


















Administrative services 

The combination of a Bureau of AdmInistrative Services merges flve entities: 

Bureau of Supply and Service 
Bureau of Personnel . 
Bureau of Quality Assurance 
Office of Public Affairs 
Office of Equal Opportunity 

The bureau consolidates the smallest organizational units in the agency with 
less than 100 employees in total. Although these current bureaus have 
divergent functions. the pl1mary objective of each of these units 18 to provide 
spec1flc advice or services to the entire agency. Providing centralized control for 
these support functions w1ll assist the RRB in maximizing the utllization of Its 
human and physical resources. 

Certain aspects of these services such as folder preparation in the Bureau of 
Supply and Service and the measurement of benefit aCCU:f8CY in the Bureau of 
Quality Assurance should be transferred to the Bureau of Benefit Payment 
Programs so that the focus of this bureau will be on agency-wide services. 
There also exists inherent interrelationships between the Bureau of Personnel 
and the Office ofEqual Opportunity with respect to h1rtng. promotion and the 
implications of labor relations; the OIG recommends these functions be 
combined. 

SImilar to Legal Affairs, a separate organization of AdminIstrative Services 
should allow for efficiencies in the performance of routine reporting and 
administrative tasks. 'Ibis consolidation will allow the RRB to most effectively 
manage Its human and physical resources and meet Its customer service 
objectiVeS. 

RECOMMENDATION 

The Office of Inspector General recommends that the Board adopt the 
proposed organizational structure which includes five bureaus that combines 
functional responslbOiUes and emphasizeS agency-wide objectives of customer 
service and efIlclency. 
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ISSUE NUMBER TWO - FIELD OFFICE STRUCTURE 

The OIG Proposal recommended a complete reengtneertng of the fleld service 
with a reduction in the number of omces from 86 to 10 and redUcing the 
number of FTEs by 255. The recommendation conclu,ded that the changing 
demographics within the railroad industry and the availability of automated 
processing technology negated the need for a wide network of fleld oftlces 
where the primary method of service delivery was indMdualintervlews. 

The proposal for 10 omces would provide: 

•	 Sufficient geographic coverage to maintain a local 
perspective and knowledge base while providing for in-state 
coverage for over half of all annuitants and workers: 

••	 Adequate avaflabillty and access to covered employees and 
beneflciarles so that if a personal interview was necessary a field 
representative could respond in a tfmely manner: and 

•	 A concentration of resources located near the highest 
density of covered workers to allow for presentations to 
railroad employers and their employees. Video conferene1ng and . 
similar automated methods could be used toservlce other·more 
remote locations. . 

The most recent actuarial valuation projects a continued decl1ne In the 
number of covered railroad employees and a substantial drop in the number of 
raOroad retirement annuitants within the next ten years. The shift to serv1Dg 
more beneflc1ar1es than active employees should have been accompanied by a . 
shift to a more centralized maintenance of records effort rather than 
continuing the current emphasis on a network of field omces. The service 
requirements for an annuitant should be considerably less than that required 
to support the informational needs of employees as they are applying for 
benefits. 
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The RRB Reinvention Task Force recommended reducing the number of field 
offices to 53 by the end of fiscal year 1998 and concurred with the expanded 
use of automated application and benefit processing methods. The primary 
df1Jerences between the two proposals Is the size of the field servtce to be 
maintained and where the centraUzation of processing should occur. 

The RRB Task Force suggested that each remaining field office would be the 
preferred source ·of service del1veIy. The DIG bel1eves that greater economies of 
scale and greater control can be ach1eved by a central processing fac01ty 
located In the headquarters boUding. The trend to a centraUzed benefits 
processing unit Is also consistent with current practices In private industry 
which has recognized that one on one servicing Is the least efficient method of 
deliVering service. 

The Task Force consolidation of field offices suggests a reduction In FfEs from 
425 to 375 Including the headquarters staff. 1b1s reduction Is insignfftcant 
because although the authorized level Is 425 FTEs the current ut1liza.tion Is 
388 as noted in the detail of the task force report. The net reduction would 
only be 13 below the current level. The DIG recommendation would reduce the 
number ofposttions to approximately 146 FIEst a reduction of 242 FfEs from 
the current level. 

