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Social Security Administration: Effective Leadership Needed to Meet
Daunting Challenges (Testimony, 07/25/96, GAO/T-0CG-96-7}).

GAQ discussed the Scogial Security Administration's ({8SA} efforts to
address futvre policy changes and program issues. GAO noted that: (1}
S5A is strengthening its strategie management process, developinhg
performance measures, measuring customer satisfaction, and producing
accurate financial statements; (2} SSA has not performed the research,
analysis, and evaluation needed to inform the public on the future of
social security financing; (3} by 2015, 50 million people will be
receiving sccial security benefits and 2.6 workers will be paying taxes
intec the sccial security system; (4) the aging of the baby boom
generation, coupled with increasing life expegtancy and the declining
ratio of contributing workers to beneficiaries, will place unprecedented
strains on the social security system; (5) SSA disability caseloads have
grown by 70 percvent in the last decade; (6} SSA has attempted to
redesign its disability claims process, but it is unable to determine
whether specific process changes will achieve the desired results; (7)
588 has not sufficlently promoted return-to-work initiatives in the
disability program; (8) SSA faces significant challenges in modernizing
its information systems, managing increasing workloads with a reduced
workforce, and delivering its services; and (9) 55A needs effective
leadership to inform the national debate on social security financing
issues, complete the redesign of the disability c¢laims process, promote
return to work programs, enhance program integrity, and make
technelogical enhancements.
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I am plessed to be here today Lo provide our assessment of the Social
Securiby Administration's (882} efforts to address policy and progranm
issueg snd Lo prepare for managing the challenges it faces in the
Zisk ecentuzry. UWith a staff of 64,000, S5A administers the npation’s
jargest federal program--Secial Security--as well as the largest cash
welfare program, Supplemental Security Income {S8I). SSA's
expencliures tobtaled $363 billion in fiscal year 19%53, nearly
oug-fourth of this vation's $1.5 btrilliion federal budgat.

S50's proygrams touch the lives of nearly every individual in this
country. Secial Ssouriityil provides bensfits to retired and dissbled
workers and their dependents and survivoers: $81 provides assistance
to the neady aged, olind, and disabled. In 1833, S0 million
haneficiaries~-nearly one cut of every five individuals in this
country-~racelived benefits from 58A sach wonth. In addition to
administering benefits, S3A records the waues of neasly every U.5,
whrker and issued almost 17 million Social Segurity cards in 1985,
Morgovaer, 385 meintains 2 large and visible presence in communities
nationwide. In 1893 alcne, an estimated 24 million people vigited
858%s 1,300 field offiices, and S8A veceived 62 million calls on the
agency's nutionwide zoll-fres 800 number.

SEA recognlizes that the American public depensgds on 88A to guickly ang
necurotoly provide henefits, properly recosd workers' earnings, and
effactively saleguard benefit programs from fraud and abuse. Any
faillure Lo <o s¢ seriously undermines Che public's confidence in
govarnment and its ability te zfficlently and gostweffeclively
administer programs and pretect taxpayer dellars. Yebt as S$5A4
acknowledges, public confidence in its programs is low and has been
low for sowe time. Although much of this lack of confidence stems
from concerns abour the future scelvency of the Bovisl Security
system, publlic confidence is alse eroded by reports of fraud and
abuse. Madia scocoonts of priscners srronecusly recelving disability
chacks and sllegations that lmmigranis and childres are feigning
mental Lliness Lo obtain 581 undermine Lhe public’s trust in SSA and
in Lthe fedezal government.

To Bolster 83A°s abilify to address gritical policy issuss and
aorreet progreueatic weaknassas, the Congress enacted legislation
making S8A independent of the Department of Health and Human Ssrvices
(AHEY as of Mareh 31, 19853, In establishing 858A's independence, the
Congrass recognized the importance of strong and stable leadership
for the agency. As we noted in ocur Fsbruary 19283 repori on SSA’s
trangition to independence, \2 Iadependsrice heightens the importance
of SSA's plaving a strong leadership role in adidressing long-stending
problems and preparing for fuvtere challengas.

In thabt report, we highlighted the c¢hallenges that 88A would face as
an imdependent agencsy:  the sbortfall in funds o pay fubure Social
Security boenafite, growing and changling Jdisabllivy caseloads, and
publlic conserng about 881 proyras yrowth, Today, I will describe
thaeze pollcy and program challanges and zssesy S8A%s progress in
sddressing tham and in pregaring Lo smarage ite fubure challenges. I
will alse pssess whabt additional aclions are needsd to help $5A meet
these challenges. These observaetions are drawn from completed and
ongoing GAD work on Sooial Secorivy issues. We also spoke with SS5a
pfficials, selected officials of the Social Security Advisory Council
and Advisory Boarnd, and other experts to determing H5SA's progress so
far, what problems remain, and what else is needed o make SS5A 2
premiesr agency.

In summary, 38A is shead of many federal sgenclss in managing for

resultys and improving flnancilal acceountability. This gives the
agaency & sound base from which to manage its current and future
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challenges, which are significant. §3A, however, has not performed
the research, analysis, and evaluation neeaded to inform the publie
dabrate on tLhe future [inancing of Social Security--the most gritical
Jong-tarm lusgue facluy 38A. The aging oFf the baby boosm generstlion,
coupled with increasing Llife expectancy and the declining ratio of
gonbributing workers to beneficisries;, will place unprecedsnted
straing on the Social Security program in the next century. Unless
thi Congress scts, the Socipl Security trust funds are espestaed Lo be
aorhoisted by 2029, More than & year affter gaining independencs, B5A
iw dust now strengthening ifs research, policy analysis, andg
evaluntion capabllizies to mere actively participate in the financing
debinte,

Also challenging S8R have been disabllity coselosads thet have grown
by nesrly 7¢ psrcent iln the past decade. To its eredit, S5A has
gadartaken an important effory to fundamentally redesign its
insfificleny disability claliss provess. Howevesr, while $33 has begun
many of Lte planped initiatives, none is far spough along for ths
agoney bto kneow whether specific proposed process changes will achisve
vhe desirved resuvlts. Moreover, SS8A has not sufficiently promoted
rerurn-bo-work ¢fforts in the adminisiration and design of its
disalilivy programs. If even &n additional 1 percent of the .46
milllon working-agu people receiving disability benefits ware Lo
Leave §8A'e <lsability rolls by returning fo work, lifetime cash
boenefits would be reduced by an estimated $3 billien. In addition,
88& has not dene enough to combat £racd and abuse in the 857 program
antd address program weaknesoes.

