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Chairman, Committee on the Budget 
United States Senate 

Dear Mr. Chairman: 

This report responds to your March 2, 1988, request for an analysis of 
the Social Security Administration’s (SSA) Information Technology Sys- 
tems (information systems) budget. You asked that we provide an analy- 
sis of the major elements of the information systems account. Our April 
1988 fact sheet’ addressed this portion of the request. In addition, you 
asked us to (1) assess the changes SSA made in its information systems 
plans and budgets for fiscal years 1988 and 1989, (2) review the 
agency’s funding requirements for fiscal year 1989, and (3) estimate the 
carryover’ of unobligated funds at the end of fiscal year 1988. 

We found that SSA significantly revised its fiscal year 1988 information 
systems budget. These revisions were due to the agency refocusing its 
systems modernization effort and Congress reducing the original Presi- 
dent’s Budget; request. As a result of these actions, SSA’S fiscal year 
1988 budget for information systems was decreased from $282 million 
to $221 million. In addition, these actions by SSA and the Congress have 
resulted in SSA’S current efforts to revise its fiscal year 1989 information 
systems President’s Budget request of $221 million. Although complete 
details on the fiscal year 1989 revisions are not available at this time, 
our analysis of SSA’S original $22 1 million request identified supporting 
plans and associated requirements for $204 million. We discussed our 
analysis of the fiscal year 1989 information systems budget with senior 
SSA officials, and they believe our analysis understates the agency’s 
needs. According to the Chief Financial Officer, the agency has plans 
and requirements for other information systems projects not included in 
the fiscal year 1989 President’s Budget request of $221 million. The 

’ ADP Uudgct: Trends m SsA’s Information Technology Systems Rudget. (GAO/IMTEC-88-33FS. 
Apr 20. 1988). 

‘SSA is authorized to carry over unobligated funds in its information systems account from year to 
year based on a no-year authorization the Congress has approved since fiscal year 1983. The purpose 
of the carryover is to provide funding flexibility for SSA’s modernization effort. 

.‘The President’s Budget contains the agency’s funding request for the next fiscal year and includes a 
narrative justification for the request. 

Page 1 GAO/IMTFE-S849 SSA’s ADP Budget Fiscal Years 1988 and 1989 



B226427 

agency plans to implement these other projects in fiscal year 1989 if 
projects from the original budget request are delayed or canceled. 

As of July 15, 1988, the agency was estimating that its fiscal year 1988 
carryover would be $7 million. The agency has also identified $23 mil- 
lion in funds from 6 projects that may not be awarded in fiscal year 
1988, resulting in a potential carryover of $30 million. However, the 
Senior Executive Officer stated that the agency has focused manage- 
ment attention on this issue. Specifically, the agency is making every 
effort to award the six projects in fiscal year 1988 to ensure they do not 
contribute to the carryover. In addition, the agency plans to reduce the 
$7 million estimated carryover by allocating excess funds to other 
projects that had originally been planned for fiscal year 1989. 

Background F&A’s information systems budget is comprised of funds for automated 
data processing (ADP) acquisitions, ongoing ADP operations, telephone 
purchases, and telephone lease line charges and maintenance. Since fis- 
cal year 1983, the agency has obligated over $800 million toward these 
activities, 50 percent of which has been spent on the agency’s Systems 
Modernization Plan. ss~ implemented the modernization program in 
1982 to improve software, equipment, and data communications, and to 
implement an integrated data base to provide better service to the pub- 
lic. The Congress has granted the agency no-year budget authority-’ since 
1983 to facilitate the implementation of the plan and to provide funding 
flexibility for the agency’s information systems. In 1987, we reported; 
that the agency was encountering significant problems implementing the 
plan, and recommended that it scale back and redirect the moderniza- 
tion program. Responding to our report, in June 1987, the Commissioner 
directed a refocusing of the systems modernization program and 
instructed SSA officials to review and revise information systems budget 
plans for fiscal years 1988 and 1989 to reflect the refocused priorities. 

‘Funds appropriated under no-year authority remain available for obligation for an indefinite period 
of time, usually until the objectives for which the authority was made available are attained. 

‘ADP Systems: SSA’s Modernization Efforts Need Redirection, (GAOJMTEC-87-16. Apr. 10, 1987). 
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SSA Revised Its We found that the agency significantly revised its fiscal year 1988 infor- 

Information Systems 
mation systems budget because of (1) the Commissioner’s announcement 
of a major refocusing of the systems modernization effort and (2) con- 

Budget for Fiscal Year gressional action reducing the agency’s fiscal year 1988 budget. As a 

1988 result of these actions, SSA’S fiscal year 1988 budget for information sys- 
tems was decreased from $282 million to $221 million. While we did not 
review details of the systems plans and justifications for each of the 
revisions, on the basis of our review of fiscal year 1988 budget docu- 
ments the revisions appear to be generally consistent with the Commis- 
sioner’s refocused guidelines for systems modernization. 

