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STATE OF CONNECTICUT 

TEACHERSô RETIREMENT BOARD 
21 GRAND STREET HARTFORD, CT 06106-1500 
Toll free 1-800-504-1102 x 8402  (860) 241-8402   Fax (860) 525-6018 

ñAn Affirmative Action/Equal Opportunity Employerò 
www.ct.gov/trb 

 

 August, 2008 

 

The Teachersô Retirement Board (TRB) created a strategic business plan to identify and 

articulate its goals and the resources necessary to achieve them.  A well-defined plan 

provides the TRB with the ability to assess progress in measurable intervals and give it the 

ability to modify direction in response to a changing environment. 

 

Strategic planning requires a clear understanding of TRBôs objectives, resources, operating 

environment, and the expectations of clients served.  A disciplined approach was used by 

TRB in development of this plan.  Information about the current and anticipated 

environment was gathered, experiences were examined, and assumptions tested. 

 

Throughout the planning process, TRBôs focus was on identifying and articulating those 

organizational decisions that are most important to achieving success.  TRB gratefully 

acknowledges the valuable assistance and input of staff and clients in the preparation of 

this Strategic Business Plan  

 

 Sincerely, 

 

 

 

 Darlene Perez, Administrator 

 Teachersô Retirement Board 

 

http://www.ct.gov/trb
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Executive Summary 
 

The Teachersô Retirement Board (TRB) began its strategic planning process using basic planning 

and project management techniques.  Several facilitated workshops were held throughout 

December 2007 and January 2008 to identify and document the Boardôs Mission, Values, and 

Vision.  The current state of the Board was assessed and documented using standard SWOT 

analysis (Strengths, Weaknesses, Opportunities, and Threats).  Important objectives were 

identified and strategies developed to achieve them.  Members representing both the Accounting 

and Benefits Divisions, from all organizational levels, and retired teachers serving on the Board 

participated in these sessions.  

 

The Teachersô Retirement Board contracted with CEM Benchmarking Inc. of Toronto, Canada to 

conduct an analysis of the operational costs and efficiencies as compared to other pension 

systems.  Seventy five (75) global pensions systems participated in the benchmarking (38 

national, 11 Canadian, 17 European, and 9 Australian).  When evaluating costs and performance, 

comparisons were against a ñpeerò group with systems similar to Connecticut in membership and 

complexity. 

 

Mission Statement 

 

The mission of the Teachersô Retirement Board is to administer the 

State Teachersô Retirement System. 
 

The Teachersô Retirement Board pension system is the only retirement system for public school 

educators in the State of Connecticut and replaces social security benefits.  Administration of the 

Board encompasses several unique products and services to the active and retired teachers.  In 

addition to pension benefits, other services available through TRB include health insurance for 

those 65 years of age or older, subsidized health insurance for those less than 65 years of age, 

voluntary savings, financial reporting, benefit and service credit statements, and salary and 

account balance recordation and reporting.  Investment of the teachersô pension fund is 

controlled by the State Treasurer. 
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The diverse nature of TRB products and services requires several core competencies within TRB 

staff: 

 

 Financial:  general accounting expertise is required as well as detailed knowledge of 

the TRB pension system and retirement accounting. 

 

 Health Insurance:  General knowledge of health insurance and specific knowledge of 

the health insurance options available to TRB customers is required. 

 

 Technology:  The data collected and stored by the TRB is subject to the Health 

Insurance Portability and Accountability Act (HIPAA).  Secure storage of HIPAA 

data requires IT staff knowledgeable in intrusion detection techniques and safeguards 

at the application level (system developer knowledge and skills) and network level 

(technical analyst knowledge and skills).  Data backup and restore capabilities along 

with processes to validate data integrity are essential to insuring that teachers receive 

their accurate and timely pension checks and benefits. 

 

 Legal Expertise:  Knowledge of pension law and insurance law at the generalist level 

is necessary to ensure TRB compliance with applicable state and federal statutes for 

pensions and health insurance. 

 

 Communication:  TRB must respond to the concerns of 30,000 retired or soon to be 

retiring teachers.  Retirement is a major milestone which engenders numerous 

questions and a high degree of anxiety.  Well-developed interpersonal skills and the 

ability to present technical information with clarity is essential. 

 

Value Statement 

Core values are integral to administering the products and services offered by 

the Teachersô Retirement Board. 