58A facos increaging responsibiligies in the future and must manage
ity growing workloads with reduced resources. 58A estimates that it
would need gwver 76,000 workers to handle its growing workloads if it
conducts business as usual. Instead, 38R expects to do this work
with about 67,000 workers--fewer than it has today. To successfully
meet its workload challenges, 58A knows that it must increasingly
rely on technology and build a workforce with the flexibility and
skilly to eparate In a changing environment. S85A faces significant
challenges, however, in modernizing its information aystemse-s
compler, maltiyear effort that could easily cost billlons of dollars.
Compoundlng this challenge will be the pessible loss of many senior
managers and axegutives--over the next 5 years, nearly half of $5A°s
genlor exagulives will be eligible fo ratire. Moreover, S8HA faces
diefienly decisions on how best to deliver services in ths future.

At this oritvical) duncture, effective leadership is nesded sco the
agency can take the following actions teo better ensure its success in
i zlest centuryr  lntorm {he natlonnl debate obh Socisl Socuriyy
financing iszues, complets iils rodesign of the disability clalms
process and promole retuvrn bo work in its disability programs,
anhonge «fforis to ensure progresm integrity, and make the technology
snhoncenenis snd workforce degisions needed to mest ingreasing
warklosds «lth fower yesourees.

i oThe Sooinl Begusiuy pregram han {we parks--014 Age and BSurvivors
Iunguvance {OASTY and Disahilicy Ingursnce (Di).

5Z Sorlal Becurity Afministystion: Leadership Challengas Accompany
Trangition 2o an ludependent Agency {(GAD/HEHS~85-59, feb. 18, 14953,

G8A BTEPS AREAD W1TH
RESDLTE-ORIERTED MANAGEMENT AND
IMPROVED FINAHCIAL
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ACCOUNTAEILTTY
T S e e 2 Chapler G:1

AL this tlme of heightened aiitention to the gosts and effectivenesa
of all federsl programs, the Congress and the Administration have
coted bto promobte 2 more officient federal government that stresses
managing for resulfs ond accountabilicvy. These offorts include the
Chief Finangial Officers Agt of 1890 {CF0 Act}, the fovernment
Periomanes and Resulzs Act of 1893 (GPRAY, and the Sovernment
Management Reform Act of 1984 {GMRA]. In addition, the
Administration has undertaken, under the Vice President's directioen,
the Hatlonal Performance Review (NPR! aimed at making government work
Rattar and cost less. ¥We strongly support these efforts as important
aund sunessary sieps o improving federal nanagement.

534 hay surpassed many other federal agencies in these areas. For
example, az p pillot agenoy under GPRA, 534 has worked to strengthen
its surateqlc manogement procsss and o ddentify and develop
perlovntnce measdares that halp lirs managers, the Congress, and Lha
publie assess its performance,. In addition, for several years now,
it has measured satisfaction levels among some of 168 cuslomers and
used foous groups to understand itz customers’ and smployees® views,
raflecting the customer service focus premoted by BPR. 582 is azlso a
leadery anong foderal agencies in producing complete, hsocurate, and
timely flsanclsl statemenits as required by the CFO Act and GMBRA. For
example, for fiscal year 1995, S5R issued audited financial
statements 3 months befors its legal mandate. Moreover, SSA was
amonyg the first federval sgencgiss fo produce an ageountability report,
whioh iu designed bto Zongoelidate current reporting reguirements under
various laws and provide 5 gomprebensive piature of an agency's
program performance and its financial conditios.

Te ba most gEfective, 38A's onhgoing efforts in sirategic managemant,
performance measurement, angd scocuntabpilibty reporting will nesad o be
continually improved and integratsd inte the agency’s daily
operations and management, $8A has a2 foundation in place on whicgh it
can build to monage the signifllcant policy and program challenges Lt
fagnag in tha future.

LONG-TERM SOLVERCY 18
THREATEHED: 5S8R IG5 HOT YEY
ACTIVELY PARTICIPATING I#
FIRARCING DEBATE
e 2 e s - ————— e — Chapter .4

Az the baby boom generitlion ages, growing numbsers of psople will
raceive Jocial Security vetirement and survivors benefits in Lhg
yeaArs Lo <oma, as shown in figure 1. By the year 2015=--as baby
poomers begln entering theldr mid-60s-~the numbers of individuals
gocoiving benefits will reach an estimated 50.4 million: more than
one~Lthiyd greabes bthan the 37.4 million paople vecelving Social
Sgourity retirement and survivors benefifs in 1995, Cnce on the
rolle, retirees can be sxpeeted to receive benefits for lencer time
periods thon past reciplents. A &5-vear-old mele who began regeiving
Sociol Security bensfivs in 1940<-the {irst year S5& bogan paying
monthly benefits--was ezpected bo live, on average, sboub an
additional 12 years. By 2015, a 65-yenr~old mols wiil have a life
expectancy of 16 years--a 38-percent ingrease. During that same time
pavicd, the life expectancy for women aged 6% will increass by almost
20 pergent=~=from an average of over 13 yvears to an average of nearly
24 vears. Heanwhile, the ratle of contributing workers to
enaficiaries will degline. By 2015, an astimeted 2.6 workers will
Lo poving taxes into the Soclal Becurity system per beneficiary; in
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1850, 16.5 workers were paving Seocial Sequrity taxes per heneficiarny.