In April 1987,” we reported that because of delays in several important 
modernization projects, SA should reassess its approach to moderniza- 
tion. In June 1987, the SA Commissioner announced the refocused mod- 
ernization effort, which stressed four major areas: 1) better overall 
direction, 2) renewed emphasis on customer service, 3) increased focus 
on software, and 4) better management. After the refocusing was 
announced, SSA began to revise its fiscal year 1988 information systems 
budget to reflect the revised priorities. 

SSA’S efforts to revise its fiscal year 1988 budget continued after the 
Congress, in December 1987, limited the agency’s new budget authority 
to $53 million. The Congress took this action in response to GAO reports; 

that revealed that SSA’S carryover balance would be larger than it had 
estimated because of delays in its modernization program. As a result, 
SSA had around $274 million ($53 million in new authority and $221 mil- 
lion in carryover-y available to obligate for information systems projects 
in fiscal year 1988. However, in January 1988, SSA obtained approval 
from the Office of Management and Budget to apportion $53 million of 
its fiscal year 1988 information systems budget authority to its adminis- 
trative expenses account. According to the Director, Office of Budget, 
because of a large cut in the agency’s administrative account, the $53 
million was needed to fund the fiscal year 1988 civilian pay raise and 
other necessary administrative expenses. As a result of the apportion- 
ment, SSA had $221 million remaining in its information systems account, 
$61 million less than the $282 million it had originally requested. 

“GAO/IMTEC-87-16, April 10, 1987. 

‘GAO/IMTEC-87-16, April 10, 1987; and ADP Budget: SSA’s Information Technology Systems 
Budget Requests and Obligations, (GAO/ImC-87-15FS, Mar. 10,1987). 

%SA carried over $215 million into foal year 1988. In January 1988, the agency ac$usted this total 
upward to $221 million to reflect additional recoveries of no-year funds. 
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After the Congress approved SSA’S fiscal year 1988 budget, the Commis- 
sioner requested the Systems Review Board” to review information sys- 
tems plans and budgets for fiscal year 1988 and reassess spending 
priorities. The Commissioner directed senior managers to work with the 
board and the Information Technology Systems Review Staff to assess 
and recommend proposed project revisions to the $221 million fiscal 
year 1988 operating budget.l” The Commissioner approved the agency’s 
final $221 million fiscal.year 1988 operating budget for information sys- 
tems on February 26,1988. 

To determine the changes SSA made to its fiscal year 1988 budget, we 
compared the information systems project amounts included in the Pres- 
ident’s Budget with those included in the agency’s final operating 
budget. We found that 

l 9 projects were increased, totaling $14 million; 
l 32 projects were decreased, totaling $71 million; 
l 13 projects were canceled, totaling $22 million; and, 
. 13 projects were added, totaling $38 million. 

Together, these changes account for $41 million of the $61 million 
reduction from SSA’S original plan. The budget analyst responsible for 
preparing the agency’s information systems budget submissions told us 
the remaining $20 million reduction was taken on lease line charges, 
ongoing maintenance projects, and other miscellaneous projects. Table 1 
presents a summary of the revisions the agency made to individual com- 
ponents of the information systems account. See appendix III for a full 
chronology of events affecting SSA’S fiscal year 1988 budget. 

%SA implemented the Systems Review Board in November 1987 to improve the planning, budgeting, 
and monitoring of information systems projects. The board is composed of senior agency management 
and is chaired by the Chief Financial Officer. 

“‘SSA defies its operating budget as an update of its previous year’s approved President’s Budget. 
The operating budget for one year is submitted with the next year’s President’s Budget request. 
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Table 1: Budget Revisions on Major 
Information Systems Projects for Fiscal 
Year 1988 

(Dollars in Thousands) -.~ 
President’s Operating 

Information Technology Systems Components Budget Budget Change 

Automated Data Processing Projects 
Systems Analysis/ Software Services $26,577 $22,551 $(4,026) 

Hardware and Upgrades 61,951 12,904 (49,047) 

Office Automation (Hardware/Software) 29.540 14,909 (14,631) 

Ongoing Operations and Maintenance 71,498 76,298 4,800 

Automated Data Processing Subtotal $189,566 $126,662 $(62,904) 

Telephone Projects $93,426 $94,551 $1,125 

Totals $282,992” $221,213 $(81,779) 

‘This total includes $1 15 million In partially reimbursable expenses not Included In SSA’s $282 million 
InformatIon systems budget fustlftcatlon to the Congress. 