 
ü TRB interactions with clients, staff, and vendors will be conducted with integrity and in 

accordance with the highest ethical standards. 

 

ü TRB staff will deliver quality, accurate information and communicate in a knowledgeable 

and timely manner. 

 

ü TRB staff will demonstrate patience, diplomacy, consistency, and efficiency in delivering 

products and services. 
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Vision Statement 

The Teachersô Retirement Board will be a premier provider of pension benefits 

by offering easily accessible, timely and accurate information and services. 
 

Profile and History 
 

The Teachersô Retirement Board was created in 1917.  The provisions of the Teachers' 

Retirement System are contained in Chapter 167a of the Connecticut General Statutes to provide 

retirement, disability, survivorship and health insurance benefits for Connecticut public school 

teachers and their beneficiaries. Benefits of the program are funded by employee contributions, 

state appropriations and investment income. The program is intended to provide financial 

security at retirement for career Connecticut public school teachers and to replace lost income. 

System members are informed of their benefits and claimant rights and responsibilities via 

annual statements, newsletters, and topical publications.  In addition, individual counseling 

programs are available, on a limited basis, to assist members in the retirement planning process.  

 

The agency is committed to providing the necessary information to make intelligent and 

informed decisions regarding disability, retirement, survivor, and health benefits. Each non-

retired member receives an Annual Statement of Benefits that provides a complete record of their 

credited service and earnings history.  In addition to various topical publications and brochures, 

the agency continues to improve and expand its website www.ct.gov/trb  

 

In comparison with median peer organizations of similar size and complexity, TRBôs per 

member administrative cost is $27 (active and annuitant) compared with a median of $73.  In 

fact, the $27 per member was the lowest cost of any of the 75 national and international pension 

systems participating the in the benchmarking analysis. 

 

http://www.ct.gov/trb
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Current Position 
 

The TRB workgroup conducted a SWOT analysis during one of the facilitated workshops 

(Strengths, Weaknesses, Opportunities, and Threats). 

 

Strengths of the TRB include staff knowledge, well -documented procedures, training programs, 

pension processing and quality communications with state and local Boards of Education.  These 

strengths were confirmed in the CEM benchmarking analysis which found that 95% of CT TRB 

annuity pensions are paid without an interruption of cash flow compared to 94% of the peer 

group.  On average 0.1% of CT TRB payments were late or misdirected; better than the peer 

average of 0.3%.  All of CT TRB forms are available online compared with 55% of the peer 

groupôs forms. 
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Weaknesses- Human Resources, Technology, and Accessibility. 

 

Limited staff numbers result in an organizational inability to quickly respond to client inquiries.  

Staff are faced with competing priorities on a daily basis: does one respond to the client inquiry 

or process the paperwork necessary for the pension or health benefits to be activated.  Staff 

limitations also hinder TRBôs ability to stay current on changing pension administration 

requirements.  The small size of the agency makes for limited advancement.  Due to the 

complexity of the system it takes three ï five years to fully train new staff on our business. 

 

Existing technological limits and complexity, coupled with a largely paper-driven work flow 

result in inefficiencies.  Clients are unable to access the data system to review or update their 

records.   

 

Since retiring teachers are generally in the classroom during working hours, they frequently are 

unable to take or make calls so speak with TRB staff other than during break and lunch periods. 

 

 

Opportunities for improvement exist in customer service, identification of new approaches for 

business processes, upward mobility and training of staff, dialog with other statesô teacher 
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retirement boards, legislative changes, and outsourcing of technical services, e.g. legal, actuarial, 

and IT. 

 

Threats, purely from a planning perspective, are the standard checks and balances faced by all 

state agencies.  Increasing demand for services, limited budgets, and mandatory policy and 

procedures limit flexibility and freedom to act. 

 

A benchmarking analysis completed in 2007 confirmed TRBôs internal SWOT analysis. 

 

Goals and Objectives 
 

The Teachersô Retirement Board has identified four overarching objectives that will impact all 

levels of the organization: 

 

1. Quality Review and Management Improvements 

2. Increased Training 

3. Interactive Information and Data Flow 

4. Improved Communications 

 

Quality Review and Management.  The TRB will establish an internal review committee by 

January 1, 2009.  The committee will be responsible for reviewing TRB processes and 

procedures for effectiveness and accuracy.  It will also monitor financial and tax information for 

compliance with IRS and other laws, and assess archiving options to protect the documents 

collected and stored by the TRB on over 82,000 teachers (28,000 annuitants and 54,000 active 

members). 