Figure 1: Growth in Sogisl
Secarity Beneficiaries,
L850-2030

{Sa¢e¢ figure in printed
adivion.}

Hote: Includes recipients of OAST enly.

Sourae: 18996 Annual Report of the Board of Trustees of the Federal

Old-Age and Survivors Insurance and Disability Insurance Trust Funds,

This retirement exploslon threatens the long-tera salvaney of the
Sweial Sscurity systoem.  Beginning in 2012e-16 yoars from powe-the
program iy projected to start running s deficiv. By 2023, withoog
corrective legislsvion, the trust funds gre expected (o bhe depleted,
leaving ainsufficient funds to pay the expevied level of retirement,
surwivoers, and Sisabilisy Insurance (DI basreflts.

Concerns about the long-term solvency of the Social Security system
ars faellng a public debate about the fundamental structure of this
system. The Advisory Uouncil on Social Security,\3 for example. has
put forth three different approaches io addressing the Social
Segurily system's long-term deficit. All three approaches ¢s3il for
somu poriion of Soeisl Security payroll taxss to be invested in the
stook markeb. 4 Twe ¢f these approasches, howevern, call for allowing
individuals to invaest some portion of thelr payroll paxes in
ingdividual retiremsnt accounts. This would be 2 significant
geparvure from the original program desiyn, in which all trust fund
menies are invested and managed centrally. Given the magnitude of
the financial problems facing the Social Security system and the
pagure of the proposals for changing the system, we can sxpect the

deiate over the finpuoing snd structure of the Secial Securiiy system

to continue and intensify in the coming years.

33 Before the independence legislation {P.L.  103-235;, the Sonial
Seaurity Act provided for the appoiniment of a-nonpartisan Advisory
Councll every 4 years Lo gxamine issues affecitling the QASD] and
Medicare programs., P.L. 103-298 provided that the current Council
will be the last,

A4 Bocial Securiby paveell taszes that sogumulabe in the trust fund

regerves are currently dovested in U.8. Treasury bonds.

S8R IS5 HOW TAKIRG 3TEP
BE MORE ACTIVE

7]
=
L]

W o s Chapter 0:2.1

In wur report on 88A%s transition to independence, we noted that the

agensy's independence sould heighten the nesed for it to work with the

Congress In developing optlions for ensuring that revenues are
agsguate o make {uture Soclal Jecurity basnefif paymenis., More than
a yesr after gaining independence, however, 5SA is not yet ready o
£ully support pelioymakers in the ourrent public dsbate on finsncing
Lsgues,

55A has been involved in financing issues through its DEfics of the

Mhatusry, which has provided data and analyses to the Rdvisory Council

and policymakers developing financing options. The Qffice of the
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Retuasry plays a unigue role within the agency brecause it serves both
Lthe Congress and the Administravion. A3 55A will also be providing
asgsistance to the Sogial Becurity Advisory Beoard, which was
establlished Ly the indgpendencs lasgislation to adviss tha
Commissioner and make recommandations to the Congress and the
Prasidant on JSA program poalioy.

Thaese supportive roles reprasent S58°=s maijor activities rslated to
long~tarm financing issuss. 838 has acknowledged that it has nob
undertaken the policy and research activities it needs to examine
critical issues affecting ils programs, including long-term
financing, ard to provide additional support Lo policymaksrs. The
agency recognizes the need Lo he more active in these areas and, in
May of 19%6, took steps to reorgsnize and strengiben its policy
analysig, research, and evaluation offices. It belisves this
roorganization will better position it to take a lesdership rvola
critical policoy and resssrch lssues related to 14y programs. AL ths
cime of our review, however, the reorganization had test begun, ansd
the office responsible for coordinating all policy planning
activities was only partially staffed. RAlthough S35 did not bove s
specific time frame for when the reorganized policy office would be
fully stafled andd operational, it 4did expect to be better prepared to
Join the wpublic debats over the next year.

$8A is in @ unigus position Lo inform policymakers and the public
about the oritical nature of long-term financing issues. Foous
groups conductad by 588 have demonstrated that the public's xvowlﬂd
of Secial Serurily oprogroms is genseally low and the pu&lxﬁ
confidense in the Socinl Hewurity svsbtem iz undermined by lts fulurs
finoneling peoblems,  To address these issues, 2%A is conduoilng o
pubiliec educabion campnign that discusses what the current syvalem
offers in disabllity, ratizement, and survivoers beneflivs. 1t also
emphasizes that the Sooial Sseurity svstem can pay hensfits for many |
more years and Lhat the Congress has time $o agt bhefore the {rust
funds are deplieted. 5B5A, however, 1s not discussing opiions {or
maintaining oy changing the current system. Feedback S8A has
recaived from its foous groups indicates that addressing the public’s
lack of knowledge without also discussing possible oprions for
asuring the system's future solvency does not insnill confidence and
weskens the ageney's credibllity with the public.

#e are concernedd that S8A has not selzed the copporfunity as an
indupendant agency te spesk out on the importance of addressing the
long~term financing issues sooner rather than later, As we have
nopod in our previous work, )06 the sooner action is taken to resoelve
the future fumding shortfall, the smaller the changes to the systenm
need to be and the sore time individuals will have to adjust their
financial and rebirement plans.