SSA’s Fiscal Year 1989 SSA’S fiscal year 1989 budget request for the information systems 

Information Systems 
account, which was submitted to the Congress in February 1988, was 
also $221 million. According to the Chief Financial Officer, the agency is 

Funding Requirements currently revising this request. After the Commissioner approves the 
proposed changes, they will be submitted to the Office of Management 
and Budget as part of the fiscal year 1990 President’s Budget. Since the 
fiscal year 1989 revisions are still under consideration, SSA did not make 
the complete details on the revised fiscal year 1989 budget available to 
us. Consequently, we based our analysis of the fiscal year 1989 budget 
on documentation supporting the original budget request and the status 
of planned projects, our understanding of the Commissioner’s initiative 
to refocus the modernization effort, and information from interviews 
with project and contract officers and management officials. From our 
analysis, we identified plans and associated requirements for $204 
million. 

The $17 million difference between our analysis and the agency’s $221 
million request occurs in three areas: ADP equipment purchases, tele- 
phone equipment purchases, and telephone line charges and mainte- 
nance costs. Table 2 provides a summary of the differences between our 
analysis and SSA'S fiscal year 1989 request. 

, . 
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J 

Table 2: Summary of Project Differences 
in SSA’s Fiscal Year 1989 President’s (Dollars in Thousands) 
Budget 

- 
Differences 

Between 
SSA’s Budget 

Request and 
Project GAO’s Analysis Reason for Change 

Data Exchange Equipment $700 Overestimated Original Estimate -- 
Service Observationa 2,000 Canceled Project 

Telephone Maintenance 1,200 Overestimated Original Estimate 

800 Number 13,400 Overestimated Origlnal Estimate 

Total $17,300 

“Service observation allows supervlsors to silently monitor conversations to ensure that their staff pro- 
vldes adequate services to the public 

We discussed our analysis of the fiscal year 1989 information systems 
budget with SSA’S Chief Financial Officer, and the Senior Executive 
Officer, and they believe our analysis understates the agency’s needs. 
According to the Chief Financial Officer, the agency has plans and 
requirements for other information systems projects not included in the 
fiscal year 1989 President’s Budget request of $221 million. In a May 18, 
1988, memorandum to the Commissioner, the Systems Review Board 
recommended a ranked list of 91 projects totaling $243 million for the 
agency’s fiscal year 1989 operating budget. The first 69 projects on this 
list totaled $223 million, approximating the amount requested in the 
agency’s President’s Budget. The remaining 22 projects on the board’s 
list totaled $20 million, and did not fall within the funding limits of the 
President’s Budget request. According to SSA’S Senior Executive Officer, 
although the additional 22 projects are not presently included in the fis- 
cal year 1989 operating budget, the managers responsible for those 
projects will continue to prepare the projects for their possible imple- 
mentation in fiscal year 1989. By developing such contingency plans the 
agency can readily replace projects that are canceled or delayed with 
projects that are not on the original recommended list. See appendix II 
for GAO’S assessment of the agency’s fiscal year 1989 information sys- 
tems budget requirements and appendix III for a full chronology of 
events affecting SSA’S fiscal year 1989 budget. / . 

SSA’s Fiscal Year 1988 In February 1988, the agency estimated that there would be no carry- 

Carryover Balance 
over of unobligated funds at the end of fiscal year 1988. We believe 
there is the potential for SSA to carry over as much as $30 million at the 
end of fiscal year 1988. 
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At a June 17, 1988, meeting with us, the Chief Financial Officer reiter- 
ated the agency’s objective of eliminating all carryover at the end of fis- 
cal year 1988. In a July 15, 1988, report the Chief Financial Officer 
projected the fiscal year 1988 carryover will be around $7 million. This 
projection results from prior year recoveriesl’ of unexpended funds and 
from fiscal year 1988 contract awards that either were awarded lower 
than the budgeted amount, or that the Chief Financial Officer estimates 
will be awarded lower than the budgeted amount. 

In addition to the $7 million projected carryover, there is a potential for 
another $23 million in carryover from 6 projects that, according to the 
Chief Financial Officer’s July 1988 report on the projection of carry- 
over, may not be awarded in fiscal year 1988. However, according to the 
Senior Executive Officer, SSA has focused increased management atten- 
tion on these projects to ensure that they are awarded in fiscal year 
1988 and do not contribute to the carryover. We reviewed the status of 
these projects by examining individual procurement plans and by inter- 
viewing contracting officials from the Office of Acquisitions and Grants, 
and agreed with the Chief Financial Officer’s assessment that the 
projects may not be awarded in fiscal year 1988. However, contracting 
officials from the Office of Acquisitions and Grants, while agreeing with 
the Chief Financial Officer’s classifications, indicated that with 
increased management attention all of the six projects can be awarded 
before the end of fiscal year 1988. 

