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MESSAGE FROM THE COMMISSIONER

For the past 78 years, Social Security has been an integral
part of so many lives. Whether we paid a benefit or issued a
Social Security number, we have consistently served the public
with care and compassion. We work hard each day to fulfill
our mission of protecting individuals and families against the
loss of income when an unexpected disability or death occurs,
or when reaching retirement age.

As the Acting Commissioner, | want to ensure that the agency
is prepared to meet the changing service needs of the public.
When the Social Security Act was signed in 1935, everything
was done by hand on paper. Now, we could not imagine conducting business without
technology. With all the advances in automation, it is imperative that we keep up with
the changing times. As increasing numbers of customers want to conduct business
with us online, we must consider technology that will enable us to meet this emerging
customer expectation. In developing our goals and strategies, our guiding principal was
to optimize our customers’ satisfaction by incorporating technology into our processes
and to ensure efficiency and effectiveness in all we do while encouraging and assisting
customers to interact most efficiently with us. | also want to emphasize our steadfast
commitment to preserving the public’s trust by protecting our programs from waste,
fraud and abuse.

| am very pleased to share our Agency Strategic Plan for Fiscal Years 2014-2018. Our
plan will guide us as we make bold changes in technology and enhance service delivery.
The plan serves as our blueprint for achieving our mission, focusing on the areas of:

* Innovation and Quality;

* Integrity;

* Our Disability Program;

e Our Workforce; and

* Secure Information Technology.

In line with the President’s Second-Term Management Agenda, we are committed to
delivering a world-class customer experience, which was a driving force behind each
goal and obijective. Each day our employees consistently serve thousands of persons
with care and compassion. We pledge to re-invigorate our approach to customer service
to ensure that as many people as possible have a positive experience when conducting
business with us. We will enhance our service delivery by leveraging the benefits of
innovative technology. In addition, we will continue to utilize customer feedback to
inform and improve our services.
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Nothing in this plan would be possible without our dedicated workforce. | am very
pleased with the plan’s focus on our employees — our greatest asset. The plan reflects
our strategies for strengthening and supporting our workforce through training and
development opportunities and emphasizes our succession planning activities. We will
also ensure diversity and an open and inclusive culture that encourages innovation from
all employees.

| am confident that our plan will serve as an excellent guide as we move forward. | want
to thank those who contributed and took the time to provide feedback as reflected in
our appendix. This plan incorporates all your invaluable contributions and input. | look
forward to working with you in achieving our goals and serving the American public.

Covolyn W. Colvin

Carolyn W. Colvin
Acting Commissioner of Social Security

-
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EXECUTIVE SUMMARY

Few government agencies touch as many lives as the Social Security Administration (SSA). The
programs we administer provide benefits to about one-fifth of the American population and serve
as vital financial protection for working men and women, children, disabled individuals, and the
elderly. As of the end of fiscal year (FY) 2013, we provide benefits for approximately 4.5 million
children under the age of 18, and on the other end of the age spectrum, we pay almost 60,000
centenarians. Our long-standing priority has been, and remains today, to deliver world-class
service to every customer.

We face our share of challenges in keeping this commitment, from budget constraints and
increasing workloads to workforce succession planning and the need to keep pace with rapid
advances in technology. We must also consider the changing face of the American public. As we
enhance our service delivery strategies, we must continue to consider the diversity of the population
we serve. In addition, millions of Baby Boomers are passing through their most disability-prone
years and beginning to retire. The number of Americans age 55 and older will increase by more
than 10 million between 2015 and 2020, further increasing the demand for our services.

Responding to the challenges we face requires us to rethink the way we do business and develop
innovative ways to meet our workload demands. Each challenge also presents an opportunity to
innovate. The central focus of this strategic plan is to deliver the service the public expects and
deserves and maintain our high level of performance. We will accomplish this by modernizing
and improving in several key strategic metrics, including service delivery, program integrity,
disability processes, workforce engagement, and information technology (IT). We will implement
these strategies in line with the Administration’s key initiatives and agenda, including a continued
focus on the open government principles of transparency, participation, and collaboration in our
daily operations.
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While we will continue to serve our customers in the way that is most convenient to them — in one of
our offices, over the telephone, or through the Internet — we are especially committed to improving
and expanding our online service offerings. Today, people routinely conduct their business online
and demand the same online services from Government that they receive from private sector
organizations such as banks, utilities, retailers, and insurance companies. Our aim is to meet that
demand. Under this plan, we will rapidly expand the availability of our online and secure self-
service options, and provide support to ensure our customers successfully complete their business
at the first point of contact. We will build on the services we now offer through our convenient and
secure online portal, my Social Security, by providing even more services there.