VS In rnecognition of Chis, Lo Harch of this vear, the lontrach with
Aumerion Advancesent Aol of 1946, P.L.  164-3123, esztablished Lhe
stisry ag 8 peymaasant pogition within 85A and reguired that the
Aotuary report direstly to the Commissionsr. The Actuary had
proviously reported Lo & Ueputy Commissioner: this change is expected
to better ensure $he Actuary's objectiviity and indepsndence,

NG Deficit Reduction: Opportunities to Address bLong-Standing
Govaernment Parformence lssuves (GAC/T-0CG-85-8, Sept. 13, 1835,

S8R 15 REDESTGNING ITSH
DISAUBTLITY CLAIME PROCESS RUT
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HAS PLACED LITTLE PRICGEHITY OH
TURN-TO-HORK EFFURTS

---------------------------------------------------------- Chapuey G:d

In recent yveurs, disability caszsloads have faced unpracedented
growth. To manage this cassicad growth and the resvliing slow
processing times, SS5A plang to redesign and dramatically improve its
disability claims process. Howsver, H5A's redesign effort has
encountered serious implementation problams. HMHoreover, while 833 is
tnking steps to improve the provess for moving eligible individosls
snto the disability rolis more quickly, Lt has not sufficiently
emphasizad helping beneticlories return to work and leave the
disability rolls.

DISABILITY CASELOADS
CONTIRQE TC GRONW
wwwwwwwwwwwwwwwwwwwwwwwwwwwwwwwwwwww wrwmeme—m-—-————-——- Chapter 9:3.1%

During ihe past decade, $8A hag faced sionifiicant increases in
caseleads angd expesnditures for ilbts twe disability programs--DI and
88I. DI, enasbed in 1958 and funded through payroll taxes, provides
monthly cash benefits o severely disabled workers and their
families; 587 wes enpcted in 1972 and provides assistance Lo needy
individuals with insuffigient work histories ko qualify for DI
Uplike BL, 851 is Zfunded through gensrsl revenues. Y DI and 831
caseloads and expanditures increased dramatically between 1886 and
1955, and tha pace of thils growth accelersted in the early 1980s. 1In
19846, 4.4 million bling and dizabled peérsons under age 85 received DI
or 551 Denefits; by 1995, this number had sosred to 7.5 million--~a
G8-percent increase.\8 Az the number of DY and SS8I beneficliaries
increasaed, s did the amount gaid in gash benefits. The combined DI
and 58I wash benefits incrossed from 328 billion to #0507 billion in 10
years.\9 Aciusted for ionflation, the invreass in the valug of these
cash benafits was 66 peroani.

As these programs have grown, the characteristics of new .
beneficiaries have changed in ways that pose additional challenges
for 8SA., Heneficiaries are, on averags, younger and more likely o
have longaer Lasting impoirments. Increases in beneficiaries with
mental illuess or mental retardatlon, especially, have driven thls
crengd, Betweep 1882 and 1992, for example, mental impalrment awards
to yvounger workers increased by about 500 percent. Thiz growing
propection of younger beneficlaries with longer lasting impalrments
means thal the beneficliary population, on average, is likely to spend
more time on the <disabiliiy rollis. In 1992, for example, new Ul
awardees woemd, on average, 44 years old. Depending on the typs of
impairment thabt qualified them for benelitvs, these benefliciariss
could spend nearly eone~thicd of thals adult lives on disability
before reaching ages &85,

VT Same states supplement fadersl SS1I funds with thely own funds.

Y8 This ousber dncludes aboub 200,000 children raceiving 581
disabiilitvy banaiits,

\S This includes B paymenis Lo disabled workers aged 18 to 84 and
fedaral-only 881 payments to all 581 blind and disabled beneficlaries
regardiess of agoe.

IMPLEMENTATLION OF REDESIGHED
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As morw and more people have filed for disabllity benefits, 535 has
besn sliow Lo process initvial ¢laims, and appeals and backlegs have
grown. To manage the disability caseload growth, increase
efficisncy, and improve sarvige to ilbs customers, SSA hos startad o
massive «ifort to fundamentally change how disability decisions are
made. Making disability decisions i3 one of the agency's most
imporuant tasks; it acocousted for more than half of $8A's total
administrative budget--about £3 billieon--in fiscal vear 1995, EBven
s¢, clpimants face long waits for disability decisions., 2As of June
19598, the wait fov initial decisions averaged 78 days for DI ¢laims
and 34 days for 851 clsimg, with an addiviensl 373-day wait for
appealed decisions. Qversll, the current disability ¢laims process
iz not meeting the nesds of ¢laimants, the agency, or taxpayers.

To deal with these problems, in 19%3 38a formad o team Lo
fundamentally rethink and develop s propossl to redesign the
disability clalims process. This lsbor-intensive and paper-reliant
process has changed libble sinee the UL program began in the
1550s.%19 Efforts like BSA's--~business process reenginsaring--have
bean used successfully by leading privace-sactor organizations to
diramatically zmprove thely oparaltions. In Aprll 1994, we informed
the Congress that the agency’s redesign proposal was ivs first wvalid
attempt to address the {undassental changes nseded o gops with
disability werkleoads. At that time, however, we nlso acknowledged
that implementing this nesded Changs would be difficulc and that we
would be monitoring $5A%s progress. (il

During this past year, we have hesn reviewing varlous aspects of
58A's redesign effort for this Subcommlities and have idenbified
several implemerntation problems. $3A's redesign plan ipeludes 83
initiatives ko be started during a S-year peried [1395-2000), with 40
of these to be completed or onder way in the first 2 years., On the
basis of our ongoing work, we have found that the scope and
complexity of many initiatlves have limited S8A's progress toward iis
redesign goals. Although S85A has begun many of its planned
initiatives, none is fay encugh along for S58A Lo kapw whether
specific proposed process changes will schieve the desired results.
Morecover, we are concerned that S35A hog undertaken (o0 many complex
tasks and has not given sufficient priority to those redesign
initiatives most likely to reduce procsssing tines and sdministrative

couslts,

Some of its planned indtiatives require extensive design and years of

devolopment bafore full implementation can begin. For example, a key
initiative of the redesign invelves tonsolidating the duties, skills,
and knowladgne of abt least two ourrent positions inte a new Disability
Claim #onnger (DUMP position, 884 plons o establish over 11,000 DM
positions in aboub @, 350 federsl and state locations, recruiting

- these DUMs frum it current workforce of federsl claims
rgpresentalives angd state disability examiners. 88A is currently
struguling Lo resolve stakeholder disegrsements among representatives
of federal and stabe emplovees aboul how to proceed with testing this
new posibion., 84 must alse develop braining plans, conduct tests at
pilot sitew, posh vaganoy announeensniy Jor poglitions, and select and
vrain DUMS.