The Chief Financial Officer is considering three management actions to 
address all potential carryover by the end of fiscal year 1988. One 
action is to carry over funds for projects that are not awarded in fiscal 
year 1988 to fiscal year 1989. We believe this action is consistent with 
the flexibility provided by no-year funding authority that the Congress 
has granted to SSA since 1983 to allow for procurement delays without 
disrupting project funding. The second action is to cancel the projects 
that cannot be awarded in fiscal year 1988 and let them compete for 
funding in the fiscal year 1989 operating budget. This action is consis- 
tent with SSA’S carryover policy from previous years where the agency 
did not identify carryover with any particular information systems pro- , 
ject. The third action is to exchange funding between the fiscal year ’ 
1988 and fiscal year 1989 operating budgets. The Chief Financial Officer 
described this management action as identifying high-priority projects 
from the fiscal year 1989 President’s Budget that could be awarded on 

’ ‘Prior year recoveries consist of amounts made available in no-year accounts through adjustments 
for the difference between recorded prior year obligations and budget authority. 
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short notice in fiscal year 1988 to offset the fiscal year 1988 projects 
that are delayed until fiscal year 1989. 

The Chief Financial Officer recommended the third management action 
to SSA’S Senior Executive Officer in a June 17, 1988, memorandum. He 
told us this recommended action would best fulfill the Commissioner’s 
objective of eliminating carryover at the end of fiscal year 1988. The 
Chief Financial Officer identified two options, totaling $21 million, as 
meeting these objectives: (1) exercising an option on a computer termi- 
nal acquisition contract for 4500 additional terminals, and (2) consider- 
ing the extent to which the agency may be able to use fiscal year 1988 
funds to initiate a national 800 telephone service project, originally 
included in the fiscal year 1989 budget request. 

Agency Comments and We obtained written comments on a draft of this report from SSA 

Our Evaluation 
through the Department of Health and Human Services. SSA believes we 
understate the agency’s information systems requirements for fiscal 
year 1989, stating that it has sufficient high-priority projects to justify 
the full President’s Budget request of $221 million. We have indicated in 
our report that SSA has plans and requirements for other information 
systems projects not included in its fiscal year 1989 President’s Budget 
request (see p. 6). In addition, SSA stated that we should modify our 
report to indicate that our analysis of SSA’S fiscal year 1989 require- 
ments is preliminary, because we did not evaluate the revised fiscal year 
1989 requirements. As we stated in our report, we based our analysis of 
the fiscal year 1989 information systems budget on documentation sup- 
porting the original request and additional information provided by the 
agency (see pp. 5-6). We evaluated SSA’S fiscal year 1989 information 
systems requirements to the extent that information was available. For 
example, SSA provided us with a list of recommended project revisions 
for fiscal year 1989 (the May 18, 1988, memorandum), which we dis- 
cussed in our report (see p. 6). However, the agency did not provide 
detailed information supporting the recommended revisions because the 
revisions to the fiscal year 1989 budget had not been finalized. 

. 
Concerning the fiscal year 1988 carryover, SSA stated that it is focusing 
high-level management attention on the fiscal year 1988 information 
systems budget to ensure that carryover is minimized. We have recog- 
nized SSA’S efforts to reduce carryover in our report. (See pp. 7-8.) 
Finally, !%A provided several technical comments on noted sections of 
the report that we have addressed where appropriate. Appendix V con- 
tains the full text of SSA’S comments. 
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We conducted our audit between February and July 1988, reviewing 
SSA’S information systems budget documents, interviewing key person- 
nel in SSA and oversight agencies regarding SSA’S budget requirements, 
and evaluating automated data processing and telephone project status. 
Our review was conducted in accordance with generally accepted gov- 
ernment auditing standards. Appendix IV contains a detailed description 
of the objectives, scope, and methodology of our review. 

Unless you publicly announce its contents earlier, we plan no further 
distribution of this report until 15 days from its issue date. At that time, 
we will send copies to the appropriate House and Senate Committees; 
the Secretary of Health and Human Services; the Commissioner, Social 
Security Administration; the Administrator, General Services Adminis- 
tration; the Director, Office of Management and Budget; and other inter- 
ested parties upon request. 