We have a proud history of protecting the integrity of our programs and service to the public. We
maintain some of the highest accuracy rates for managing large programs in the government.
Still, as stewards of the American taxpayers’ money, we must be ever-vigilant. Over the next few
years, we will focus on three areas to improve our program integrity: increasing the accuracy of
our earnings recording and reporting systems; protecting the public’s data and securing our online
services; and taking strong measures to improve payment accuracy in our Disability Insurance (D)
and Supplemental Security Income (SSI) programs. Much of the improvement in protecting the
integrity of our programs will come through technology, such as receiving more of our earnings
data electronically or providing greater electronic protection for our customers’ information.
In addition, we will make greater use of the information and data we have to help us identify
fraud and improper payments. We will continue to explore additional use of information from
other sources, both from other agencies as well as from the private sector, to ensure we pay all
beneficiaries correctly.

DEMAND FOR SSA SERVICES WILL GROW We expect the demand for SSA
services to grow in the coming

4 )\ years. A large part of our
workload is administering the
disability program, so we will
work hard to serve the public
through a stronger, more
responsive disability program.
We again will find additional
ways to use data and technology
to help us improve the quality,
consistency, and timeliness of
our disability decisions. We will

\_ ) expand the use of data analytics
9.25 v 707s (i.e., examining data to draw
conclusions about the
information to help in making
business decisions) to reduce inefficiencies and simplify rules. To help shorten an applicant’s
waiting time for a decision on a disability claim, we will increase our use of health IT, which
accelerates access to electronic medical records. By leveraging the latest technology, we are
developing a new unified case processing system that will help us achieve greater consistency

10.00

9.75 -

ALL CLAIMS
IN MILLIONS

9.50 -

FY 2014

Figure 1: The demand for SSA services will grow from FY 2014 through 2018.

FY 2015 FY 2016 FY 2017
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within our disability determination process. Greater use of video hearings will be convenient for
our applicants as well as produce savings for the agency. Furthermore, we will work to improve
and streamline our employment support programs, to assist disability beneficiaries in returning
to work.

Between early FY 2011 and the end of FY 2013, nearly 11,000 employees left the agency. In the
coming years, as we prepare for more employee retirements and continued budget constraints, we
will develop and implement a strong succession plan to prepare for the new skills, competencies
and work styles of a leaner, modern Federal workforce. We are developing strategies to recruit
and retain highly competent and talented employees, and will train and develop our existing
employees to adapt to changes in our service delivery model. We will continue to promote diversity
and inclusion in the workplace, and foster an environment of innovation and engagement. We
are also expanding our use of telework and other workplace flexibilities as we modernize our
workforce structure.

Our agency’s technology infrastructure is vast and complex. To ensure continuous and reliable
systems performance, we are replacing one of our two data centers. The new facility will provide
increased capacity and improved operational efficiency. We also are developing strategies to
modernize our systems, including upgrades to our National 800 Number that will integrate other
planned online service enhancements. We will develop and incorporate innovative solutions to
keep pace with today’s fast-paced environment and the public’s demand for convenient, portable,
responsive technology. As we enhance our systems, improve access, and increase our technology
offerings, we are ever-mindful of potential cyber threats; we remain steadfast in our commitment
to protect customer privacy and security.