Beveloping seflware designed o nllow B5A Lo move from its current
manual, labor-intensive process Lo an sutomaled process is critieal
to the success of %8A's disabillty redesign. The scheduled
implemantation of this new sofitware, however, has baen delayed by
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more Chan 2 yesrs.  HMoroover, although 388 has separate
implementation schedules for its varicus radesign initiatives and for
ity systems development sctivities, these twoe schedules are not
linkad., In ndditien, although SSA has developed individual plons for
Lks redesign initiatives and for its system development activities,
it hasz not developed a comprehensive detailed plan that integrates
thase btwo efforts.  Buch ¢ plsn should reflect pricorities, resource
allocations needed, key milestones, and decision points and ldentify
relationships among ongping and planned process and systems changes.
For exsmple, 55A cannol effectively develop software To support lis
key DCM poesicion until it has compleied s pilet for this position and
determined in more detail what its doties will be and what
infermetion will be needed by the new ¢lalms managoer., Although 3355
eificiols recognize the nesd to develop such a plan, in June 1896
they noted that the testing of process redesign features invelved too
many vncertainties for 8SA to develop an integrated plan.

10 The same disebility claims progess is ussed for the 551 progran.

Y11 Secial Becurity Administration: Maidor Changes in 88A°'s Business
Progesses hre Imperative (GAQ/T-AIMD-%4-148, Apr. 14, 18343,

WEAK RETURN-TO-WORK EFFORTS
““““““““““ e e e g e == v Chapter 0:3.3

Aluhough S5R hon fooused on improving iys processes for moving
eligible claimanis onte the disability rells, it has placed little
priorivty en helping thas move off the rolls by obtaining asmployment,
Thig spring, we raporisg that policles guiding §SA%s disashilisy
proygrams are ouk af syne with today's view of the capabilitiess of
Individuals with digabilities.\1Z At one time, the commoo business
practice was to encourage someons with a disability to - loave the
workforee. Today, however, a growing number of privats companles
have been {ocusing on gnabling people witgh disabilities ¢ return to
work,

in contrast, SS8A's programs lack a focus on providing {he support and
assistonce that many peceple with disablilitiss need Lo reburn LU wWOrk.
Bilgiblliity reguirenents, for example, [ogus on applicanis’
inabkilities, neot their abilities; once on the roils, beneficiaries
receive little encouragement to use rehabilitation services. A
greater emphasis on beneficilaries' returning te work is needed to
identify and encourage the productive capacities of those who might
bensfiy from rehaliilitation and employment assistance. Although the
main rooson for emphasizing returning Yo woerk is so that people
maximive their productive potential, it is alse true that an
ggtimabed $3 billion could be saved in subsequent years if only an
additiconal @ percent of the 5.6 million worcking-age geopls recelving
dipability benefits in L9835 were to leave the rolls by yeiurning o
work. |

H58A needs to devalop a comprehensive return-to-work strategy that
inclodes providing return-ic-work assistance to applicants and
heneficlaries and changing the structure of cash and rmadical
menefits. BAs part of an efforf o plage greater priority on
peneficiaries’ rebuaning o work, «¢ recommended that 58A identify
lagislative changes reguired Lo implemant such a2 sipategy. Although
evniuating sny SBA response Lo our recommendstionsg woenld be
premature, we will be assessing SS8A's efforts to help heneliclaries
raturn to work,
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28X has alse missed oppertunities to promole work ameng disabled -
peneficlaries where 1t hag the legislative authority o do se.  In

1972, the Conyress orested the plssn for achieving self-support {(PASS)
progras as part ¢f 381 to help low-incoms individuals with

disaiilities return to work.A\13 However, S8A has not translated the
Congress® broad goals for the PASS work incentive into & coherent
program desiyn. Wa recgably reported that S5A negeds Lo improve PASS
program managaesent, and it has taken steps Lo beltter marage the

program in ayoordance with our recommendations.

V12 See 38A Disability: Program Redesign Necessary to Encourage
Return to Work {SAGC/HENS-%6-62, Apr. 24, 1996} and Soclal Security:
Bisability Programs Lag In Promotliny Retorn to Woerk
(GAO/T-HERS-4G-347, June %, 1890}.

513 The PASS program provides tor work-related expsuses, sugh as
training or Lransparusrion, to e gscluded whewn an individusi's
eligipilitvy or bepefly amount is determinad. In some cases, this
allows BI beneliciaries who would not otherwise he eligible for £51
to recelive 881 henefits in sddition to thely DI benefits. Sew PASS
Bragram: SSA ¥ork Incentive for Disabiled Seneficliaries Poorly
Managed (GAO/HEHS-96-51, Faly, 28, 1336;.

THADEGUATE OVERSIGHT OF 381
DNDERMINES PUBLIC CONFIDENCE
1 8 T 8 L 0 Chapter G:4

Limiting opportanities for frawd, waste, and abuse in government
programs is en important goal and essential o promoting public
confidenae in the government's ablliiy to wisely usme taxpayar
doliars. Morecover, problems in any one of the programs that #854
atdministers guan underming goniidencae in all of its programs.  Recent
media reports on 51 fraud and abuse bhavg focused attention on 85A°s
management of this program. Several of our recent reviews of thg 3831
prograu have shown fthat 55348%s overzight angd nanagsment of S21 have
been inadeguate and thet the agency is nol aggragsively pursuling
opportunitios to increase progsam sfficilencies. Although guantifying
the extest of frauvd, waste, and sbuse 1§ Qifficuln, we have
rapeatedly ldentified program weakaesses that 534 needs to address
either on itg own or with the Congress Lo hetiter contrel these
rablamas.