Sincerely yours, 

L&l!& 
Ralph V. Carlone 
Director 
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Request Letter 

March 2, 1988 

Mr. Charles Bowsher 
Comptroller General 

I would like you to update GAO's August 1987 report on the 
ADP Budget of the Social Security Administration in light of 
President Reagan's fiscal year 1989 budget request. I am 
submitting this request in my capacity as Chairman of the Senate 
Budget Committee and Chairman of the Labor, Health and Human 
Services, and Education subcommittee of the Appropriations 
Committee. 

GAO's updated report should address the following issues 
related to SSA's Information Technology Systems: 1) the 
President's fiscal year 1989 budget request including any changes 
in computer modernization plans ; 2) the amount of unobligated 
funds carried-over at the end of fiscal year 1987 and GAO's 
estimate of carry-over funds at the end of fiscal year 1988 and 
fiscal year 1989; 3) GAO's analysis of SSA’s data processing 
needs in fiscal year 1989; 4) any other related issues. 

Thank you for your cooperation. GAO's reports have been a 
valuable tool used by both the Committee ubcommittee to 
monitor SSA's computer needs and modernizatio 
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Analysis of SSA’s Fiscal Year 1989 Information 
Technology Systems President’s Budget Request 

This section presents our analysis of SA’S fiscal year 1989 information 
systems funding requirements. The agency originally requested $221 
million in the fiscal year 1989 President’s Budget request, but is revising 
the request because of its refocused modernization effort and the Con- 
gress’ reduction of its fiscal year 1988 budget. The agency, however, did 
not provide us with detailed information on its revised fiscal year 1989 
budget at the time of our analysis because the proposed fiscal year 1989 
changes had not been finalized. Consequently, we focused our analysis 
on the agency’s original fiscal year 1989 request and considered (1) the 
current status of information systems projects, (2) the Commissioner’s 
initiative to refocus the modernization effort, (3) new information SSA 

provided to us, (4) previous GAO reports, (5) discussions with agency 
officials, and (6) available supporting budget documentation. Table II. 1 
presents a summary of the results of our analysis. 

Table 11.1: SSA’s Fiscal Year 1989 
Information Technology Systems 
President’s Budget Request 

(Dollars tn Thousands) 

Information Technology Systems Components 

Automated Data Processing Projects -____- 
Systems Analysis/ Software Services .._~~~___ 
Hardware and Upgrades 
Office Automatlon (Hardware/Software) ~~ ____--- 
Ongolng Operations and Maintenance 

Automated Data Processing Subtotal Telephone 
Projects 

GAO GAO 
Analysis Variance 

SSA of SSA From SSA 
Budget Budget Budget 

Request Request Request 

$18.235 $1 a.235 so- 
14,635 13.935 (700) 
16,293 16,293 -O- ___- 
68,212 68,212 -0. 

$117,375 $116.675 $(700) 
Equipment Purchases 
Lme Charaes and Maintenance 

___-~--. _.__~~_~ 
$7,912 $5,912 .~. -~-- _____- 
95.913 81,313 

$( 2.000) 
(14.600) 

Telephone Subtotal $i 03,825 $87,225 $(16.600) 
Total $221,200 $203,900 $(17,300) 

As the table indicates, we found budget documentation consistent with 
the budget request in three information system categories, but we ques- 
tion the request for the other three categories. The following sections 
explain the basis of our analysis of each of the major categories. 
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Analysis of SSA’s Fiscal Year 1989 
Information Technology Systems President’s 
Budget Request 

Automated Data 
Processing Projects 

Systems Analysis/Software Services: for the redesign and development 
of major software applications. 

SSA’S 1989 Request: $18235,000 GAO'S Analysis: $18,235,000. We found 
budget documentation consistent with the budget request. 

Hardware and Upgrades: for the purchase and installation of automated 
data processing equipment and peripherals. 

SSA’S 1989 Request: $14,635,000 GAO'S Analysis: $13,935,000. The pro- 
ject officer for a data exchange equipment and software project told us 
that, because of revised requirements, the agency procurement request 
for this project will be $700,000 less than the budget request of $2.3 
million. We reviewed supporting documents for this project and verified 
the project’s reduced requirements. 

Office Automation: for the purchase and installation of workstations 
and software for SSA field offices and central offices. 

SSA'S 1989 Request: $16,293,000 GAO'S Analysis: $16,293,000. We found 
budget documentation consistent with the budget request. However, the 
agency currently plans to significantly increase funding in this area in 
its fiscal year 1989 operating budget. The Chief Financial Officer told us 
that the agency currently plans to spend between $20 million and $30 
million for office automation initiatives in fiscal year 1989. However, 
because these proposed changes have not received final approval, the 
agency has not made complete details available to us. 

