen,ive energy and water audits were completed at delegated 
fucilities, Most of these audits were accomplished using utility energy service contracts.. and 
from these audits, the Agency initiiHctl fHlJ'nerous projects in 2000 in the headquarters complex 
and at the Great Lakes and Mid~Athmtic PSCs. The,e project!' induded new lighting, heating, 
vcntii<ltion, air conditioning, lighting conlrols, and variable speed drives; completion of these 
projecl$ was projected to be FY 2(0), 

In addition, sustainable building designing was in progress in several large Agency 
buildings. In conjunction wilh GSA. the Agency completed renovations in its delegated 
buildings with values in excess of $30 million. The vas! majority of these renovations are GSA­
funded prospectus level projects, and while not exclusively encrgy projects, Ihey significantly 
affect the energy hal'cline hy installing: I) Energy cfticient central heating and air conditioning 
plants; 2) Em.,:rgy efficienl windows and doors; 3} New computer-based central energy 
management syslcms; and 4) Natural day lighting nnd lighting conlrols. 

The Agency ahm renovated existing huildings with energy efficient lcehnoiogics such as 
thermal stomge, efficient lighting, co~generalion, and passive solar tcchnology. GSA submitted 
and received approval for a prospectus project to build a new, standalone childc.arc facility at the 
Woodlawn. Maryland, complex; it will be dcsignnted the Agency's showcase facility. 
Rencwable technologies will be incorporated into the design oflhis facility. including ground 
source heat pumps, natural day lighting, and passive solar design. 

ENERGY TRAINING ACCOMPLISHMENTS 

The Agency took very serioul'ly its inveSlment in its racilities starr on issues of energy 
efficiency, and lhus sent its huilding numagcr:;. and :;.taffto attend various training classes and 
conferences on such topics as life cycle cost analysll', alternative fuels, lighting controls, and 
demand side management practice~. Agency employees also attended GSA regional conferences 
to become familiar with curren I strategic ... in GSA's program for reducing energy consumption. 

The Agency has participated in Department of Energy (DOE) interactive training 
programs to ensure the presence of a traincd energy manager in every Agency delegated facility. 
The Agency scheduled additional tmining designed to hclp energy managers track energy usage 
and cost 

Agency employces nationwide were educated on the need for and benefits of energy 
conservation tbrough an nw;u-eness program via e~mai1, newslctlcrs. and the Agency prim 
magazine, OASIS, 

:147 



EMPLOYEE WORKSTATION IMPROVEMENTS 

As early as 1983, the growing emphasis on automation began raising safety issues 
for employees. Accelerated dependence on computers to process workloads 
resulted in a labor arbitrator's ruling mandating the Agency to install user 

friendly workstations in all field and tcJcscfvicc offices where video display monitors were used. 

Throughout 1993 and 1994, extensive studies and negotiations with AFGE resulted in 13 
new workstution designs based on employee functions. These designs incorporated a number of 
user friendly features, such as electrically adjustable tables to alleviate health problems 
associated with extensive use of data processing equipment. In May 1994, the Agency began 
installing the new systems furniture workstations in field offices using furniture procured from 
the Federal Prison Industries (FPI), the Agency's mandated furniture source. 

Because the original arbitration mandate declared that the furniture be installed in all 
field offices within five years, the project required expeditious handling. Discussions with FPI 
revealed that they would be unable to supply the furniture in the quantities within the timcframes 
required. As a result, FPI granted a waiver for the Agency to contract with private sector 
vendors to supply some of the furniture to the Agency's field offices. 

On September 20, 1995, Herman Miller, a furniture store, was awarded a 4-year contract 
for installation of user friendly furniture in field offices throughout the nation. This contract, the 
largest of its kind awarded by any Federal agency as of 1995, was managed within the Agency 
from initiation (development of requirements) to evaluation of bids to final award. A team was 
established to develop the work plans and to implement the contract. The team, assembled from 
diverse components within the Agency, worked swiftly to develop and implement processes, 
procedures, guidelines, case controls, and budget mechanisms for using the new contract to 
install ergonomic furniture. 

