































































































snjels pue MIIAIAQ [euonerddQ 11 ainSig

sjuswpadxgy
pue suojenjeasy

suopjesadQ pjeid
usweunsesyy sbeionon

Bujyorew
uswalinsesyy sbeianon

uopewpsy pue ubiseq
uswesnsesiy ebeionod

Bujalyoay

uopinjosay
uopsenp Juno)

Ma3jABY JUno)

ejeq Bunoisipay

uopeujweass|q
pue sjonpo.id gjeq

v1va Hsingnd

Buissasoid asuodsay

dnmojjo4 asuodsaluop

aouelsIssy
aJteuUO(}SaNY SNSUs)

suofieso Aiojsues)
e uopesslINUg

L_.
2np dnosn

ajesawnug ajepdn

Buissasoug gl-uopn

= 13|

H
m

asuodseay-}|as jaulau

SUOIEDIUNWWOYD pue
diysiauired pajesbaju)

ainijdes ejeq tadeyq

uonnqguisig
pue Buijuig swio4

V1vQa 3SNOdS3H

Buisseaue) ssalppy

S3SS3IPPY SNSUID
10 3a)epdn |esoq

sweiboid olydeibosy

JAVYHA

ainjonisedju] |

Juswsbeuepy
sansibo jeluussag

aimonuisedyu| plalq

IEMIET)
891A18S [BIULBDB(g

einjonyseyul

s$92In49s abenbue

ubisaq swio4
pue jusuo)

Ayjenuapyuod
pue Aoealld ‘Ajlunoaag

uoneshaju| pue
Bupesulbul swaysAg

Buuesuibug Aening/snsue)

wswabeuep weiboly

wawebeuepy wesboid

1HOddNs

paue)s Jjou
Buguueyd
pajjeleq

unbBag
Apuasau
Bujuueyd
paijtejag

Aemsapun
st Bujuueyd
pajlelag

2020 Census Operational Plan Executive Summary—Version 1.0 15



Table 2: Operational Design Decisions Made to Date

Area Design Decisions Made and Cost Estimating Numbers

Establish Where to Count

In-Office Address Canvass will be conducted for 100 percent of housing units.
In-Field Address Canvass will be conducted for 25 percent of housing units.

The number of Area Census Offices in support of Address Canvassing will be reduced from 151 in
2010 to approximately 30 in 2020.

The crew leader assistant position will be remaved from the staffing structure for In-Field Address
Canvassing due to increased efficiencies from automation.

Administrative records and third-party data sources will be used fo validate addresses within each
block.

Production Address Canvassing begins September 2015.

Motivate People to Respond

An Internet self-response option will be provided and will be available in languages other than
English and Spanish, including those with non-Roman alphabets (number of responses via this mode
estimated at 47 percent after 6 weeks).

Census Questionnaire Assistance will complete interviews by telephone (number of responses via this
mode estimated at 5.3 percent after 6 weeks).

A paper response option will be provided (number of responses via this mode estimated at 11.2
percent after 6 weeks).

= Paper questionnaires will be sent to 20 percent of all housing units during the first mailing.

= Paper questionnaire will be mailed to nonresponding housing units after 2 weeks of self-response
(estimated at 59.7 percent of total housing units).

The 2020 Census will offer respondents the opportunity to respond without a unique census
identification code via the Internet or via telephone agents.

A formal “Notify Me” option will not be offered.

Count the Population

Administrative records and third-party data will be used to identify vacant units (approximately 11
percent of nonresponding housing units removed).

Nonresponding housing units will be visited at least once (approximately 22.5 percent of the remaining
nonresponding follow-up workload resolved through this visit).

Administrative records and third-party data will be used to enumerate remaining nonresponding
housing units (approximately 16.5 percent of the remaining nonresponse follow-up workload
enumerated via these data).

Administrative records and third-party data will be used to reengineer the Vacant/Delete and Coverage
Followup operations.

Coverage improvement operations will be included.

The Nonresponse Followup operation will utilize a reengineered field management and staffing
structure due to increased efficiencies from automation:

« Change in ratio of production enumerators to Census Field Supervisors from 8:1in 2010 to 15:1 in
2020.

= Removal of crew leader assistants.
The Nonresponse Followup operation will consist of production and quality assurance components.

The Group Quarters operation will allow an individual to self-respond and self-identify the group
quarter type for the facility in which he or she resides.

Census Questionnaire Assistance will not collect questionnaire data via e-mail or web chat, nor will it
accept e-mails with PDF attachments, faxes, or Internet uploads of completed Census questionnaires.