Ongoing Operations and Maintenance: operating expenses for equipment 
leases, maintenance, supplies, and other services. 

SSA'S 1989 Request: $68,212,000 GAO'S Analysis: $68,212,000. W’e found 
budget documentation consistent with the budget request. 
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Analysis of SSA’s Fiscal Year 1989 
Information Technology Systems President’s 
Budget Bequest 

ated equipment. 

SSA’S 1989 Request: $7,912,000 GAO’S Analysis: $5,912,000. SSA has can- 
celed a project to procure equipment to provide telephone service obser- 
vation.’ The budget request for this project was $2 million. The program 
manager for the agency’s telephone systems told us that the project was 
canceled because of budgetary limitations. 

Line Charges and Maintenance: for the Federal Telecommunications Sys- 
tem, commercial lease line charges, data transmission costs, and contrac- 
tor maintenance services for SSA-owned telephone systems. 

SSA’S 1989 Request: $95,913,000 GAO’S Analysis: $81,313,000. We found 
that SSA’S budget request is overestimated by $14.6 million. SSA awarded 
a contract in May 1988 to procure a national 800 telephone service for a 
3-year estimated cost of $59.8 million. We reviewed the contract and 
found that the estimated cost for fiscal year 1989 is $13.4 million less 
than the budget request of $28 million. In addition, we reviewed SSA’S 

current estimate for fiscal year 1989 contractor maintenance services 
and found that it is $1.2 million less than the budget request of $5.9 
million. According to the Director, Division of Communications and 
Records Management, the winning contractor’s proposal was based on 
tariff charges that were about 50 percent less than SSA’S original budget 
estimate. In addition, the difference in the amount SSA originally esti- 
mated for maintenance services and the current estimate is due to (1) a 
more refined calculation of maintenance costs for the headquarters tele- 
phone switch and (2) fiscal year 1988 actual costs that are coming in 
lower than anticipated. 
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Chronology of Events Affecting SSA’s Fiscal 
Years 1988 and 1989 Information Technology 
Systems Budgets 

February 1987 The Department of Health and Human Services submitted SSA’s fiscal 
year 1988 President’s Budget to the Congress requestrng $281.8 
mlllron for Information systems-$165.4 mullion In new budget authortty 
combined with an estrmated $116 4 mrllron In carryover from fiscal year 
1987 

March 1987 

April 1987 

June 1987 

August 1987 

December 1987 

January 1988 
- 

GAO reported,’ that SSA’s carryover balance for tnformation systems 
grew from $11 mullion In fiscal year 1983 to $214 millron in fiscal year 
1987 GAO also reported” that better management of the agency was 
needed, citing the need for Improvements In systems plannrng and 
controls over ADP declsionmakrng and projects. .-__. ~--________~.~-~ -~- 
GAO reported’ that SSA’s systems modernrzatron efforts are 
encountering srgnrfrcant problems. GAO recommended that SSA scale 
back and redirect the modernrzatron program __~- 
In a letter to Senator Chrles, the SSA Commrssioner acknowledged the 
problems In the modernrzation program and stated that she was 
directing: 1) a refocusing of the systems modernizatron program and 2) 
the establrshment of a Systems Revrew Board operatron to improve 
informatron systems management. 

GAO reported” that SSA would carry over an estimated $181 mrllion 
Into fiscal year 1988. GAO identified justification for $187 mtllton In 
rnformatron systems projects for ftscal year 1988. In commenting on 
GAO’s report, SSA stated that the agency was revising Its fiscal year 
1988 rnformatron systems request downward rn response to the 
Commissioner’s refocusing. 

Congress approved $53 million In new budget authority for SSA’s 
InformatIon systems The new authority, combined with an estimated 
$215 mrllion In carryover from fiscal year 1987, provided the agency 
with $268 mtllron In total spending authorrty for fiscal year 1988. _____~-- 
SSA adjusted Its carryover total upward to $221 mrllion. SSA Identified 
the need for $221 million for informatron systems activities in fiscal year 
1988 and earmarked the $53 mrllion to fund expenses In the 
adminrstrative account The Commissioner ordered agency managers 
to revrew lnformatron systems projects and reassess spending 
pnontres for fiscal years 1988 and 1989. 

January 1988 

February 1988 

___- 
SSA Issued Its Agency Strategic Plan for the year 2000, providing 
overall direction for attaining long-range goals and a basis for focusing 
the agency’s modernrzatron efforts The plan Identified 17 early 
projects that are to be undertaken tmmediately __- 
The SSA Commrssroner approved the revised fiscal year 1988 
rnformatron systems operating budget of $221 millron. The Department 
of Health and Human Services submltted SSA’s fiscal year 1989 
budget justrficatron to the Congress requesting $221 million for 
InformatIon systems. SSA estimated there will be no carryover of funds 
Into fiscal year 1989. 