Eventually, it was decided that FPI would concentrate on providing and installing 
furniture at th,~ large sites (e.g., PSCs and headquarters) and providing this service in a few field 
offices. Herman Miller was used to provide furniture for most field offices, hearings offices, 
TSCs, and other smaller offices. Though Herman Miller's contract was ending in 1999, many 
field offices had not yet resolved pressing space and lease issues and were unable to receive and 
install the new furniture. Since FPI was still fully engaged with the larger sites, the initial waiver 
was extended for 2 years, and this new contract included streamlined procedures to shorten 
timeframes for furniture design while reducing the Agency's procurement-related workload. 

Using the two furniture sources, FPI and Herman Miller, the Agency installed 46,946 
workstations in 1,436 field office sites (96 percent of the workforce) with user friendly 
furniture. 5!! In addition, 8,751 workstations have been installed in the PSCs; 95 percent ofPSC 
employees enjoy user friendly furniture workstations as of FY 2000. 

58 As of when'! 
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Installation of the user friendly furniture in headquarters components continues, linked to 
the master housing plan and renovations of the various buildings and properties housing 
headquar1crs components. Over 6,500 workstations have been installed, and this portion of the 
project is expected to extend over an additional five years. 

MODERN WORKSTATION TRAINING 

The objective of modern workstation training was to educate Agency employees in the 
proper use and adjustment of workstations to provide greater comfort and reduce the number of 
physical injuries. The training initiative is the result of recommendations from ajob safety 
analysis conducted in 1995, recommendations later confirmed through feedback from employee 
focus groups. 

In 1998, there was a pilot study during which the Public Health Service conducted 
several forms of ergonomic workstation training at the Agency's field offices. An independent 
contractor evaluated results, and based on results of the pilot study the contractor recommended 
that the Agency's approach be a cost-effective combination oftrain-the-trainer and self­
instructional pamphlets. In April 1999, the DCFAM and the Office of Operations Management, 
along with the Technological Environment Advisory Committee59 agreed to this approach. 

MODULAR FURNITURE RETROFIT PROJECT 

Prior to development of the fully adjustable systems workstations, the Agency installed 
modular furniture workstations in field offices as well as first generation (not electrically 
adjustable) systems furniture. Although state-of-the-art at the time of installation, it lacked the 
level of adjustment the current workstations contain. 

Funding for continuation of modular furniture retrofits beyond the pilot sites was limited. 
Careful analysis was made of risk exposure, minimizing expenditures for the projcct while 
maximizing henefits to the Agency. As a result, retrofits were generally done during an oflice 
relocation since this eliminates duplicative site preparation costs and minimizes disruption of an 
office by furniture reconfiguration. This approach kept costs low and within budget. 

~<) Which include:; both manugement and the American Fcdemtion of Government Employee (AFGE) members. 

349 




PHYSICAL SECURITY 


As a direct result of the Okl~lhoma City Bombing and a perceived increase in 
violence in the Agency's fieJd operations. physical security became a .salient issue 
for m.IOY employees" The relative sufety of the work environment was no longer 

taken for granted. and pcrhap5 the greulC'it stride in employee security was the raising of 
awareness fostered by both tragedy aod Agency educational programs, Since 1996. the Agency 
has had a well-developed. natJonwide physical security program. 

