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To provide effective
Business
Optimization
support to our SSA
client offices, |
applied a Design
Thinking and
human-centered
approach to
evaluate needs,
define pain points,
generate ideas, test
the solutions, and
ensure
improvement.

Business Process Optimization
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Identifying and Mapping Out Key Processes

Determining processes critical to workflow success that directly impact customer
experiences, visualizing all steps using process mapping, including inputs, outputs, and
decision points, and identifying stakeholders involved in each step and their roles.

Pinpointing Inefficiencies

Discovering bottlenecks, redundancies, and areas where the process could be improved.
Establishing Clear Objectives

Defining specific, measurable, achievable, relevant, and time-bound (SMART) goals for the
optimization efforts.

Designing Improved Processes

Aiming to eliminate inefficiencies and improve efficiency.

Implementing Changes and Effective Communications

Putting the redesigned processes into action, ensuring proper training and communication
with all teams.

Monitoring and Measuring Performance

Tracking key performance indicators (KPls) to assess the effectiveness of the optimized
processes.

Creating Mechanisms for Continuous Improvement

Regularly reviewing and refining processes based on performance data and feedback to

ensure ongoing optimization.
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Business Process Optimization

|Identifying and IERLE Teams Tools Output
Mapping Out Key e
4 What do we ) [Who has the skills\ 4 What tools and ) What does the team

Processes

. need to do? we need to do the resources do we need produce?
Conducted team-wide oy tasks? for the tasks? a
deep-dives and daily v= O_0O
outreach to clarify K“I/O{'\ @@ ---
processes critical to \__ J \ J \_ J \§ J

workflow success and
delivery of data analytics
output to SSA-OCOMM.

/ \ / \ /Team Knowledge & \ /Data Analysis & \

Data Analysis & Data Tool & Other .
Reporting Expertise Project Management Performance Reports
Analyzing the _YouTube Studio - MS Teams /SharePoint SSA Blogs
oerformance of nation- _ Google Analytics - Qonﬂuence . SSA Targgted Ema|.ls
wide communication - Search Engine - Jira (task tracking) SSA Email Campaigns
of SSA programs and Optimization - Knowledge Capture SSA YouTube Vides
~ . : N Spreadsheets SSA Social Media
services to the public. - Data Visualization . _
Best Practices - Team Output Tracking SSA Website SEO
_Website Spreadsheets SSA Public Service
Optimization - Team Workflow Matrix Announcements
- Tool Capability SSA Paid Media

K / \ / QnalysiSMatrix / k /
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Establishing Clear

Objectives

Identified key S-M-A-R-T
objectives for the team

workflow and output
optimization.

Business Process Optimization
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To enhance the team’s
data analysis and
reporting

\_ %

Teams

4 Who has the skills )

we need to do the
tasks?
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Tools

4 What tools and )

resources do we need
for the tasks?
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S-M-A-R-T Objectives for Optimization

4 \

To enable easier
team management

\_ %

~

ﬁo create a better
organized file storage
system for:

* Team Data Reports
* Team Processes

* Team Knowledge

* Team Continual

Improvement

%
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To enable higher
quality team outputs
of data:

 Data quality

* Completion speed
* Data Analysis
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Productivity Optimization

Pinpointin

pointing IERLE IEEINE Tools Output
Inefficiencies
The mon.thly data slide 4 What do we ) (Who has the skills\ 4 What tools and N ( What does the team )
summaries for SSA- need to do? we need to do the resources do we need produce?

OCOMM leadership
showing SSA outreach
performance were time-
consuming to create and \
assure accuracy due to

tasks? for the tasks?

AN I'I'I )

OCOMM Monthly Impact Report - October 2024 -

their graphics format. Natonal Relases : ja|  Notable

o , -W- e = SOLUTION: Custom
Dewsmg Solutions Team Data Management
& Improving Matrix Providing a
Processes comprehensive month-

to-month overview of

Creating a custom Team
the team’s output,.