This strategic plan will serve as our general service delivery roadmap for the next five years.
We will improve our responsiveness to the American public through enhancements in our services
and programs, and by modernizing our workforce and IT. Even as we move forward with the
strategies we outline here, we have begun critical work to create a long-range strategic vision and
plan that supports our mission and goal of world-class customer experience well into the future
— our “Vision 2025.” We will use existing and emerging social media platforms to engage our
internal and external stakeholders to ensure we incorporate extensive and diverse input into our
final long-term plan.
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OUR VALUES

1. Our Vision

Provide the highest standard of considerate and thoughtful service for generations
to come

2. Our Mission

Deliver Social Security services that meet the changing needs of the public

3. Our Motto

Social Security Benefits America

4. Our Service Principles
We serve with empathy, creativity, integrity, and an unbeatable determination to
do the job at hand by following these service principles:
* Adherence to the law
* Clarity
e Commitment to best demonstrated practices
* Cultural sensitivity
* Honesty
¢ Prevention of waste, fraud, and abuse
* Protection of privacy and personal information

* Recruitment and training of the best public servants

* Safety of the public and our employees

SOCIALSECURITY.GOV | PAGE 5



AGENCY STRATEGIC PLAN | 2014-2018
.

SUMMARY OF GOALS AND OBJECTIVES

Goal: Deliver Innovative, Quality Services

Obijectives:

|.  Develop and Increase the Use of Self-Service Options *

ll.  Enhance the Customer Experience by Completing Customers’ Business at the First
Point of Contact *

. Partner with Other Agencies and Organizations to Improve Customers’ Experience
and Align with the Administration’s One-Government Approach

IV.  Evaluate Our Physical Footprint to Incorporate Improved Service Options
Goal: Strengthen the Integrity of Our Programs
Obijectives:

|.  Transform the Way We Record Earnings to Enhance Data Accuracy
[I.  Protect the Public’s Data and Provide Secure Online Services

lll.  Increase Payment Accuracy *
Goal: Serve the Public through a Stronger, More Responsive Disability Program
Obijectives:

l.  Improve the Quality, Consistency, and Timeliness of Our Disability Decisions
II.  Maximize Efficiencies throughout the Disability Program

lll.  Enhance Employment Support Programs and Create New Opportunities for Returning
Beneficiaries to Work

Goal: Build a Model Workforce to Deliver Quality Service

Obijectives:

|.  Attract and Acquire a Talented and Diverse Workforce that Reflects the Public We Serve

ll.  Strengthen the Competency, Agility, and Performance of Our Workforce to Align
with the Needs of the Public

lll.  Foster an Inclusive Culture that Promotes Employee Well-Being, Innovation,
and Engagement

IV.  Enhance Planning and Alignment of Human Resources to Address Current and
Future Public Service Needs

* Our Agency Priority Goals for FY 2014-2015 fall under these Objectives.
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Goal: Ensure Reliable, Secure, and Efficient Information Technology Services

Obijectives:

l.  Maintain System Performance and the Continuity of IT Services
[l.  Enhance and Execute Plans to Modernize Our Systems
lll.  Incorporate Innovative Advances in Service Delivery

IV.  Continuously Strengthen Our Cybersecurity Program

All of the Goals and Obijectives within this Agency Strategic Plan are cross-cutting — supporting all
of the programs we have outlined in the Federal Program Inventory.
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e
OVERVIEW OF THE SOCIAL SECURITY ADMINISTRATION

Our Programs

We manage one of the Nation’s largest entitlement programs, the Old-Age, Survivors, and Disability
Insurance (OASDI) program. We also administer the SSI program, which provides financial support
to aged, blind, or disabled adults and children with limited income and resources. In FY 2013, we
paid approximately $850 billion in OASDI and Federal SSI benefits to more than 65 million people
on average each month.

For more information on all of our programs and benefits, please view our publication Social
Security Understanding The Benefits.

How We Served America in FY 2013

* Issued 16 million new and replacement *  Completed approximately 2.6 million SSI
Social Security cards non-disability redeterminations

* Performed over 1.6 billion automated * Completed 428,568 full medical continuing
Social Security number verifications disability reviews (CDR)

* Posted 251 million earnings reports to e  Completed over 3 million overpayment
workers' records actions

*  Completed more than 53 million actions * Reconsidered 803,194 denied disability
(e.g., changes of address or direct deposit) applications
on our National 800 Number e Completed 793,580 hearing decisions on

* Assisted more than 43 million visitors in our appealed claims
field offices e Completed 176,521 Appeals Council

* Registered 6.2 million users for reviews of hearing decision appeals
my Social Security, a personalized online * Completed about 17,900 new Federal court
account

cases
* Received approximately 5 million retirement, «  Oversaw approximately 5.9 million

survivor, and Medicare applications representative payees

*  Completed about 3 million initial disability .