March 1988 

April 1988 

SSA provided the House Subcommrttee on Labor, Health and Human 
Services, and Education, Committee on Appropriations, a report on the 
refocustng rnrtiatrve. The report rdentrfred four major categories for 
systems Initratlves~ (1) better overall direction, (2) renewed emphasis 
on customer service, (3) Increased focus on software, and (4) better 
management 

In a letter to Senator Chrles. the CornmIssIoner provided a status 
report on the agency’s refocusing efforts 

(contrnued) 
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Appendix KU 
Chronology of Events Affecting SSA’s Fiscal 
Years 1988 and 1989 Information Technology 
Systems Budgets 

April 1988 

May 1988 

GAO reportedd that from fiscal year 1985 to fiscal year 1989, SSA’s 
ADP expenditures decreased from 66 percent of the information 
systems account to an estimated 53 percent, while the agency’s 
telephone system expenditures increased from 34 percent of the 
account to an estimated 47 percent. 

SSA’s Systems Review Board submitted Its recommended revisions 
on the agency’s fiscal year 1989 information systems budget to the 
Commissioner for review. 

aADP Budget, SSA’s lnformatfon Technology Systems Budget Requests and Obllgatfons (GAO/IMTEC 
87.15FS, Mar. 10, 1987) 

“Socral Secunty Admintstratfon Stable LeadershIp and Better Management Needed to Improve Effec- 
tweness (GAO/HRD-87-39, Mar 18, 1987). 

‘ADP Systems SSA’s Modernization Efforts Need Redfrectfon (GAO/IMTEC-87-16, Apr 10. 1987) 

“ADP Budget, Analysrs of SSA‘s Fiscal Year 1988 lnformahon Technology Systems Budget, (GAO/ 
IMTEC-88-37, Aug 6, 1987) 
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Appendix IJ 

Objectives, Scope, and Methodology 

In March 1988, the Chairman of the Senate Committee on the Budget 
requested us to (1) assess any changes SSA made in its information sys- 
tems plans and budgets for fiscal years 1988 and 1989, (2) review the 
agency’s funding requirements for fiscal year 1989, and (3) estimate the 
carryover of unobligated funds at the end of fiscal year 1988. The 
Chairman also asked that we provide information on various trends in 
the major elements of the information systems account. Our April 1988 
fact sheet’ addressed this portion of the request. 

To assess the changes made by the agency to information systems 
budget plans we reviewed 

l the agency’s budget submissions for fiscal years 1988 and 1989 to deter- 
mine what major information systems projects’ were revised in each fis- 
cal year, 

l Information Technology Systems Review Staff reports to analyze the 
explanations given for the revisions, and 

l Systems Review Board minutes of the discussion and approval of the 
revisions to information systems projects by the board. 

We did not review documents related to projects not requiring Office of 
Management and Budget 43b exhibits. 

To assess SSA’S fiscal year 1989 funding requirements for automated 
data processing projects and telephone projects, we reviewed and 
analyzed 

l SSA’S fiscal year 1989 President’s Budget submission, 
l recent GAO reports on SSA that identified areas of concern with the 

agency’s information systems activities, and 
l supporting contract documentation on information systems projects. 

To estimate SSA’S carryover balance for fiscal year 1988, we reviewed 

l Information Technology Systems reports on the status of funds to iden- 
tify the agency’s unobligated funds balance for fiscal year 1988, 

l Information Technology Systems Review Staff reports on the monthly 
projection of the carryover balance to analyze the agency’s estimate of 
the carryover balance, 

‘GAO/IMTEC-8%33FS. April 20. 1988. 

‘Major information systems projects are disclosed in exhibit 43B in accordance with Office of Mar- 
agement and Budget Circular A-l 1. 

‘. 
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Appendix TV 
Objectives, Scope, and Methodology 

. Systems Review Board minutes to determine all major’ changes to infor- 
mation systems, and 

. Individual Procurement Plan Schedules to assess the agency’s ability to 
meet contract milestones for fiscal year 1988. 