Data Management
Matrix to provide a .

comprehensive month- e e ot ' —
to-month overview of the o ‘ =11 =[] =
team’s output, allowing

for greater quality control
prior to submissionin a
slide format to

221,748

I_e a d e rS h i p . 219,717 15,494:332 $390,746

7,273,441 15,494,832 $1,487,92
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Optimizing Tool Utility

Challenge

How to find a
comprehensive
solution to the lack of
clarity and
searchability for the /M
team’s reports,
processes, content,
organizational
information and data?

icrosoft Teams

* File Organization

* File Naming Convention
* Team Training

* Team Collaboration

Devising Solutions \ Project Management Y,
& Improving

Processes - N p N
Developed a new Team Confluence ’ Jira

Records & Knowledge - Process Capture . Assignments ‘1

Ma'nagement System * Process Change - « Team Reporting

by implementing and «  Knowledge Articles «  Team Management

aligning tool \_ ) \_ )

capabilities for
maximum utilization of
Microsoft Teams,
Confluence, and Jira.
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Pinpointing
REEEREES

Identified a pain-point
where the team had
difficulty gathering data
from software tools for
which they had little
expertise, effecting
quantity and quality of
data, and time spent
looking for it.

Devising Solutions
& Improving
Processes

Detailed analysis of
data gathering
capabilities of a readily
accessible and user-
friendly tool, YouTube
Studio, led to the
discovery that this tools
can be used by the
team.

Data Management Optimization

Tasks
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January 1-31,2025

Video Name -Top 5 Keyword Search

volume

Teams

(Who has the skills\
we need to do the
tasks?

OPNO)

O
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Keyword Research and Ranking

Keyword  Current

Difficulty  Video Ri

ank  Video Rank oraction

Previousweek Trend Opportunity CTR-Click

Title Optimization Description Tag
Through Rate  Score

Tools Output
( What tools and \ [ What does the team \
resources do we need produce?
for the tasks?
o .
s

- AN

SOLUTION: Comprehensive YouTube KPI &
SEO Matrix enabling the capture of
additional data points using YouTube Studio
Dashboards to optimize data reporting.

Video Optimization Analysis Engagement Metrics

Suggested

Optimization Relevance  Improvements Time CTR
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Workflow Optimization

' e SOLUTION: Team Workflow & Output Matrix Providing a comprehensive overview of what the team does,
Pinpointing and where the resulting products / output files could be located.
Inefficiencies
The team had no
comprehensive overview
of all their workflows and i
outputs, and where the .

SEA ¥ouTubs
Channel

resulting files could be
located, making it a
time-consuming process
for leadership to get a
summary of what the
team does, or as new
team members came to Moty

the team as support. e G o
Devising Solutions
& Improving
Processes

Capturing information in
team-wide deep dives to
understand their tasks
and training them on the
new procedures for
maintenance of the team
workflow matrix.

Targeted Emall
Campadgns Repori

TARGETED DATA REPORTS

MULTI-DATA REPORTS




Worktlow Optimization

Pinpointing
REEEREES

Assignments may
require time-consuming el
clarifications via email

exchanges orin
meetings and messages.

Team Members
Tasked

Devising Solutions :
& Improving o
Processes

Developing the
Assignment & Workflow
Matrix as a template
guiding and facilitating
clear capture of task
descriptions,
clarifications to
questions,
understanding of
dependencies, and links
to deliverables.

Manager /
Lead

Status

efine as we go

GUIDANCE, PROCESS & HOW TO

& Have the documentation for the app

and Measurement wor
DMC
1 will refine the SEO plan f

Specific Tasks and
Sub-Tasks

Clean up draft

gashboards

Feedback,
Clarifications,
Questions

s there 3 futur

successful?

Dependencies
What is needed to
complete task?

Tools / Knowledge &
Training

Data for Reports and other
Deliverables

CPA Team Information / Guidance

Y & Dashboar

YouTube Studio - link

key words or new

kind of feedback

SEM Rush 0 viewers give us in comments?

Google Analytics GA4

. Views

. Impressions

. CTR%

. Current subscribers

. +/ - from last 28 days

. Top videos

. Watch Times

. Average View Duration for
each video

. Comments / Feedback

NOTES /| TERMINOLOGY:

3ppe

er they int

Ung CaMpagns

YouTube Search Engine Optimization

Deliverable
Location Folder




Resource Management Optimization

Pinpointing
REEEREES

Management had
indicated some
difficulties in assigning
tasks due to a lack of
clear understanding of
team member skills and
often had to repeatedly
clarify the information.