) Provided employment support to 321,218
claims

disability beneficiaries

At Every Stage of Life

my Social Security

is here for you.

i

- me SN
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Strategic Goal: Deliver Innovative, Quality Services

Goal Background and Description

We have a long history of exemplary customer service with high customer satisfaction. In surveys
and anecdotally through social media and other forums, many of our customers have praised the
service we provide in all available service options — in person, telephone, and online. We achieve
these high marks even as we serve extremely high numbers of customers.

Our goal is to achieve even greater success in customer service and satisfaction through innovative
online self-service options. Each year, we see greater acceptance of technology across all
demographic segments and a stronger preference for doing business online. In particular, Internet
use by seniors continues to rise. To capitalize on this trend, we will increase the number of services
we offer online and will communicate more with our customers online.

DELIVERING QUALITY SERVICES

PUBLIC BENEFITS ONLINE SERVICES WE OFFER

= Fiscal Year 13
— \
—_— my Social Security
Usage counted in millions
Secure Quick Convenient 20 - 17
15
12.5
ONLINE SERVICES GROWTH
my Social Security 10+
351
my Social Security Launch 5L
30 (Online Statement Available) 3
Benefit Verification Letter, Check Your Benefits, I
Change of Address & Direct Deposit Services Available 0
25 = Individuals with my Social Security Accounts
— my Social Security eServices Transactions . Online Social Security Statement
c 20 -
o
= . Check Your Benefits
2151 l_ Benefit Verification Letter (BEVE)
10 . Other (Direct Deposit, Change
of Address)
5
| | |
0 May Jan. Sept. Nov.
2012 2013 2013 2018

Figure 2: Growth and benefit of Social Security’s online services.
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Because of the complexities of the programs we administer, we will provide customer support
for our online services for times when customers need advice or assistance. In keeping with the
Administration’s one-government approach, we will partner with other agencies and community
organizations to offer access to more government services online through increasing use of video
services and the implementation of Social Security Express to provide self-service kiosks.

We will continue to adjust our physical office structure to reflect our online service emphasis.
However, we will remain mindful of the importance of continuing to provide in-person service
for those customers whose business with us requires it. Technology will not replace employees.
Instead, it will free them to handle the more complex workloads and the individuals who require
in-person help. It will also give our employees tools to help them handle increasingly varied and
complex work.

Obijective I: Develop and Increase the Use of Self-Service Options

Objective Background and Description

We know that the public is accustomed to self-service options, including those
offered through automated phone services and the Internet. We also know that
our customers increasingly use, and even prefer, our online services. In addition,
based on the American Customer Satisfaction Index, our online applications have
ranked in the top five in government for many years. Three of our websites — iClaims,
Retirement Estimator, and Help with Medicare Prescription Drug Plan Costs — either
matched or outperformed commercial sites, including perennial leader Amazon.
In FY 2007, approximately 10 percent of our customers filing for retirement filed
online. In FY 2013, more than 49 percent of retirement applicants and 45 percent
of disability applicants filed online. In response to the rising demand and usage, we
will increase the number and types of self-service choices we offer.

The foundation for increasing our online services is the my Social Security portal
we established in 2012 and enhanced in early 2013. Through this portal, people
who register can view their Social Security Statement, get a benefit verification letter,
start or change their direct deposit, and change their address — all online.