For sxample, the media have raported allegations that some parents
coach thalr children te fake mental impairments 3o that they can
gualify for cash benefitvs. Thess benefits can total almost 35,500
per vear for each disabled child, OQur reviaw of 581 for children
wikh disabilities found that part of the process for determining
allgibility is ovorly subiective and susgaptible teo manipulation.
Tha Congress may wanht Lo gensider legisiambtion to improve eligibiliny
determinations for children with dissbilities.\14

furrent lagislative proposals incorporate changse addressing this
problem.

In additlion, in our review of the frauwdulent use of Lranslalors oo
hely individuals become eliginle for 58I, we reported Lhat 888 could
reduce this type of fraud if it had 3 more comprahensive, programwide
stratogy for kesping ineligible applicants from aver receiving
henefite . \N15 Moreover, we have suveral reviews undsr way of other
program weaknhessas. For example, in our ongoing work for the
Subpommitveas on Human Resources and Oversight of the House Commiites

b
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an MHays and deans, we have found that even though prisoners are
insligible for 887 1f they have been in jail for 1 calendsr month or
longer, prizenars in many large county and local dail systems have
raceived milliong of dollars in cash bepefits. This means that
taxpayerg huve been paying Lwice o suppert these individuals--bobl
for 8851 benafits angd the cost of iaprisonment. B8A has Laken steps
o raviayw inlormation on current prizobers to sLtop insppropriate
payrsnts; bowever, it is not taking action to develop information
thal wouid allow 1t to recover benpeflits paild bo those whg may have
bean invarcersted and recelved benefits in prior vesrs, although this

information is available.

SSA acknowledges that it nseds to do more to pravent and detect
fraud, waste, and abuse. 1t has several initistives under way 0o
accomprlish this, and we will be monitering thess efforts. In
addition, the new S8A Inspzctor General’s Office, created when SSA
gained independence from HHS, is increasing its smphasis on fraud and
abuse,

Y14 Soclal Security! Hew Functional Assessments for Children Raise
Riigibilivy {juesilons (GAC/HEHS-95-066, Mar. 10, 19985},

115 Supplemental Securicy Income:  Risability Program Vulnerable to
Applicant Feaud Bhen Middlemen Are Used {(GAD/HEHS~-85-11€¢, Aug. 31,
19595 .-

SSA PACES DIFFICULT CHALLEHGES
IN PREPARING POR FUTURE
WORKLOADS

g L St S 4 R S5 W1 B S b e bk bk o e e e e . e e e e e ok b e A U e A WA A e S S S o A TS b e e ok, e e e C%ﬁ}pie}_‘ C:S

In addition to its peolicy and program challenges, 584 will need to
magt qustomer expectations in the face of growing workloads and
reduced rescurges., 5S5A expects to redesign inefficient work
proceszes and modernize its information systems Lo lncrease
prodostivizy, knowing that its customer service will deteriarate {o
unacceptaiie levels if it continues to conduet usiness as in the
past. In addition, 1t faces the urgent need to compiete year-2000
software genversion Lo aveoid major service disruption at the turn of
the century. 88A will alsc need to effectively manage its workfoerce
and considar what sarvice delivery strcture will work best in the
future.