Text messaging will not be used as a data collection mode.
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Table 2: Operational Design Decisions Made to Date—Con.

Area

Infrastructure Support
in 2010).

the 2020 Census).

Design Decisions Made and Cost Estimating Numbers

The 2020 Census field office infrastructure will include six Regional Census Centers (reduced from 12

The 2020 Census field office infrastructure will include up to 250 field offices (reduced from 494 in 2010).

The number of training hours for Address Canvassing will be reduced from 35 in 2010 to 28 in 2020;
and for Nonresponse Followup from 44 in 2010 to 28 in 2020.

The training pay rate for Address Canvassing and Nonresponse Followup (both enumerators and
Census Field Supervisors) will be $1.50 lower than the production rate.

The 2020 Census will have two paper data capture centers, reduced from three in 2010.

Whenever technically feasible and cost-effective, enterprise solutions will be used in support of the
2020 Census (e.g., integrated Capture and Data Entry is the planned paper data capture system for

A hybrid cloud design will be used for scaling the Census Enterprise Data Collection and Processing
systems when needed for the 2020 Census.

Release the 2020 Census Results

The tabulated 2020 Census data will be available to the public through the Center for Enterprise
Dissemination and Consumer Service Innovation.

Source: U.S. Census Bureau, Life-Cycle Cost Estimates.

While key design decisions for the major operations
have been made, more work is needed to refine the
design for these operations, to plan and design the less
mature operations, and to design and develop the capa-
bilities required to support the operational design. The
refinements will address the specifics of how the opera-
tions will be executed, the details associated with the
use, acquisition, and timing of administrative records
and third-party data, finalizing workload planning esti-
mates, finalizing decisions on field staffing and office
locations, and clarifying the interactions among certain
operations (e.g., Address Canvassing and LUCA valida-
tion, Nonresponse Followup and Non-ID Processing,
and Group Quarters and Internet Self-Response).

The operational design decisions made to
date are based on planning, research, and
a series of tests conducted between 2012
and 2015.

The Census Bureau has been conducting, and contin-
ues to conduct research, analysis, and tests to inform
the design decisions. The tests are documented in

the 2020 Census Research and Testing Management
Plan, which provides the overarching management and
analysis framework for executing research and testing
projects and integrating the results across projects.
More detailed information about each test is captured
in formal research and test plan documents and in an
integrated master schedule. Detailed test plans and
results are available for review upon request.

U.S. Census Bureau
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As shown in Figure 12, the tests conducted early in the
decade (2012-2015) were aimed at answering specific
research questions (objectives) needed to make deci-
sions on important aspects of the operational design
for the four key innovation areas. Starting in 2016, the
focus shifts to validating and refining the design by
testing the interactions across operations and deter-
mining the proposed methodology for the operations.
In addition, testing of production systems begins

during this time frame and continues through 2018,
with final performance testing to ensure scalability
occurring in 2019. An end-to-end test in 2018 will test
the integration of all major operations and systems.

Table 3 provides a brief description of the operational
tests executed between 2012 and 2015. Table 4 pro-
vides a brief description of the tests planned for 2016
through 2019.

October 2015 October 2018
2020 Census Operational Plan 2020 Census
With Design Decisions Issued Operational Design
Decisions Finalized
Systems Tests conduct Conduct
End-to-End
Develog and Test Test of Performance
Production Systems Systems Testing
. Test '
| Test Full '
: Integration | ; | Conduct
Operational "gest Ir;_pova'gons - ;I'est fi of Self- ' Intggcr%lxn End-to-End
Design Tests rattilnaflic ) - roverele | Response o " Testof
Innovation Areas Individually T UE, GQ, Operations
| Nonresponse | CIES :

2012 2013 2014 2015

2016 2017 2018 2019 2020

Figure 12: High Level View of Tests
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Table 3: Operational Tests Conducted From 2012 Through 2015

Calendar

Year

Description

2012 Public-Opinion Polling A public-opinion survey of attitudes toward statistics produced by the federal
government (focuses on statistical uses of administrative records and third-party data).
Uses the Nightly Gallup Polling.
850 nationally representative housing units telephoned per week.
Started in February 2012 and continues as needed.
2012 National Census Test A study of overall self-response rates and Internet self-response rates.
Conducted from August 2012 to October 2012.
Included 80,000 nationally representative housing units.
2013 2013 National Census Contact | A study of the quality of the Contact Frame (a list of supplemental contact information,
Test such as e-mail address and phone numbers, built from third-party data sources) and
automated processing of census responses lacking a preassigned census identification
number.
Included 39,999 nationally representative addresses.
2013 Census Test An operational study of Nonresponse Followup procedures.
Conducted in late 2013 and involved 2,077 housing units in Philadelphia, PA.
2014 2014 Census Test An operational study of Self-Response and Nonresponse Followup procedures.