Tool used for each task

Team
Member
Skills
Matrix
Template

Adobe Premier Elements
Word for Windows
PowerPoint
Youtube, Facebook,
Instagram, Linkedin
YouTube Analysis
Google Analytics Producs
Sprinkir
Looker Studio
Talkwalker
Facebook, Instagram, YT
GovDelivery - Granicus
GovDelivery - Granicus
Python - Granicus

Skills or Task Description

Search Engine E-mail Management Team Workspace

Optimization/Performance

Proficiency Rating Project & Comms Products

Devising Solutions
& Improving
Processes

Team Member Skills
Matrix Introduced an
ongoing process of
human resource skillset
capture that aligns team
training, knowledge, and
abilities with tools
needed to support
workflow output.

Team Member

1 Mot Applicable
2 Beginner

3 Intermediate
4 Advanced

5 Expert

Chavez, Anthony
David Domazalski
Christian, Joanne
Griffin, Wayne
Johnson, Anthony
Krieger, Kevin
Martin, Katy
McMillon, Craig
Nichols, Wayne
Sremac, Danielle
Whitney, John
Lynette Fletcher

CERTIFICATES

PMPF, ITIL

RESPONSIBLE FOR

Project Management
Project Management

Analyst

Analyst

Supervisor

Project Management/Comms

PM & Communication Plans

Video Production

All Communication & PM
Products / Web Content

All Communication Products

Project Management

Spreadsheets

Social Media & Marketing

OKR-KPI Framework

SEO Analysis - videos

SEO Analysis - all

SEO Analysis - all

SEO Analysis - all

SEO Analysis - all

SEO Analysis — Social Media

SSA Blogs/website

E-Mail Management

Newsletter Delivery

e-mail / content delivery

AP| - Application Program

Interface

RSN e S ™

S Teamns [ Sharepoint

Confluence

Proficiency Rating




Project Management Process Optimization

A E C
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Challenge 2| Project Management Plan
How to improve the Data Exchange to Increase Child Enrollment
Project Management SSAOROPIDOERPIN OAROIOAERHD

Antainette T. Fard, Acting Branch Chisf Erittany Daviz, Praject

p ro C e S S fo r SSA_ E P M O ’S Anya Olsen, Senior Advisar Manager

Thomas P. Bangs. Pragram Analyst Danielle Sremac,
“alanda Alstan-Clark, Financial Analust Project Manager

Discovery Project to KimHorg
maximize efficiency, Iatiation
St re a m li n e WO r kflOWS Tasks Start Finish Status Deliverables Components Responsible Q2 Q3 Q4 Q1- 2025

. o OCARD OCS DCROP OAG OCIO OB OC ODEPRIK OGC OCIO OISP DCOMM DCO DCEFM Jan  Feb March April May June July Aug Sep Oct Mov Dec
a n d e l_l m | n ate Initial Azzessment of Feasibility We2f2024 - 22002024 completed  Initial Assessment of Matck % n H % % % % %
Engagement with the Office of Commissioner 2242024 ongoing ongoing Assezzment Document " .

re d u n d a n C i e S . Set up discovery team collaboration Hea2024 32024 completed Teams group, Service Plar ®

S O l. u t i O n ldentify Stakehalders

Planning

Tasks Start Finish Status Deliverables
Dizcovery Preparation with the Clearing and 2ZHE0Z g5iz02e completed (1) 50 and (21IGCE

Infarmation Technalagy Investment [ITIP) Proce: 2126/2024 pending  ITIP irtake farm
Analytios, Review and Oversight (DCARDNOfice 22012024 ongoing  Analysis
Dizcovery with The Clearing and Agency SME= a3

e n a b l.l n g a Eegin Operations Business Process Updates (i.c o3

Begin Communications Campaign with States a: 03

b Ig_ p I Ct u re gzg:: g?nf::tilﬁ:;ﬁ:;ons with states if applic. gg
understanding of

Execution

Tasks Start Finish Status Deliverables

p rOJ e Ct e l-e m e nts ’ Ove r a Ei::lﬂ:téoslif;iﬁlg::tz?nd Megatiations gj

. Production Goal - Executives Requesting project 04 1213112024
6-month period.