585 MUBT HMARAGE GROUWING
WORKLOADRS WITH REDUCED
REZOURCED
~~~~~~~~~~~~~~ e e e e e (higptar (:5,]

As the baby boom generation ages, more and more peuple will be
applying for and pecelving SSA program benefity. In addition to
increaging retirement and disability caseloads, B8A's other worklcads
will grow because of increasing responsibilities. For example, SSA
masy meai & legiglative reguirement thal most workers be mailed
annusl statementg of their earnings andg sstimated ratiremant
nepefitg, VIO valled Personal Farnings angd Beneflt Estimate
Statements. The opeation and mailing of these annual statenents o
21l workers agaed 689 and older, begun in 1995, must be expanded to
those ayed 25 and older--about 123 million individoals--by the year
20006, We ars gurrently reviewing for this Subcommittee whether the
usefulnesy of these statlements can be improved and what impact they
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will have on §84A°'s worklcads.

Moreover, 33A has been unable to folly mest legislative raguirements
to perisdically review the status ¢f disabled beneflclarics Uo ensurs
thal these wie are no longar disabled are removwad from the rolls.

23R now has plans to review the status of more than 8 million
bepeficiaries in the next 7 yegars. To agoomplish this, S8R would
have to oonduct aboub twice as many geviews as Lk hag conduciagd over
tha past LU years gombined 17

88K knows nhat ig must meel thess lncrzasing demands in sn era of
federsl downuizing and spending reductions.  S85A has estimated that
i¢ would nsed the squivalent of aboun 746,400 workers te handle its
workloads by the end of the century if it conductad business ag
aaval. Instuad, 1t expects to handle this work with about 62,400
workers-~fewer than it has today.

W16 Under the legislation, 838A must provide individuals aged 50 and
cuer estimates of Lheir potentisl monthly retirement benefits,
beginning oo later thas Oct. 1, 1839,

Y17 Special fusding hag been authorized for 7 years for 835A to
complate thesg ceviews.

TECHHOLOGY CRITITAL TO 3BA'C
e e e 0 e e s e e Chapter 0:5.2

To handie dpcerasging worsklosds and improve public servige, SSA bas
begun to redesign inefficient work processes and develop sugparting
mederaized Information systems. SSA is in the process of a
mulbtivessr, multibillicn dellar systems modernizabion effort expected
o support new ways of dolng business and lnprove produativity,
H8A's Automation Investment Fund of $31.1 billion supports its S-year
plan, from fiscal years 1994 to 1948, of moving from veliance on
computzs terminals hooked to meinframe computers in lts Baliimore
headguarters to a state-of-the-art, nationwide network of personal
computers.  The new natwork is sxpected to improve productivity and
customer scrvice in field offices and teleservice centers and alliow
for further technsology snhancements.

Although this new computer network snvironment may yield productivity
improvements, it poses significant ¢hallenges for SSA.  the
useluiness of new computer svstems will depend on the sofiware
devsloped for them. Scoftwove dovelopment has heen ldentified by many
gxperts 8% one aof the most risky and costly aspeacis of systems
developmant. To mibtigate the risk of £ziling to deliver high-muality
softwane on time and within budgen, SSA must have a diseiplined and
congistent process for devaeloping softwars. 384 has alrsgady
exparienced problems, howsver, in developing its first major sofiwsrs
application for use in its new network. Thess problems include {13
using proyramners with Insufficlent szperience, (2} wsing soliware
development tools that have nob performed effectively, and {3}
develeping initial schedules that were Loo gpiimistic. As we nofed
earlier, Lhese preblems have collectlvely contributed o @ dalay of
ovar 2 years in implemenbing this new sofbtwars. Although S5A has
begun Lo take steps to bebler position itsell Lo successfully devslop
and maintain ity software, iv faces many challenges as it works to
develnpy sgihware In 1is new gompuier network esvirorment,
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AVCID BENEFITE LISRUPTION
~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ Chapter 0:5.2.1

SSA faces angther Systams shallenge-~one of the highest
pricrity--thal affscus nob only 1€ new network bul compuler poograms
that axist for bolh ity meinfrome and peorsonal computers. Most
computer software in use totday is limited fo two-digit date flelds,
such az 946 for 1996, CQonssguently, a2t the turn of the gantury,
computer sclitware will be unable o distingulsh between 1500 and 2000
because both would be designated "00." By the end of this century,
SSA must review all of its computer software--abourn 34 million linus
of computer code-w~and make the changes needed o ensure Lhai iUy
systems can handle the first change te a new centfury since the
computer age bagan.

This year 2000 sofgware conversion must be completed (o avoid maior
service disraption such #s erronseous payments or failure Lo process
benefits ay the turn of the century. Errors in SSA proyraws could
also cause difficulities in determining who 1is eligible for retirement
benefits. for example, an individual born in 1220 could be seen as
beinyg 20 yvedars old--nok 80-wund therefore ineligible for benefits.
Similarly, someons born in 1989 could be seen as BO years old--not
20--and therefore entitled Lo reveive Social Becority bhenefits.

Beginbing work on £his problem ag early as 1383, 53R hag reviewed and
carrected about 20 pavcent of the computer code that must be checked,
according ke itg Depubty Commissioner for Svstems. To complete the
iob, B3 estimabtes bthat it will take 500 work~ vesrs, the sguivalent
of about $30 million. Agsngy officials reporiad that the amount of
resgurcess dedicsted e the year 2000 effort could lmpasi siaff
availabilliity for lowsr priority prolects and 88Xz abillty Lo tackle
new systems developmant work.

DEVELOPING A TRAINED AND
FLEXIDLE WORKFORCE T35
LBGENTIAL
""""""""""""""""" = e s ww e (hantey BiBL3

384 presounizes fhat te maximize the effectiveness of its reenglneered
work processes and invesiments in technelegy, it must invest in
ongoing saploves tralning end cereer development. Ultimavely, 3534
envisions a lesz gpecislized workiorce with u broader rangs of
technical skills thai can be flexibly used in areas of greatest need.
In addition, %52 has taken steps bto reduge iLis numbar of supervisors,
a3 part of the Administratien’s eiforis to sliminabe unnecesgary
murceaucracy by working with fewer supervisory lavers. To manage
theze changes, S84 is training some of ity headguartoers employees on
the asncepits and Lochnigues of tzamwork. TO sansgs with fewsr
superviscry in its Fleld operations, S8A also plans o work with its
unisns te test & numbur of tesm concepts.

Complicating $8A‘s efforts is its aging workfoves: 47 peroent of
SSA's senior execukbives ang 30 percent of its grade 13 Lo 15
personnel are eligible te retire over the next I years., In tha 2
fiscal years ending this September alone, 354 wlll have lost, and
have needed to replace, two of its seven Deputy Commissioners Lo
rervirament . V18 S8SA has ascknowledged the importance of having skilled
managers Lo preparve for the demands of heaviay workiocads, new
technology, snd expectaed changes in its employee and client bazs.
Howsver, it hag besn 4 years since SSA participated in HHE' executive

PR

level management devalopmant program, and 1t has not announced its
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Gy proegram Sinee badoming an independent agency., 537 also has not
geiscted candidates for its mid-level managsmenl development program
singse 1993, The agengy recognizes the nsed for mapsgsment
developmenl programs but has not yet sghaduled futers proograms.

V1B 88A currently has seven Deputy Commissionsrs, who oversse bLhe
fullowing functions: coperaticons; systems; finance, assessment, and
mansggmant; prograng and policy; communigations; human resources; and
legizlation and congressional affairs,

LIVIICOLT RESTRIECTURING
DECISIOHS ILIE ABEAD
e i Chapter 0:5.4

Although BEA has besgun to discuss its usge of improved technclogy ang
g more flexible workiorce to conduct its pusiness in new ways in tha
future, it has maintained its traditional service delivery structiure,
ineluding 1,300 fleld offices. Given the signliicant changes facing
88R, it has not adeguately considered whether iis gcurrent ssryice
dalivery structure 18 really what is naeded for ths future. Thils
important fssue nesds serious consideration.

According Lo S58A officials, the agency has not developuwt spscific
plans for restructuring its organizatlon angd redeploving staff in
response Lo desosgrashic and workforce changes and shifting customer
sxpaotations.  The demand for 5380s 30L-number Lelephone servige
wontinues Lo grow, and 3SA's survevs show that gallers prefer Lo use
the telephone for more and more of their business. Customer feedback
also inddicotes that oustomaos would iike to complete thelr businsss
in a single contact. ©ver Lime, 583 will likely noed $o sestructure
how it <does busginess to cost-affectively mest changling customar
prejierencas; Lhis may vltipately involve office closures. Issues of
where, how, and by whom work will be done entail sessitive human
sesgurces issues and may have negative impacts on logal communicies;
o reselve Chese, §8A will nesd to work closely with its unions,
employee groups, and the {ongress.

To improve its B00-number servios, for example, S53A has many
initiatives under way, which we are reviewing st your reguest. S55A
eurrentiy hos 39 belseservics genbars.  Studies incdicate that this is
far too many telessrvice centers to opgrate 35R's Blf~number system
in the most cost-sffective way. A 1990 report from HHS' Inspesior
Genaral, for example, indigetes that 583 could oparate more
efficiently ind cost~effestively with one-third the number of genters
it currently has.  85A iz studylng and plans Lo #iork with employes
groups on thigs issue bub hag not developed specific plans for
reducing the number of teleservige genters,

LEADERBHTY HEERED TO MAHAG
CHELLENGES
~~~~~~~~ 1 T 1 L o st e = o BB RT D16