In 1995, the Agency employed a securitY-l.:onsuiting firm to conduct physical security 
surveys of ifS regional offices. PSCs. field offices. TSCs, and Office of Hearings and Appeals 
(OHA) hearings offices. From the firm's findings and recommendations, a matrix of the top ten 
security improvements mOst frequen!Jy recommended in the reports were developed and used as 
a guide to direct, develop, and fund improvements to field office security, 

In addition, the National Health and Safety Partnership Committee for Security 
(NHSPCS) sponsored the first SSNAFGE Physical Security Conference in 1995 featuring 
speakers, panels, and breakout sessions under the guidance of union and management 
facilitators. The conference allowed managers. union officials, members of other fcdernl 
agencies, and local law enforcement participants to voice Iheir concerns about security issues. 
They jdentified training/informational needs and shared ideas on solullon:;. on such issues as 
employee and customer/client SafelY and security. hmh inside and outside the office. The goal of 
the conference was to produce a realistic SCI of recommendations for improving ;.,ccurity, 
Attendees identified major physical security concerns and issues facing employees and proposed 
solutions that became Ihe focus of suhscqucnt NHSPCS activity. 

A second security-corlS-ulting firm hired in 1996 conducted further physical security 
surveys at sites not covered by the first survey {e.g,. Agency resident slalions. contact stations. 
and OHA satetlilc offices), Based on this firm's lindings and recommendations. the Agency 
identified further areas of improvement for employee safety and provided additional funding to 
improve security at these facilities. 

In 1998. the Agency established a security tactical plan and provided funding of$15.2 
million to its licld officc~. PSCs, TSCs. OBA officCIi, regional ofikcs, and the data operations 
center for additional guards, physical security upgrades, and enhancements profe:ssional security 
services nationwide. Physical security upgrades included such things as plastic windows and 
emergency alarm buttons in imerviewing booths, 

In addition, the Agency contracted with another sccurity.veonsulting firm in 1999 to 
conduct physical security surveys of 154 field oflices that had relocated since August 1997. 
Using this finn's recommendations, funding was provided to enhance the security at these 
relocated offices. AH of lhese surveys gave (he Agency ~t lurge amount of data and information 
to base future improvemenls. The Agency developed a datubuse to capture information on the 
:status of the oyer 14,000 recommendations made by the sccurity~consulting firms for increasing 
security nationwide. 
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As a further service to its employees:. the Agency used the Security Information Bulletins 
via the Intmnet and the OASIS magazine to communicate safelY finding;.; aod suggestions. The 
Agency also issued annual reminders: to its managers: to update and discuss Security Action Plans 
and Occupant Emergency Plans with their office staffs and [he union,60 The pl<Jns help in these 
ways: 

• 	 Dircct employees:' actions in emergency situations:; 

• 	 Prompt coordinated steps to be taken to obtain a.\sistancc when nceded; and, 

• 	 Ensure that employees were aware of proper protective <Jnd emergency procedures 
induding anticipating, controlling, and reporting demonstrations. sit-ins. and civil 
disorders tl"mt may occur in or ncar the office/facility, 

Plans were tailored specifically to each facility's unique simation and security needs, and 
were annually updated and reviewed with the staff. 

The Agency worked with the Federal Bureau of lnvestig4llion and the Defense Security 
Service to shorten the time needed to complete suitability checks on contract employees. These 
actions permil electronic checks to be conducted wl1hin hours rather than months. and the 
Agency implemented electronic screening of contract employees and child care providers 
through the l~SC of the National Crime Information Centel'. Integrated Autormttic Fingerprint 
Identification System. the Defense Security Service, the Agency aatubase, nnd the Immigration 
and Naturalization Service. 

All of these measures to foster employee confidence and security were ul1(jertaken by the 
Agency to prolect its most important assct, its cmploycc's. While Oklahoma City cast a shadow 
over all Federal agencies and removed the innocence of Pederal employees in regards to their 
own personal s.afety, some positive m.:tions did result from ihis terrihlc tragedy. Increased 
physical security initiatives and awareness education programs have been instrumental in 
creating a protected work environment and the safer crnployee. 

INTERNAL COMMUNICATIONS 

D uring the 1993-2000 period, the Agency restructured and refocused its 
management-employee communications program. A new emphasis was placed 
on providing more timely c{)mmUnicalion~ with employees and on opening more 

direct communications channels between the Commissioner of Social Security and the Agency's 
workforce. 