Census Day of July 1, 2014.

Included 192,500 housing units in portions of Montgomery County, MD, and
Washington, DC.

Continuous small-scale testing
(ongoing as needed throughout
the decade)

A study of respondent and nonrespondent reactions to new modes of contact and
response (focus on privacy and confidentiality).

Started in January 2014; ongoing as needed.
Includes e-mails to 1,000-2,200 housing units sampled from an opt-in frame.

Local Update of Census
Addresses (LUCA) Focus
Groups

A collection of input on potential LUCA models from eligible LUCA participants
representing various sizes and types of governments across the nation.

46 governmental entities participated.
Conducted from March 2014 through June 2014,

2014 Human-in-the-Loop Test

A simulation of the reengineered field operations using an Operational Control Center
and an enhanced operational control system.

Occurred in November 2014,
87 field and office staff participated.

U.S. Census Bureau
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Table 3: Operational Tests Conducted From 2012 Through 2015—Con.

Calendar

Year |Test Description

2015 Address Validation Test An evaluation of methods for reengineered Address Canvassing.

(started in late 2014) Conducted from September 2014 to December 2014 and included 10,100 nationally
representative blocks (~ 1.04 million addresses).

Evaluated feasibility of canvassing portions of blocks, rather than entire blocks using
both In-Office and In-Field methods.

Conducted from December 2014 to February 2015.
615 blocks with national distribution were listed by 35 professional staff.

2015 Optimizing Self-Response | An operational study of Self-Response procedures.
Test Census Day of April 1, 2015.

Included 407,000 housing units in the Savannah, GA, media market, with 120,000
sampled self-responding housing units.

2015 Census Test An operational study of Nonresponse Followup procedures.
Census Day of April 1, 2015.
Included 165,000 sampled housing units in Maricopa County, AZ.

2015 National Content Test An evaluation and comparison of different census questionnaire content.
Census Day of September 1, 2015.

Included 1.2 million nationally representative households, including 20,000 households
in Puerto Rico and 100,000 reinterviews.

Table 4: Planned Tests

Calendar |

Year Test Description

2016 2016 Census Test Planned to be an operational study of both Self-Response and Nonresponse Followup
procedures.
Census Day of April 1, 2016.
Includes approximately 225,000 housing units per site in Los Angeles County, CA, and
Harris County, TX.

Address Canvassing Test Planned to be an operational study of In-Office and In-Field Address Canvassing

procedures.
Begin in the fall of 2016 and will continue into 2017.

2017 2017 Census Test Planned to be an operational study of Address Canvassing, Self-Response, and
Nonresponse Followup procedures.
Census Day of April 1, 2017.

2018 2018 Census End-to-End Test Planned to test seven major threads that cover the vast majority of the 2020 Census
requirements.
Census Day of April 1, 2018 (Address Canvassing to begin in late 2017).

2019 Post End-to-End Testing Final performance testing to ensure scalability.
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An integrated design is required to ensure
the 34 operations work together to achieve
a successful 2020 Census.

Although each operation is presented separately, the
operations must work together to achieve a success-
ful 2020 Census. Information flows among the opera-
tions as the census proceeds from frame development
through collection of response data to the publishing
and release of the data.

The integration of these business operations requires
integration of the IT systems that support them. This

is a significant effort and is underway. All of the inter-
faces for the 2020 Census are not fully defined at this
time. However, the Systems Engineering and Integration
operation will detail those interfaces as the Research and
Testing phase ends and systems are built for production.

KEY MILESTONES AND RISKS

The 2020 Census has multiple decision
points, milestones, and production dates
that must be met to deliver the final
apportionment and redistricting data.

Figure 13 depicts the key decision points, milestones,
and production dates.

Test results and planning assumptions also informed
the timing of the major production field operations for
the 2020 Census as shown in Figure 14. This sched-
ule may change based on available funding and final
design decisions.

U.S. Census Bureau
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Probability

1 2 3

Impact

Figure 15: 2020 Census Program-Level Risk Matrix

The 2020 Census program is actively
identifying and managing program and
project-level risks.

The 2020 Census program is actively identifying and
managing program and project-level risks and appropri-
ate mitigation strategies to reduce their probability of
occurring, or impact should they occur, and therefore
increase the likelihood of a successful 2020 Census.