Ag Whe Zist cunbury spproachas, O%A foces dramatic challengas:
funding future retisement benefits, zethinking digebllity processes
and proyrams, combating fraud and abusge, and resirunluring how work
is performad and services delivered, How S5A performs in these areas
can have o powerful effact on its sueccess in fulfilling itz mission
ond on the public's confidence in this agenoy snd the {ederal
government.

btip://www access, gpo.goeviegi-bin/getdoc.cgi?dhname=gao& docid=cg@60071.1xt 12/18/00


www.acccss,gpo.gllv!cgi.binigctdnc.cgi,?dhlll.llllez:::gao&doc
http:strw.:::x.re
http:h'J:7.an

Te help 854 meet these challenges, ihe Congress took sheps through
the independence leglislation to bulld public confidence in and
strengthaen the agenvy. The independoence leglislation provides that
Sih's Commisxioner be appointed by thoe President with the advise and
consent of the Senate for a fized f-year term, with removal froem
office by the President only for & fisding of neglect of duly o
malfeasance in office. As the Congrass was considering the
leglslation, we testified that & fixed verm of several years for
Conmissioner would help stabllize and strengthen $8A's leadership.
We coniinue Lo support the need for a fisxed term. The Jegislation
also calls for a fixed G-year tern for e Deputy Commissioner, also te
be sppeinted by the President with the Senate's advige and consent.

The Commissioner and Deputy Comslsgioner heasd bthe leadership Leam
peeded to address the agency’s existing problems and manage its
future challengey. S8A&°s efforts to malntsin an effegtive cadee of
lesders aro complicated by the impending fetirement of many of iis
exacebives snd menagers and by the absiencs of o Commissionsr and
Depuby Commissicner with the stability of fixed terms.\19 This
leadership must be in place for 88K Lo erogress on the four [ronts we
have highlighted.

First, E8A must step up to lts role as the nation’s expert on Hoclal
Security issues; it is uniguely pogitioned to inform the public
policy debaies on the foture finanging and structure of Social
Sggurity.

Segond, BB must redesign the disasbility clzims processz and place
greater emphaslis on return L0 work in its disability programs. To
incyaase the redesign proiect’s likelihond of success, 3%A needs o
gnsure that those Initiatives wost likely to save significant costs
and time ars implemconted., HBogouse of rthe scope ang durstion of 83Afs
redesign, it shonld report on an annual basis the sxtent to which it
is meeting Lts processing time reguction goals. It must sisoe sustain
itg efforts to bulld and maintain stakeholder support. In addition,
B88A mugt develop a comprehensive detailad plan that integrates its
redosign initintives and systems development activities. The
CTommissloner algo rieeds Lo act immediately to place greaber emphasis
on ratucn to work by changing both the design and the administration
of the dissblllcy prograns.

Third, BEA must better protect taxpsyer dollars. A5 the
administratoy <f the nation’s lergest cash weliare program, S8R must
ensure progras integrity dn 881, Reports of fraund and sbuse trigger
publlic peroeptions that 3585 i3 not meking cost-effective and
effigiony use of taxpayer dollars,

Finally, 8SA must manage ltechnology investments and its workforcs,
and==-when neandad--make difficult decisions abcout handling increasing
worklosds with reduced rescources. It must alseo continue to fogus on
and olosely manage its year-2000 gonversiaon to help ensurse that 353
will move into the Zist cenfiury with systems that function coxrectiy.
Mopeover, as 55A prepares Lo meet grester demands and changes in its
guploves ond client base, it may have to make difficult workforce
deelalonsg o betier respond Lo Sustomer nesds. For saxomple, S5 may
nged o olose offices and move lts workers to different locstlons to
potier mest growing demand. In an environment of shrinking budgets
and ingrsased expectations for government agency periommance,
enguring that agency decisiong are based on comprehsnsive planning
Cand gourd analysus will ba aven more essential,

58A's success in meeting these challenges is criticsl. The agency is

all dmportant, accounting for one-fourth of federal spending and
pouching the lives of almest all Americans. lfiow it meets its
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challenges as it moves Inko the next cenbury can gake a significant
difffareuce in the well-beling of America’s vulnerable populations--the
aged, disabled, and pogew-and in how the public feels abour its
govarnment.

%1% The current Comnissioner was agppointed by the President and
confirmed by the Senste before the agency gained independence; the
current Deputy Commissionar serves Jin an assting capacity.

~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ wowmmwmne Chapter 0:6.1
My,  Lhairman, this consludes my formal remarks. 1 would be happy to
answer any questions from you or ather members of bhs Subcommibfes,
Thank you.

CONTRIBUTGHRS

For mere informanion on this testlmony, please call Jang L. Ross,
Birector, Incoms Securiiy Issues, Health, Edocation, and Euman

Barvices Bivision, at (202} 5312-7215, or Cynthiaz ¥. Fagnoni,
Asgistant Directer, at {202} 512-7202,
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