,,(I Security Ac!inn Ptans and Occupant Enu:rgcncy Ptan~ provide 5.ccurily polky and proct-durcs for pcopk, rt~()fds, 
c.quiprncnt, and {ttl,: office/facility. 
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Moreover, advances in technology presented new infomlation vehicles for the Agency's 
communicmors to U$C, The ma';s utilization of e-mail and the eventual networking of ihe vast 
majority of the Agency into the IWSILAN national network created instantaneous connections. 
Communications that once took weeks at great cost were disseminated in minutes for next to 
nothing. More impommily. issues that were formerly deemed unimportant to employees (in part 
because of the costs associated with mass communication) were now addressed freely with the 
national audience of all SSA employees. They felt a connection with !he en!ire organization, and 
had a sense of investment with the Agency, 

Aside from Ihis glob.1I view of communication. individual (;omponcnts within the Agency 
also look ndvnntage of the new communic .. tion avenues open to them. Each component set up 
its own internal communicationle-mail networks to spread news and information to their own 
employees, and often times developcd issuc!component specific e-newsletters for wider 
audiences, 

Example... of infommtion vehicles used by the Agency included: 

OASIS: rhe Agency's J1fllf{lIzine - Published quarterly, OASIS was the primary direct 
informational vehicle used by the Agency to convey to its widespread employees important 
actions, issues, and initiatives. Before the advent of a-mail and Ihe lWS/LAN rollout, OASIS 
was almost the only national vehicle of information to communicate from headquarters to Ihe 
rest of (he Agency, 

Commi.H·jofler's Broadcasts - In 1995, in response to the tragic bombing of the federal building 
in Oklahoma City that claimed the lives of more than 100 peoplc (including 16 Agency 
cmployees) thc Commissioner of Social Security issued a nationwide e-mail hroadca!"t 10 share 
breaking news with our workforce. Updates on the recovery efforts in the aftermath of the 
bomhing were issued in the succeeding week, 

Deputy Commissioner's Broadcasfs - The Deputy Commissioner has also institutionalized the 
email vehicle for broadly communicating wi!h employees on a myriad of topics and concerns. 

Employee response to the communication and 10 e-mails. then a relatively new lool, was 
positive due to appreciation of the speed with which employees aero;;.:; the nation could be 
informed. As a rc!'-ult, !he Commissiooer decided 10 make regular use, on an ll<; needed hasi .... , of 
l>maillo inform employees about pressing is;;.ues and events. These e-mails became 
inslitutionalized as the Commissioner's Broadcasts, 

News Byles - Approximately 10 months after the first Commi.ssioner's Broadcast. rhe agency 
inaugurated the use of News Bvtes, a free subscription e~mai1 newsletter for any Agency 
employee wilh an e-mail address. These provided hrief synopse.<; of general interest oews that 
were not generally pressing, 

Headquarters HappenillKs (formerly the CeJftraJ Q[(ic(! Bulle/ill) - Aimed specifically at thc 
Agency's Baltimore Woodlawn headquarters complex, this e-mail instrument was used to 
disseminate all types of information relevant to the headquarters. 

352 



Disahility Notes - This regular email communicates lnlportMllnforlUalion of interest to the 
disability communily aboul recent developments. Ii was distributed freety to those interested in 
the disability program bolh within the Agency and in external agcnclcsand organizations, 11 was 
iOlendcd to be informational and nol an official expression of policy. It as available by hard 
copy. email. and on the In!erne1.61 

Seclfrity 11lformoti(J1f Blflletins - SSA published and distributed advice to Agency employees on 
maUers affccling their safety by means of Ihcsc Security Information Bulletins. They covered 
variolls sccurity and sufety isslles. and offered suggested actions and Initiatives that ofiices could 
lake to prepare for and respond to disruptive cu;;;tomcrs; itemized reminders for parking lot 
seemilY. office access controls, and security in rcstrooms; nod, providing instructions for 
handUng bomb threats or suspicious item;;;. 