 

Increased Training.  Ever-changing federal and state laws governing pension benefits, taxes, 

and health insurance require that TRB provide a mechanism to improve the quality of staff 

knowledge.  TRB envisions extensive annual training augmented by educational workshops 

which would be structured to accommodate either on-site or web-based power point 

presentations.  For added value where appropriate, TRB will prepare the staff training materials 

that can also be used for presentations to active or retired teachers. 

 

Interactive Information and Data Flow.  TRB is largely a paper-based organization with the 

concomitant limitations on storing and accessing information.  TRB envisions significant 

advancements in the ability of clients and TRB staff to interact with records and data.   
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Options available to TRB include: 

 

 a phone system with interactive voice response, 

 web-based access for clients to view/update accounts for deposits, benefits, address, etc. 

 electronic application filing, 

 an interactive web site, and  

 an intranet for posting policies and procedures. 

 

Communications.  TRB must be able to communicate quickly and accurately with a variety of 

stakeholders including state and local Boards of Education, beneficiaries, the legislature, other 

state agencies, unions, and educational institutions for students from birth through the university 

level.  This is in addition to the 28,000 retired teachers and an estimated 1,500 soon to be retired 

teachers.  TRB envisions creating a communications center to respond exclusively to email, 

telephone, and written requests.  This would allow staff processing paperwork to continue to do 

so without interruption. 

 

Implementation Strategies 
Goals, priorities, motivation, and leadership are not enough to ensure success; people must have 

the right tools, information, and opportunities.  

 

The SWOT analysis confirmed that TRB excels in all aspects of the business that relate to 

recording account data for its members and the printing and delivery of payments.   

 

A single area was identified as the focus of TRBôs strategic planning efforts, that is: 

 

Improve Customer Service. 

 

Several strategies were identified that would improve customer service ranging from immediate, 

no cost implementation to those requiring funding and several years in three major areas. 

 

1. Make the services of TRB more accessible to the users. 

2. Up-date the current system to an interactive, web-based process. 

3. Manage competing priorities within TRB to better serve the customer. 

Make the services of TRB more accessible to the users 

Improved phone system.  Current technology allows TRB to design a telephone system allowing 

clients to select the area of interest, provide TRB with the ability to track and report on the 

number and type of calls, is expandable and able to incorporate new features and functionality 

such as IVR (interactive voice recording), and can be administered and maintained at the agency 

level.  CEM benchmarking found 23% of CT TRB calls resulted in desired outcomes compared 

to 87% of peer group calls.  Seventy-six point five percent of CT TRB calls during business 

hours do not get through compared to the peer average of 12.8%.  The call wait time for CT TRB 
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callers was 660 seconds (11 minutes) on average compared to 143 seconds (2.4 minutes) for the 

peer group. 

 

 
 

 

Develop and implement a Communications Center.  The focus of the Communications Center 

would be to handle all TRB communications and schedule appointments with customers.  This 

would leave staff in the benefits and accounting sections free to focus on processing transactions.  

Communications Center staff would have access to a memberôs data base containing all 

information related to salary, credit history, beneficiaries, home address, phone numbers, and 

non-pension benefit and options elections. 
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Most companies and government entities, including the State of Connecticut, offer retirement 

counseling to employees.  TRB currently does not offer this service, yet it is the one most 

requested by new retirees.  People thinking about retirement are anxious about the process and 

outcome.  The CEM benchmarking analysis found that all of the comparison peer group offer 

either individual or group counseling.  CT TRB does not provide an estimate of the pension on 

the annual member statement while 73% of the peer group does. 

 

The CT TRB peer group provided counseling as follows: 

 

 Walk-in traffic counseled in-house    38% 

 Pre-scheduled in-house     39% 

 Field locations separate from the memberôs employment 12% 

 At memberôs place of employment      9% 

 Via teleconference        2% 

 

Retirement Seminars are an effective vehicle for presenting information to teachers interested in 

learning more before making the decision to retire.  Retirement seminars can be regionally based 

or in-house at the TRB offices. 
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Develop a newsletter for members. 