Monitoring

Tasks Start Finish Status Deliverables

Closure

Tasks Start Finish Status Deliverables




Challenge

The goal was to enable
the SSA-OCOMM and
CPAT team to always be
in a state of
preparedness to
successfully implement
new initiatives, reporting,
or changes.

Analyzing
all external and internal
mission-critical work of
SSA-OCOMM and
utilizing Al tools to
reword for clarity, in
preparation for an
anticipated agency
audit.
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Internal Communications

eadiness Optimization

SSA-DCOMM
Sodial Security Administration - Office of
Communications

354-0COMM-0SDC
Office of Strategic and Digital
Communications

on-Critical Work

social media progra
digital and print written
i ducts and
customer outraa
brand strategi

S5A-0COMM-0SDC-CPA
Communications Planning & Analytics Team

plans with agency
jectand

nd Perfarman




Data Optimization

Challenge

Ensuring data accuracy,
aligning complex multi-
format data structures " o | mproe andincrease sty of 554 ¥o
with compliance, scale, i "
monitoring, and other
organizational needs.

SOLUTION: Strategic
Mapping for YouTube
Data Optimization
Enables easier visual
comprehension of : i v
strategic and tactical
objectives and KPlIs for
the team’s YouTube data
monitoring.
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Challenge

How to implement a
new data-driven OKR-
KPI focus throughout
hundreds of SSA
offices?

Devising Solutions
& Improving
Processes

Created a series of SSA
Training Videos
allowing large numbers
of staff to understand
and implement OKRs
and KPIs in their work,
enabling agency-wide
engagement and
process improvement.

Optimizing Communications

Strategic
Planning

|

OKR/KPI
Framework

Leading Indicator (KPI) Strategic KPI

Lagging Indicator (KPI)
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Challenge

How to enable cross-
functional teamsto
better visualize the
significant SAA
Discovery Project?

Devising Solutions
& Improving
Processes

Created a series of

accommodate differing
team perspectives and
help unify the
approach.

Optimizing Visualization Tools

Child Survivor FY24-Q2 FY24-Q3 FY24-Q4 FY25-Q1

Initiatives Road Map F@? i B o e -E— _
S Q0000000

—>
Planning / Stakeholders identified /

ITIP Proposal

Data Exchange
Project

Discovery Prioritized Report Development &
Enhancement
NAPHSIS
Negotiations
i Initial analysis
Enumeration at b Ongoing state

Birth EAB negotiations Develop system enhancements

@ Initial analysis

Electronic Death
Registration EDR

Communications campaign to bring states on board

= Develop system
Initialassessment & enhancements

outreach
IRS Data
Exchange

i OARO Initiald G‘_l Team formation & collaboration
0 evaluated lis —
OARO SS-5Data Meetings

Kick-off meeting *  Face-to-face
0000 1
RN Reviewing SOW * Online meetings . . .

Brainstorming sessions *  Emails

Feedback mechanisms

il Childlizn Weekly progress meetings . .
Final Briefing Communication Deliverables  Stakeholders
® MS Teams collaborative platfor _
Dependencies .
and Blockers ReqUIrements
Organizational Requirements
Legal & Regulatory Requirem Project Objectives, Scope, Project Plan / Budget /Risks/ Implementing tasks and Menitering qgality of paideerables
5 SOW, Kickoff meeting Resources / Workflow plan workflows, communicating with work, facilitating feed- released,

team, managing timelines and back, ensuring processes performance .

budget, ensuring work is are followed anelxllyzed. reviews

completed. facilitated, project
closure documented

Planning Artifacts

G2 mo=ils Information Techn

(1) determine cal
requirements needed t

Strategy Artifacts

Logs & Registers

Plans (Comms, cost, releas
management plans) paren

Visual Tools /elop an implementation
Reports map for the Systems and
Operations changes needed.

mplishment

Agreements & Contracts
Project calendar, metrics, d

the end of 20

May — December 2024 May — December 2024 2025
5, h, creating initi
ning artifacts, identify s to be done and rshi Critical deadlines:

cal d : o ritical deadlines: Critical deadlines:
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