We are enhancing my Social Security to
allow customers to file a claim for retirement
or disability benefits, request a replacement
Social Security card, and access many other
services. We will also expand the portal
to include online notice delivery and offer

SSA sets the standard in electronic
customer satisfaction!
ForeSee: “Three websites from the Social

Security Administration (SSA) — Retirement
Estimator, iClaim and Extra Help with

Medicare Prescription Drug Plan costs — each the choice to opt OLff_ of paper notices.
scored a 90 to lead the top overall scores in The enhanced capability will allow us to
the E-Government Satisfaction Index. These communicate with customers on the status
three SSA sites also match or outperform of their claims or appeals and advise them

some of the top measured private sites to date
in 2013, such as Mercedes-Benz (88), Apple

(87), FedEx (85), and Amazon (85 in 2012)”

- —
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SSA is bringing real-world solutions to the American public.
“Great site, simple to use. Something in government IS working, and it’s the SS site.”

American Customer Satisfaction Index (ACSI) survey response

Percent Total Internet Claims for November 2013

| 5 ; ,»" -
i ] it —
4 | \ g y
1 [ \ % o
] I \
= ¥,
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Figure 3: Represents the percentage of total Internet Claims for November 2013.

To accommodate increases in mobile technology use, we will accelerate our
development of applications using responsive design (i.e., applications will
automatically adjust to work on any electronic device). We will be able to deliver
service seamlessly and conveniently to smartphones, tablets, and laptops alike.

As of September 2013, 6.2 million people had created accounts under
my Social Security. Our goal is to significantly increase the number of registrants
each year. We are developing an aggressive, multi-faceted marketing and
promotional strategy to attract customers to our online service offerings. This effort
will support yet another of our major initiatives — to significantly increase use of our
online services.
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Strategies:

* Expand personal services available under my Social Security to include
high-volume workloads, such as Social Security number replacement cards;

* Move our online applications under a single customer account registration;
* Accelerate development of additional online products;

* Expand the availability of online applications using responsive design and the
use of self-service computer stations available in our offices or community
locations;

* Provide direct access to information and notices for individuals and designated
third parties;

* Offer electronic delivery of notices and an option to opt out of paper
notices; and

* Increase the public’s use of self-service options by aggressively promoting
and marketing our online applications and services.

HOW WE MARKET ELECTRONIC SERVICES

National

Employees Ma rketi_ng
Promote Campaign
Qur &

Services social
security.gov

Social
Security

Express

.N.

Figure 4: Marketing Social Security’s online services.
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Obijective ll: Enhance the Customer Experience by Completing Customers’ Business
at the First Point of Contact
SSA provides intuitive and

Objective Background and Description easy-to-use applications.

“First Time Using this app and [ loved
how quick it took me through the
process instead of calling SSI and the

No matter how customers contact us, we must
strive to provide them with the correct information

in the most professional manner at the first point automated system wont understand
of contact. We serve customers best and improve me. | LOVE this easy app, very simple
our own efficiency by avoiding the need to transfer and easy!”

customers to another contact. We will assist our American Customer Satisfaction Index

staff in applying some of the more complex policies (ACS]) survey response

in our programs by further improving our decision

support systems. In addition, by offering customers the option of speaking to a Social
Security representative in real time during their online encounter with us (i.e., “click-
to-talk”), we will enhance the customer experience for those who prefer to apply for
benefits online. We also will implement screen sharing and instant messaging as
additional customer support options.

To further educate and engage the public, and support completion of their business
at the first point of contact, we will streamline our online disability application.
We also will increase our inventory of informational videos for our website and
YouTube, and produce more webinars. These initiatives will help to increase
customers’ understanding of our programs, as well as inform them of our policies
and requirements up front and enhance their experience with us.

Strategies:

e Implement online support options, including click to-talk, screen sharing,
and instant messaging;

* Integrate our online applications, such as the streamlined online disability
application; and
* Increase the use of video service.

Obijective Ill: Partner with Other Agencies and Organizations to Improve Customers’
Experience and Align with the Administration’s One-Government Approach

Objective Background and Description

Many of our customers seek services from and interact with other government agencies
and community organizations. We are committed to reducing the burden people face
when dealing with multiple organizations to get the services they need. To improve
our ability to serve the American public, we must continue our strong relationships
with other government agencies and community organizations. We can learn from
other agencies and organizations with similar programs, share data as permitted,
and develop processes and procedures that are less cumbersome and more focused
on the customer. Partnering with other agencies and organizations improves the
customer experience and supports the Administration’s one-government approach.
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As part of a broader initiative to support one-stop online access to multiple
government services, we will collaborate with other government agencies and
community organizations to install Social Security Express kiosks (i.e., self-service
computer stations offering access to our online services) at their respective facilities.
This collaboration will benefit both the customer and our agency as we anticipate
cost savings from expanding our online self-service options.