In addition, we interviewed 

. SSA project officers within the Office of Systems to determine cancella- 
tions, changes in scope, and methods used in determining (1) the effect 
that these actions may have on the fiscal year 1988 carryover balance, 
and (2) project costs for fiscal year 1989; 

. SSA contracting officers within SSA’S Office of Acquisitions and Grants, in 
order to identify projected contract award dates, validate project 
requirements and estimates, and identify lead times for future 
procurements; 

l General Services Administration officials to determine the status of 
agency procurement requests; 

. the agency’s Chief Financial Officer, and the Director, Information Tech- 
nology Systems Review Staff, to determine (1) SSA’S carryover projec- 
tion, (2) the status of SSA’S fiscal year 1989 President’s Budget request, 
and (3) the impact of the Systems Review Board on SSA’S information 
systems budgets; 

. officials from the Department of Health and Human Services to deter- 
mine the status of SSA’S fiscal year 1989 President’s Budget request; and 

. the Director, Division of Communications and Records Management, 
Office of Material Resources, to assess SSA’S telephone requirements. 

We performed our review at SSA headquarters in Baltimore, Maryland, 
and at the Department of Health and Human Services in Washington, 
D.C., between February and July 1988. Our review was performed in 
accordance with generally accepted government auditing standards. 

“The Systems Review Board approves all changes to information technology systems projects over 
$100.000. 
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Appendix I- 

Comments From the Department of Health tid 
Human Services 

DEPARTMENT OF HEALL H b HUMAN SERVICES Office of Inspector General 

WashIngton. D.C. 20201 

Mr. Lawrence H. Thompson 
Assistant Comptroller General 
U.S. General Accounting Office 
Washington, D.C. 20548 

Dear Mr. Thompson: 

Enclosed are the Department's comments on your draft report, "ADP 
Budget Analysis: SSA's Information Systems Funding for Fiscal 
Years 1988 and 1989." The enciosed comments represent the 
tentative position of the Department and are subject to 
reevaluation when the final version of this report is received. 

The Department appreciates the opportunity to comment on this 
draft report before its publication. 

Sincerely yours, 

T:, “\, . ,? 
>\ 

\( 
L.i\.,L 

.l 

Richard P. Kusserow 
Inspector General 

Enclosure 
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Commenta From the Department of Health 
&UldHMUUIservIceS 

Nowonp.3. 

Now on p. 5. 

Now on p. 6. 

COMMENTS OF THE SOCIAL SECURITY ADMINISTRATION ON THE GENERAL 
ACCOUNTING OFFICE'S DRAFT REPORT, "ADP BUDGET ANALYSIS: SSX'S 
INFORMATION SYSTEMS FUNDING FOR FISCAL YEARS 1988 AND 1989" 

The General Accounting Office (GAO) analysis understates the 
Social Security Administration's (SSA) information systems 
requirements for fiscal year (FYI 1989. SSA has sufficient high 
priority and approved projects to justify the full President's 
Budget request of $221 million. Regarding the FY 1988 carryover 
balance, SSA is focusing high level management attention on the 
execution of the FY 1988 ITS budget to ensure that carryover, if 
any, is minimal. 

We have the following additional comments on the noted sections 
of this report. 

Page 5 

. ..$221 million in carryover available to obligate for 
information systems projects in FY 1988. 

SSA Comment 

Actual carryover is $215 million. The difference is due to SSA's 
estimate of recovery of prior year obligations during FY 1988. 

Page 9 

From our analysis, we identified plans and associated 
requirements for $204 million. 

SSA Comment 

This statement should be modified to state that GAO did not 
conduct a complete analysis of SSA'S FY 1989 requirements and 
that its findings are preliminary. GAO did not evaluate the 
revised or new FY 1989 requirements specified In a project list 
totalling over $240 million that was recommended to the 
Commissioner of SSA on May 18, 1988 and provided to GAO during 
the COurse of its review. 

?ace 11 

. . . can 
.4i'_h 

readily replace projects that are cancelled or delayed 
?ro;ects that are not on the original recommended list. 

SSX Ccnment 

A !. 1 funding for FY 1989 are 
t n 

projects that SSA is now considering 
tne recommended project list. Because of budget limitations, 

SSh 'das unable to include some of the projects in the 
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Comments From the Department of Healtl~ 
and Human Servicea 

Now on p. 7. 

(610266) 

$221 million planned funding level for EY 1989. If funds become 
available, SSA will fund these other recommended projects. 

Paces 11 and 12 

The $7 million EY 1988 carryover projection results from prior 
year recoveries of unexpended funds and from EY 1988 contract 
awards that either were or will be awarded lower than the 
budgeted amount. 

SSA Comment 

In addition to the above mentioned circumstances resulting in 
FY 1988 carryover, some carryover amounts may result from 
cancelled or deferred projects. Also, the projected $7 million 
in carryover may be needed to meet higher than originally 
estimated costs for some major projects to be awarded in Fy 1988. 
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U.S. General Accounting Office 
Post Office Box 6015 
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The fit five copies of each report are free. Additional copies are 
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