En addition 10 these employee communication initiatives, individual components also 
began to further communication with other components. For instance in April 1998. the Office 
of the General Counsel (OGe) and the Office of Hearings (OHA). in an effon 10 improve 
effective communication between the two components, formed tbe- Program Adjudication & 
Litigation Workgroup (PAL,,). The mission of this group was to coordinate the adjudication and 
liligation funt;{ions involving Social Security programs. to improve communication and 
understanding hy developing a shared concept of dcfen.'~jbility. and to enhance the Agency's 
litigation position by improving the quality of de-<;:isions, ensuring the integrity of the 
adjudication process, and avoiding damaging court prccedent~. 

The PALs continued to work on other initiatives in an effort to improve Ihe Agency'~ 
success in litigating transcript litigation. 

The Agency i~ committed to providing information to its own employees. By involving 
them in the dialogue or Socii.] Security issues, employees will feel a greater sense of investment 
and involvement in thcir work:. increasing both job satisfaction and a sense of belonging, The 
Agency is using all available communications outlets, both old and new media, to reach its 
employees. 

(I) Ikww.ssa.gDv/mjhnmc! 
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EXHIBIT 1 

2000 SSA/AFGE Ratification Agreement 

Partnerships 

Sedinn 1. lntroduction 

The parties recognize that a new relationship hetween !UMf and management as partners is 
cs:;cntial fortrunsformiog the Social Security Administmtion into an agency that works more 
efficiently nnd effectively and bener serves ct!s!omer need"" This partnership involves [he 
sharing of information at the ctlrliest pro-decisional stage. thereby engendering mutua! Irust and 
respect to benet serve the agency's mission. 

Sectlon 2. Principl", 

Administration and Union representatives will bargain in good faith, including bargaining on 
issues which may fall under 71 06 (b)( I), using interest-based bargaining (IBB) with the objective 
of reaching agreement. Every effort shall be made to reach agreements that address the interests 
ofholh partie;.111c proeedurc:- for implemcnting IBB. including providing necessary training 
and facilitation, and use of altcmatc dispute resolution procedures, will be developed by the 
National Pannership Council. 

Section 3. Partnership Councils 

A. 	The partics have established a Partnership Council al the Agency levet The existence of 
an Agency level cOl.mcil will not preclude the establishment of lower level councils 
where mutually agreed to by the parties, 

B. 	 Partnership Councils shull include an equal number of Adminis(ration and Union 
appointed members. The membership of the Nalional Partnership Council has previously 
been determined by the parties, 

C. 	 Councils shall abide by the general principles set forth above. 
D. The Councils shall meet on a regular bas.is, normally at least monthly. 

E, The Councils shall develop a written agenda with Wpicli being suhmiued by cither party. 

F. 	 Council meetings will always be attended by the principals or their de~ignccs only. 
G. 	 All ofliciaJ time ulilizcd by Union representatives under Partucf$hip shall not be charged 

10 any bank or cap. 
H. Travel and pcr diem [or partnership activities shall be paid by the Administnttion in 

accord with Federal Travel Regulatiun;.:., 

Section 4. Other 

To Ihe exlcn! Ihal no conflict exists, thili article docs not supcrsede thc SSAlAFGE Memorandum 
of Understanding of June 22, 1994. 
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CONCLUSION 


The retrospective infonnation in this Admioislt'Jtive History demonstrates SSA's success 
in administering ilS programs and managing the resources entrusted 10 it. This nurrative provides 
a snapshot of the Agency's performance during the past eight years. However, the status of SSA 
would not be complete without providing a sense of the challenges the future 111~ly bring, These 
challenges include long-term solvency of the Social Security progmm and commitment to world­
class service as well as issues that have a more immediate impact on Agency operations, 
induding SSI and DI management improvement and fraud prevention and delcction, While 
these is_~ues arc challenging. the Agency has the policies and plans in place to cnsme they will be 
adequately addressed. 