We will work to increase our collaboration with the Departments of Defense and
Veterans Affairs on the Wounded Warriors Initiative. In this effort, we focus on
improving the transfer of medical information, expediting the disability claims process,
and facilitating payments to wounded service members, veterans, and their families.
Electronic sharing of medical information is a key feature of this initiative.

Strategies:

* Pending results of the pilot, implement Social Security Express to provide
self-service kiosks in community locations;

* Provide Social Security services through other government agencies,
community-based organizations, tribal governments, and private
organizations that serve our customers;

* Increase collaboration with the Departments of Defense and Veterans
Affairs to improve processes for veterans and service members; and

* Improve information sharing among other government agencies for records,
data, and other information.

Obijective IV: Evaluate Our Physical Footprint to Incorporate Improved Service Options

Objective Background and Description

As more people are able to take advantage of our online options, fewer people
will need to visit an office. As a result, we will not need to maintain the current
number of Social Security offices. We will streamline our field office structure, as
well as our administrative office structure, to reduce costs and make the best use of
our employees’ time and skills. As we realign our offices, we will remain mindful
of the need to ensure we can offer personal assistance when customers require
face-to-face assistance. Strategic use of our physical space ensures that we will
be able to continue to uphold our mission of providing a world-class customer
service experience.

Strategies:

* Design space, maintain offices, and reassess the structure of internal
facilities to optimize resources and maximize opportunities for improved
service delivery; and

* Explore solutions that optimize the operational efficiencies of offices,
including co-locations.
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Strategic Goal: Strengthen the Integrity of Our Programs

Goal Background and Description

We pay more than $65 billion in Federal benefits each month across all of our programs. We
recognize our obligation to administer our large and critically important programs with the utmost
care, accuracy, and efficiency. As good stewards of our resources and taxpayer funds, we will
remain focused on the integrity of our programs, including minimizing improper payments. Among
the measures we take to improve the integrity of our programs are CDRs, which are periodic
reevaluations to determine whether beneficiaries are still disabled. On average, we estimate about
$9 to $10 in lifetime program savings per dollar we have spent on medical CDRs, including
Medicare and Medicaid program savings.

In the next five years, we will work to maintain the public’s trust by strengthening the integrity of
our programs through three strategic objectives:

FIRST, we will continue our emphasis on accurately recording workers’ earnings. Accurate records
are critical because we calculate Social Security benefit amounts based on a worker’s lifetime
earnings. Modernizing and improving our system for recording earnings, increasing employers'’
use of automated wage reports, and encouraging workers to verify their earnings are critical to
our success in this area.

SECOND, we will intensify our focus on protecting customers’ information and ensuring maximum
security for all of our online services. We take great pride in securing the sensitive data and personal
information we maintain to administer our programs. We will implement stronger authentication
measures and increase our collaboration with other Federal agencies to identify common solutions
to protecting and securing customers’ information.

THIRD, we will move aggressively to increase the accuracy of payments to our beneficiaries. We
have always strived to pay the right person the right amount at the right time, and we take this
responsibility seriously. We will approach this objective on several fronts with special attention to
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our disability and SSI programs. Our strategies include efforts to prevent and reduce improper
payments, increase overpayment recovery, analyze information and data to identify and address
error-prone actions, and streamline our representative payee program.

Obijective I: Transform the Way We Record Earnings to Enhance Data Accuracy

Objective Background and Description

We devote significant resources to making certain our earnings records are accurate
and we credit the correct amount to the right person.

In FY 2013, we posted more than 251 million earnings reports to workers’ records.
Although in calendar year 2013, employers electronically filed about 87 percent of
Forms W-2, we still receive approximately 30 million items on paper Forms W-2.
To improve earning records accuracy, we will work with the employer community to
significantly reduce paper wage reports, moving toward an