 

 
 

Develop a Microsoft Powerpoint and/or video to provide an explanation of benefits.  Align the 

on-line retirement information with the hard-copy paper hand-out. 

 

Develop a video conferencing program that could be accessed from any computer, similar to that 

offered by the Department of Education. 

 

Issue new member welcome kits; CT TRB does not issue welcome kits while 73% of the peer 

group does. 

 

Change the work hours of TRB staff to accommodate teachersô schedule with more TRB staff 

available in the mornings and evenings ï expanding to holidays and weekends as funding and 

union contracts allow. 

 

 
 

CT TRB cost for mass communication is $2 per active member.  This is below the peer median 

of $7. 
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Up-date the current system to an interactive, web-based process. 

 

Replace the existing pension system with a secure, interactive web-based reporting and benefits 

application filing system.  Current programming requires TRB staff to update all client records.  

An interactive application would provide clients with the ability update their own demographic 

records.  Documents to clients would be integral to the process.  Detailed business requirements 

would be developed as a component of the RFP.  CEM Benchmarking found CT TRB members 

unable to access their own data in a secure environment compared to 73% of its peer group.  The 

inability of members to update their own records is reflected in the inordinately high number of 

calls, emails and letters that CT TRB staff must address: 238 per 1000 inactive members versus 

157 per 1000 inactive members for the peer group.  Upgrading the system will also assist in 

attenuating the current 15% rate of members reporting data errors on their member statements 

compared to the peer average of 2%. 
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Move to vendor supported system.  TRB will  maintain vendor support for any future pension 

system.  TRB purchased the application source code for the current pension system.  As a result, 

TRB is responsible for all modifications and upgrades and is unable to take advantage of vendor 

upgrades or assistance. 
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Develop a document management system with imaging and automated work flow system for all 

incoming filings.  To expedite, electronic transfer data to the appropriate staff member for the 

next step in the processing.  This will also nearly eliminate the number of lost and misfiled 

records. 

 

 
 

TRB has several processes on the DoIT mainframe that can be eliminated.  Eliminate access to 

TRA1 (retirement module) by January 1, 2008.  Eliminate access to TRMA by January 1, 2013. 

 

TRB will review its check processing options to determine if computer files that generate the 

printing of pension checks can be submitted directly to the Office of the State Comptroller, 

eliminating the current routing of the print request through the DoIT mainframe. 

 

TRB will establish a refresh cycle for PCs, servers, and switches to maintain current technology.  

 

Review the DOIT products and services to determine what can be provided by DOIT to augment 

TRB IT staff.  For example, DOIT offers monthly services that will provide a weekly update of 

TRB desktops to ensure that all versions and virus controls are up to date. 
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Assess ways to disaster recovery capabilities. 

 

 
 

Manage competing priorities within TRB to better serve the customer. 

 

CT TRB spends $1 per active member and annuitant on a governance process.  This is 

significantly below the peer median of $9.  Improved governance opportunities include the 

following. 

 

Reengineer business processes to leverage cross-training. 

 

Utilize workflow process within current system and queue to a team rather than an individual to 

avoid bottlenecks. 

 

Implement document management for electronic storage of existing documents and member 

filings. 

 

Create internal review committee to review processes for effectiveness and accuracy. 

 

Schedule regular meetings with agency staff. 

 

Develop a TRB Intranet for posting and sharing of agency policies and procedures. 

 

Expand the monthly report and use that as a communication vehicle for educating staff of issues 

and priorities. 

 

Periodically solicit feedback from members their satisfaction with TRB services through focus 

groups or surveys. 
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Planning 
CT TRB has identified and aligned major projects to modernize the agency and provide members 

with accurately and timely delivery of information critical to a life-changing event ï retirement.  

Some projects can be accomplished within existing resources; other projects will require 

implementation funds.  Projects with an asterisk are those that require funding. 

 

CT TRB is mindful of the fact that itôs multi-year average (2005, 2006, and 2007) for major 

project costs was $0 per active member and annuitant compared to the peer median of $7 per 

member.  CT TRB cost for governance is $1 per member ï well below the peer median of $9. 
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Schedule of Steps TRB must take to meet teachers retirement needs.  Projects with an * 

require funding. 

 

 

January 2008.  Align the on-line retirement information and format with the paper retirement 

information and format.  (Completed January 24, 2008) 

 

January 2008.  Cross Unit Training.  TRB initiated routine meetings with all agency staff.  Staff 

meetings include unit reports as an element of cross unit training. 