Twenty-seven program-level risks have been identified
and are being monitored. Figure 15 shows the current
risk matrix for all risks in the 2020 Census Program
Risk Register, as of August 31, 2015. Six selected

risks are presented below. These represent the major
concerns that could affect the design or the successful
implementation of the 2020 Census. The full risk regis-
ter is available upon request.

Funding Requests Not Realized

To execute a 2020 Census that reduces cost while main-
taining quality, the Census Bureau requires appropriate
funding during the entire life cycle of the program.

IF the funding appropriated for each FY during the
2020 Census life cycle is less than requested or not
provided at the start of each fiscal year, THEN the
Census Bureau will have to reprioritize the projects,
which may affect the ability to reengineer the systems
and operations supporting the 2020 Census.

19%
70%
11%
4 5
- impact 5
Probability 4 (Major impact)
(Likely) HIGH

Mitigation Strategies include the following:

= Formulate and submit robust cost estimates (includ-
ing contingencies for known and unknown risks) for
planned FY16 2020 Census activities.

= Develop strong budget justifications that demon-
strate the negative impact of insufficient funds in
FY16 for 2020 Census activities.

= Prioritize research, testing, and implementation
activities to focus on those areas that can signifi-
cantly impact cost and quality, and develop contin-
gency plans to respond quickly to budget cuts.

Administrative Records and Third-Party
Data—External Factors

The Census Bureau is planning to use administrative

records and third-party data to reduce the need to fol-
low up with nonrespondents through the identification
of vacant and deleted housing units (those that do not
meet the Census Bureau's definition of a housing unit)
and the enumeration of nonresponding housing units.

IF external factors or policies prevent the Census
Bureau from utilizing administrative records and third-
party data as planned, THEN the Census Bureau may
not be able to fully meet the strategic goal of contain-
ing the overall cost of the 2020 Census.
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; Impact 5
fhglzzael:la'ittgl al'k " (Major impact)
ike
L HIGH

Mitigation Strategies include the following:

s [dentify external stakeholders that have an interest
in Census Bureau policies regarding administrative
record and third-party data usage.

= Develop a stakeholder communications plan for
identified external stakeholders.

= Regularly communicate to and seek feedback from
identified external stakeholders on design decisions
and research and testing results related to the use of
administrative records and third-party data for the
2020 Census.

= Assess impacts of any changes to the design based
on feedback from external stakeholders and update
plans accordingly.

» Monitor external factors and policies that may impact
the Census Bureau’s planned use of administrative
records and third-party data for the 2020 Census.

Public Perception of Ability to Safeguard
Response Data

The accuracy and usefulness of the data collected for
the 2020 Census are dependent upon the ability to
obtain information from the public, which is influenced
partly by the public’s perception of how well their pri-
vacy and confidentiality concerns are being addressed.

IF a substantial segment of the public is not convinced
that the Census Bureau can safeguard their response
data against data breaches and unauthorized use, THEN
response rates may be lower than projected, leading to
an increase in cases for follow-up and cost increases.

Impact 5
Z\sloo?izl:gittgl 3Iikel ) (Kaicpns)
/U HIGH

Mitigation Strategies include the following:

= Develop a communications strategy to build and
maintain the public’s confidence in the Census
Bureau’s ability to keep their data safe.

= Research other Census Bureau divisions, other
government agencies, and the private sector to
understand how they effectively mitigate the issue
of public trust and IT security.

= Continually monitor the public's confidence in data
security in order to stay abreast of their probable
acceptance of the Census Bureau’s methods for
enumeration.

Prepare for rapid response to mitigate public con-
cerns regarding any incidents that occur that could
affect public perception of the Census Bureau’s abil-
ity to safeguard response data (e.g., breach of data
from another government agency).

Cyber Security Incidents

Security breaches could happen to the Census Bureau’s
Internet data collection instrument, mobile devices
used for fieldwork, and data processing and storage
systems. IT security controls will be put in place to
block attempts from outside infiltration, as well as to
prevent any negative impacts to services or data, such
as network disruption (denial of services), technical
malfunctions, and stolen or corrupted data.

IF a cyber security incident (i.e., breach) occurs to the
systems or devices being utilized for the 2020 Census,
THEN additional technological efforts will be required
to repair or replace the systems and devices affected in
order to maintain secure services and data.

Probability 3 Impect s

- (Major impact)
Moderately likel
‘ L) HIGH

Mitigation Strategies include the following:

= Monitor system development efforts to ensure the
proper security guidelines are followed during the
system development phase.

s Research other Census Bureau programs, other gov-
ernment agencies, and the private sector to under-
stand how they effectively mitigate cyber security
incidents.

s Audit systems and check logs to help in detecting
and tracing an outside infiltration.