To help address these challenges. SSA released ils 2010 Vision documenl, II provtdes a 
view of SSA 's service in the 2!:;1 century and a strategy to align ihe Agency's budget. human 
resources and technology to accomplish the significant workload growth expected over Ihe next 
decHde. As SSA enters the new millennium, it is mindful of the purpose of the Social Security 
program as an "American Cornerstone" which has served the nation in providing economic 
security to the American puhlic for 65 ycnrs, SSA is committed to meeting its stewardship 
responsibilith~s while- providing the best quality service 10 its customers. 
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AC 
ACCESS 
ACPI 
ADA 
ADR 
ADRA 
ABE 
AEP 
AFGE 
AlAN 
All 
ALP 
APP 
ASP 
ASPE 

BAAC 

CSO 
CDI 
COPs 
CDR 
CFO 
CLF 
COLA 
CR 
CWHS 

GLOSSARY 

-A-

Appeals Council 
Acces..;iblc Compute-r Configured Employee Support System 
Appeals Council Proces.s Improvement 
Americans with Disabilities Act 
Alternutivc Dispute Resolution 
Administrative Dispute Rc.o;oiulioll Act 
Agency Environmenlul Executive 
Affirmative Employment Program 
American Federation of Government Employees 
American Indian Alaska Nmive Advisory Council 
Administrative Law Judge 
Advanced Leadership Program 
Annual Performance Plan 
Agency Strategic Plan 
Assistant Secretary for Planning <md Evaluation 

-8­

Black Affairs Advisory Council 

-c-
Congressional Budget Office 
Coopemllvc Disability Investigations 
Career Development Programs 
Continuing Disability Review 
Chief Financial Officers Act of 1990 
Civilian Labor Force 
Cost of Living Adjustment 
Claims Representative 
Continuous Work History Sample 
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DA&A 
DCM 
DDS 
DHEW 
DHHS 
DI 
DM 
DO 
DOC 
DPRT 
DRC 
DRI 

ECHO 
EEO 
EFr 
EHS 
EITA 
EWD 

FMCS 
FO 
FR 
FRSC 
FSA 
FSP 
FrE 

GAO 
GBP 
GMRA 
GPRA 
GSA 

-0­

Drug Addiction & Alcoholism 
Disability Claim Manager 
Disability Determination Services 
Department of Health, Education and Welfare 
Department of Health and Human Services 
Disability Insurance 
District Manager 
District Office 
Data Operations Center 
Disability Process Redesign Team 
Delayed Retirement Credits 
Disability Research Institute 

-E-

Every Contact Has Opportunity 
Equal Employment Opportunity 
Electronic Funds Transfer 
Environmental Health and Safety 
Enterprise-wide Information Technology Architecture 
Employees with Disabilities 

-F-

Federal Mediation and Conciliation Service 
Field Office 
Field Representative 
Federal Records Service Corporation 
Federal Security Agency 
Foreign Service Programs 
Full-time Equivalcnt 

-G-

General Accounting Office 
Gcneral Business Plan 
Government Management Reform Act of 1994 
Government Performance and Results Act 
General Services Administration 
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HAAC 
HCFA 
HEW 
HHS 
H1A 
HIPAA 
HI'I 
HR 
HRS 

IBB 

leT 


.IFA 
IG 
INS 
IPMOU 
IRS 
IT 
IVT 
IWS/LAt>' 

LAPR 

LDP 

LEI' 


MBR 
MEF 

MINT 

MMP 


-H-

Hispanic Affairs Advisory Council 
Health Care Financing Administration 
Health, Education and Welfare 
Health and Human Services 
High Impact Agencies 
Health Insurance Portability and Accountability Act of 1996 
Hearing.... Pmccss Improvement 
Human Resources 
Health and Retirement Sllidy 