 

January 2008.  Eliminate access to TRA1 (retirement module).  This initiative was completed on 

January 1, 2008. 

 

March 2008.  Develop a Microsoft Powerpoint presentation that will be available through the CT 

TRB web site that will provide users with an explanation of benefits and the filing process.  

Powerpoint in ñtest modeò, scheduled to publish on web in September, 2008. 

 

April 2008.  Improve phone system.  TRB deployed a new phone system in April, 2008.  Each 

staff member now has a voice mail box for customers use.   

 

April 2008.  Modify the work hours of TRB staff to add more coverage during the morning and 

evening hours.   

 

*July 2008:  RFI published for an interactive website and pension administration system.  

Responses were received August 15, 2008. 

 

September 2008:  TRB will request a budget option for interactive website and pension 

administration system. 

 

October 2008 through January 2010.  CT TRB will establish an internal review committee with a 

particular focus on fraud prevention. 

 

October 2008.  CT TRB will assess customer satisfaction through annual surveys. 

 

*January 2009.  TRB will establish a refresh cycle for PCs, servers, and switches to maintain 

current technology standards and to eliminate out of date and unsupported hardware and 

software.  

 

April 2009:  Begin updates to the TRB Summary Plan Description.   

 

April  2009.  TRB will review its check processing options to determine if computer files that 

generate the printing of pension checks can be submitted directly to the Office of the State 

Comptroller, eliminating the current routing of the print request through the DoIT mainframe. 
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*April 2009.  Change the work hours of TRB staff to accommodate teachers schedule.  This 

initiative requires that CT TRB employ additional staff for the additional hours and conform with 

union contracts for changes in work schedules. 

 

July 2009.  Review the DOIT products and services catalog to determine those services that can 

be provided by DOIT to augment TRB IT staff.  For example, DOIT offers monthly services that 

will provides a weekly update of TRB desktops to ensure that all versions and virus controls are 

up to date. 

 

November 2009.  Develop a video or web based conferencing program. 

 

*January 2010.  Communications Center.  CT TRB has begun writing scripts to standardize 

responses.  Management has reviewed workflow, staff, and union contracts and determined that 

three additional staff at the level of ñconsumer information representativeò (AR 20 pay plan with 

a beginning salary of $51,973) are required in order to establish a communications center 

capable of responding to calls, emails, correspondence and walk-ins. 

 

*April 2010.  Replace the existing pension system with a vendor supported, web-based 

interactive access, secure access, interactive reporting and the ability to file electronically.   

 

*July 2010.  Initiate regionally based retirement seminars. 

 

*July 2010.  Begin offering counseling services for retiring teachers.  This would require one 

Retirement Counselor (SH 19 pay plan with a beginning salary of $47,950) and one Assistant 

Retirement Counselor (SH 17 pay plan with a beginning salary of $43,507).  

 

September 2010:  Issue new member welcome kits; contingent on completion of revisions to the 

Summary Plan Description. 

 

*July 2011.  Develop a document management system with imaging and automated work flow 

system for all incoming filings.  To expedite process by electronic transferring to the appropriate 

staff member responsible for the next step in the processing and improve efficiencies.  This will 

also nearly eliminate the number of lost and misfiled records. 
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Project Task Summary and Work plan 
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Align web content with paper forms                         
Cross Unit Training                         
Eliminate mainframe component (TRA1)                         
Power Point presentation for explanation of benefits                         
Implement improved phone system                         
Modify work hours of staff to accommodate teachers 
schedule (holidays and weekends) 

                        

Modify work hours of staff to accommodate teachers 

schedule (mornings and evenings) 
                        

Establish internal review committee and document 
procedures 

                        

Assess customer satisfaction through periodic surveys                         
Establish Communications Center                         
Implement work flow processes from existing system                         
Establish a refresh cycle for PCs, servers and switches                         
Assess  DoIT Products and Services Catalogue 
offerings 

                        

Review check processing and determine possibility of 

direct submittal to the State Comptroller 
                        

Replace existing system with web-based, vendor 
supported system 

                        

Initiate counseling services for retiring teachers                         
Implement regionally-based retirement seminars                                         
Deploy document management system with imaging 
and automated workflow. 

                        

 Can implement within existing constraints 

 Funding Required 