» Contract with third-party testers to perform threat
and vulnerability analysis.

s Prepare for rapid response to address any detected
cyber security incidents.

U.S. Census Bureau
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Technological Innovations Surfacing After
Design Is Finalized!

Technological innovations inevitably surface, but the
2020 Census program must move forward toward
building the operational design, which will be finalized
and put into production for the 2018 Census End-to-
End Test,

IF technological innovations surface after the design for
the 2020 Census has been finalized, THEN development
and testing life-cycle phases must be compressed if the
innovations are adopted, resulting in less time to mature
the innovations in census methodologies and systems.

Impact 4

Probability 3 (Substantial impact)

(Moderately likely)
Mitigation Strategies include the following:

= Build versatile operations and systems design.

» Keep team members and management aware of
evolving technological innovations.

« Devote dedicated resources to track and communi-
cate innovations.

» Dedicate funds to incorporate innovations into the
design.

Late Operational Design Changes?

After key planning and development milestones

are completed, stakeholders may disagree with the
planned innovations behind the 2020 Census and
decide to modify the design, resulting in late opera-
tional design changes.

IF operational design changes are required follow-

ing the completion of key planning and development
milestones, THEN the 2020 Census program may have
to implement costly design changes, increasing the risk
for a timely and successful 2020 Census.

Impact 4

Probability 3 (Substantial impact)

(Moderately likely)
Mitigation Strategies include the following:

» |dentify external stakeholders that have an interest
in the 2020 Census operational design.

' The closer it is to the start of the 2020 Census, the higher the
impact of this risk. Thus, while currently yellow, this risk will become
red as it becomes later in the decade.

2 |bid.

= Develop a stakeholder communications plan for
identified external stakeholders.

s Regularly communicate to and seek feedback from
identified external stakeholders on design decisions
and research and testing results.

s Assess impacts of any changes to the design based
on feedback from external stakeholders and update
plans accordingly.

= Monitor external factors and policies that may
impact the Census Bureau’s planned innovations for
the 2020 Census operational design.

= Establish a change control management process
to assess impacts of change requests to facilitate
decision-making.

= Prepare for rapid response to implement change
based on the results of the change control process.

SUMMARY

The 2020 Census Operational Plan documents the cur-
rent design for conducting the 2020 Census. As the
initial version of an emerging concept of operations, it
reflects and supports evidence-based decision-making
by describing design concepts and their rationale,
identifying decisions still to be made, and describing
significant issues and risks related to the implementa-
tion of the Operational Plan.

The 2020 Census is a design for the 21st century.

No longer dependent on paper-based processes, the
design takes advantage of technology and the vast
amount of already available data to conduct an efficient
census that produces high-quality results. These inno-
vations are focused in four key areas:

=« Reengineering Address Canvassing: New, in-
office methods allow the Census Bureau to use imag-
ery and other data sources to validate the address
list, significantly reducing the amount of fieldwork
required to produce a quality address list.

= Optimizing Self-Response: Multiple methods

and tools aimed at generating the largest possible
self-response reduce the need to conduct expensive
in-person follow-up activities. These methods and
tools include targeted advertising, extensive use of
partnerships, effective contact strategies, encourag-
ing people to respond via the Internet, and making it
easy for people to respond anywhere and anytime.

26 2020 Census Operational Plan Executive Summary—Version 1.0

U.S. Census Bureau



= Utilizing Administrative Records and Third-
Party Data: Information already provided to the
government or third parties can be leveraged to
increase the efficiency and effectiveness of the data
collection operations.

= Reengineering Field Operations: Technology
and automated operational control and administra-
tive systems reduce the staffing, infrastructure, and
brick-and-mortar footprint required for 2020 Census
field operations.

Together, these innovations are expected to result in a

Census that costs $5.2 billion less than it would have
cost if the 2010 Census design were repeated in 2020.

The Census Bureau has been and continues to conduct
research and perform tests to evaluate alternative
designs and to validate the assumptions regarding the
feasibility of these designs and their impacts on cost
and quality. The design decisions made to date are
based on research, analysis, and tests performed thus
far. These decisions will be refined through further test-
ing in 2016 and 2017.

The Census Bureau is well on its way to meeting its
challenge of conducting a 2020 Census at a lower cost
per household (adjusted for inflation) than the 2010
Census, while maintaining high-quality results.

U.S. Census Bureau
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