·1· 

Interest-Buscd Bargaining 
Immediate Claim Taking 
Individualized Funclional Assessment 
Inspector General 
Irnmigration tlnd Naturalization Service 
Incentive Payment Memorandum of Understanding 
Imernal Revenue Service 
Information Tct.::hnology 
Interactive Video Telctmining 
lntelligenl WorkstationfLocal Area Network 

-L-

Lawfully Admilted for Permanenl Residence 
Leadership Development Program 
Limited English Proficient 

-M-

Master Bcncliciary Record 
Master Earnings File 
Modeling Income in the Near Term 
Market Measuremenl Plan 
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NACED 
NAPA 
NASI 
NBDS 
NBS 
NES 
NLSMW 
NPC 
NPR 
NRA 
NSHA 

OASDI 
OASI 
Oact 
OCIG 
OCOMM 
OCSE 
OCSI 
ODIAP 
ODISP 
OEO 
OFAM 
OFM 
OGC 
OHA 
OHR 
OIG 
OLCA 
OMB 
00 
OP 
OPEA 
OPM 
OQA 
ORES 
ORP 
ORS 
OS 
OSM 

-N-


National Advisory Council for Employees with Disahilities 
National Academy of Public Administration 
National Academy of Social Insurance 
New Beneficiary Data System 
New Beneficiary Follow-up 
Non-English Speaking 
National Longitudinal Survey of Mature Women 
National Partnership Council 
National Performance Review 
Normal Retirement Age 
National Study on Health and Activity 

-0­

Old Age, Survivors and Disability Insurance 
Old Age and Survivors Insurance 
Office of the Actuary 
Office of the Counsel 10 the Inspector General 
Office of Communications 
Office of Child Support Enforcement 
Office of Customer Service Integration 
Office of Disability and Income Assistance Policy 
Office of Disability and Income Security Programs 
Office of Earnings Operations 
Office of Finance, Assessment and Management 
Officc of Facilities Management 
Office of General Counsel 
Office of Hearings and Appeals 
Office of Human Resources 
Office of the Inspector General 
Office of Legislation and Congressional Affairs 
Office of Management and Budget 
Office of Operations 
Office of Policy 
Office of Policy and External Affairs 
Office of Personnel Management 
Office of Quality Assurance and Pcrfonnance Assessment 
Office of Research, Evaluation, and Statistics 
Office of Retirement Policy 
Office of Research and Statistics 
Office of Systems 
Office of Strategic Management 
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OT 
OWA 

PAAAC 
PAS 
PASS 
PET 
POA 
PBS 
PEBES 
PMI 
PRUCOL 
PRWORA 
1996 
PSC 
PUMS 
PWD 

QA 

RET 
RRC 
RRE 

SES 
SMI 
SR 
SSA 
SSB 
SSDI 
SSI 
SSN 

Office of Training 
Office of Workforce Analysis 

-p-

Pacific Asian American Advisory Council 
Public Affairs Specialist 
Plan for Achieving Self-Support 
Partnership Evaluation Team 
Program for Objective Achievement 
Planning and Budgeting System 
Personal Earnings and Benefit Estimate Statement 
Presidential M,magcment Intern 
Permanent Resident under Color of Law 
Personal Responsihility and Work Opportunity Reconciliation Act of 

Program Service Center 
Public Understanding Measurement System 
Persons with Disabilities 

-Q-

Quality Assurance 

-R-

Retirement Earnings Test 
Retirement Research Consortium 
Request for Review 

-5­

Senior Executive Service 
Supplementary Medical Insurance 
Service Representative 
Social Security Administration 
Social Security Board 
Social Security Disability Insurance 
Supplemental Security Income 
Social Security Number 
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SSR 

SVB 


TLC 
TSC 
TSR 
TWWIIA 

UPS 

WAAC 

Supplemental Security Record 
Special Veterans Benefits 

-T-

Talking and Listening to Customers 
Tcleservice Center 
Tclcservice Representative 
Ticket to Work and Work Incentive Improvements Act of 1999 

-u-
Unified Planning System 

-w­
Women's Affairs Advisory Committee 
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