RECOMMENDATION 

The Office of Inspector General recommends that the Board Members 
reengtDeer the field service delivery process by redUcing the number of field 
offices to 10. The cOnsolidation of offices should consider demographic changes 
and alternate methods of service deUvery through more effective use of existing 
technology. 
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The Board Members are also Involved with program activities such as vertfylng 
.the calculation of benefits on Individual cases and providing information to
 
beneftclarles at meetings and conferences. 11lese activities require additional
 
staff. which are typiCally at a higher grade than the agency staff whose tasks
 
they are duplicating. In addition. expending resources on program activities
 
diminishes the amount of time available for policy-type issues. which should
 

. be the primary focus of the Board.. 

Stmtlar to their counterparts In Industry, the Board should concentrate its
 
efforts on an external orientation. Major strategtc direction should be
 
established by the Board and implementation left to those to whom such
 
responsibility has been delegated. An external orientation in this context
 
means Influencing the legislative and budgetary processes to ensure tlui.t the
 

. agency receives the support necessary to carry out the RRB's basic mission, 
the administration of the Raflroad Retirement and RaUroad Unemployment 
Insurance Acts. 

Another example of the current cultural environment is the practice of senior
 
managers and Board Members circumventing the chain of command to obtain
 
information. As long as this type of practice continues, the management
 
structure becomes Ineffective and the authOrity of Individual managers is
 
undermined.
 

To achieve a change In organizational culture. the Board must lead by example 
and develop a strategic plan for the reinvention of the agency. The lOgical 
starting point is the Strategic Plan presented to the Board in December of 1994 
which bas not yet been adopted. . 

The Plan for the agency should be amended and shared with employees. Key
 
.elements should include:
 

• Delegation of authority 

• Employee empowerment 

• Automation efforts 

• Customer service 

• Continuous quality improvement 

• Rewards based upon performance 
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Creating an atmosphere conducive to changtng the organizational culture is 
achieved through communication and training. 

The Board should foster an atmosphere In which employees and managers are 
wf1l1ng to take risks to improve the agency. This can only occur If the 
~ployees are not afraid of making mistakes. Otherwise. employees and 
managers will resort to Inaction rather than take an action which may result In 
criticism.· 

Changes to the existing culture can assist In streaml1mng the agency. When 
.managers are provided a spectftc performance measure to a~eve. delegated 
the authorUy to get the tasks completed. empowered to make the day to day 
deciSions. and do not feel threatened by making mistakes. they will cut 
through the red tape to accomplish their mission. 

True commitment to modern management prinCiples must be a top down 
initiative. The Board must demonstrate to employees that change is occun1ng 
through appropriate delegation of responsibility and the authOrity 
commensurate with that responsibility. 

RECOMMENDAnONS 

To initiate a change In the organizational culture of the agency. the Board 
Members should: 

•	 Communicate to employees how the agency will focus on 
the dellvery,of services to its customers In the future: 

•	 Evaluate the management tasks performed In their office to 
identify staff ~educt1ons and decisions that can be delegated to a 
lower level and controlled through performance measurement: 

•	 Direct each office and bureau In the agency to perform a stmtlar 
evaluation to ensure thateftlciency is achieved and customer focus 
is maintained: and 

•	 Concentrate their efforts on policy tssues and elimJnate 
mlcromanagement thereby allowtng the chain of command to 
operate effectively. 
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CONCLUSION 

The environment in which the RRB operates Is changing dramatically. In order 
to continue to serve its constituencies as a viable and independent agency, the 
RRB must change the way in which it accomplishes its mission. Current 
operating methods and processes will not support the same level of customer 
service given the reduced level of staffing.currently proposed for the agency. 
More Importantly, customer service will not improve unless new methods of 
operating are employed. 

The time frame in which to respond to the slgnlftcant reductions in staftlng is 
very short. In the past, as agency stafBng decreased. incremental reductions 
were made in the operating bureaus. An analysis of the current and projected 
workloads indicates that the agency cannot continue to make small. 
incremental changes designed to simply meet the authorized staffing levels. 

. Absent a slgntftcant proactive initiative by the Board. the RRB will not be able 
to matntain service levels and address its need to improve the overall control 
environment. 
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