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Social SQcudty Administration: Effective Leadership Needed to (-leat 
Daunting Challenges (Testimony, 07/25/96, GAO/T-OCG-96-7). 

GAO disr~ussed the Soc.:inl Security Ad:ninistratioTl' s (SSA) efforts to 
adcLcess future policy chang(~s and program issues. GAO noted that: (1) 
S,'jA is .strengthenillg its strategj c management [n'ocess, developing 
peJ:I'orInance measures, measuri.ng customer satisf,lction, and producing 
<lccur<J.tp. financial statements; (2) SSA has not performed the research, 
analysis, ap.d 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 
into the social security system; (4) the aging of the baby boom 
generation, coupled 11ith increasing life expectancy and the declining 
ratio of contributing workers to beneficiaries, will place unprecedented 
strains on the social security system; (5) SSA disability caseloads have 
g.COWll by 70 percent in the last decade; (6) SSA has attempted to 
redesign its disability claims process, but it is unable to determine 
I~hether specific pL'ocess cbilnges will achieve the desired results; (7) 
::':SA has Hot suffic.i"8utly Inomoted L"etur.n-to-work initiatives in the 
dis(lbLU ty progr.am; (8) SSA faces significant challenges in modernizing 
its information systell\~:, mnnaging increasing workloads with a reduced 
workforce, and delivering its services; and (9) SSA needs effective 
leadership to inform the national debate on social security financing 
issues, complete the redesign of the disability claims process, promote 
return to work programs, enhance program integt'ity, and make 
technological enhancements. 
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I am pIutlsud to be here today to provide our a$st!,ssment of Lhe Social 

Security Ad.!ltlnistratlor:' B (SSAj efforts to address policy and program 

issuus hod to pt"ep<H:e £OL· managing the challenges it [<lces in the 

21sL centur?i. i'1lth a ,staff of 64,()OO, SSA administers the natio!1's 

largest f:edfCral prog.ram--Social SCCl.lt:itY--D,$ well as the larg:cst: CdS,! 


k)~i£nrc :;:rogram, Supplement<ll Security Income (SSI). SSA's 

e,,:pendj Lures t:otaled $363 bill Lon i:, fj seDl year 1995, nC1.:.r.:cy 

Olll;-foUJ:Lh (;.[ thi~, naLion' s $1,~; t:rillio:1 federill m:dge:.:" 


SSfo.'s program,; 'to;Jch tile livcs o[ r:,lar:y <wery imlividU21 in ttds 

c.:ountr::y, Sc,cial Secerit:y\l provide;; :::er.efi:::n to retired and disabled 

wOl'ke.rA nod U10.l!: d~~pr":lder:t5 and Btll':vivors; SST pJ:ovides assis:;an~e 


to t:IC I:ecdy aged, bli:ld, dnd disablnd. In 1995, SO million 

Del:cflclaYies--neal-ly one out of eV'Jry five individuals in tilis 

countz:y--received benefits [rom 5SA ench c;onth. In addition to 

t>cL'llinistering benefits, SSP, records the wages of nEarly every U.S. 

worker and issued almost 17 million Social Security cards in 1995. 

MOLeovor. gSA maintaIns a large and visible presence in communities 

nationwide. In 1995 alene, an estimated 24 million people visited 

SSA's 1,300 [ield office,s, and SSl\ received 62 million calls on the 

alJ~llcy' s ti<.ltioH",ide ::oll-fl:ee aoo number. 


"~'i\ ::ecog::d.zes that ch\~ A!!I(!riC<111 public depends :::r. SSI\. tc q:.Jickly a:1Q. 

.r,~cl.l.ct\~cly provide 1~01l(O!fits, p.coperl:r' rcco;:d WoY:':ers' 8;::':lIi:'g5, ill:d 

i;;ft'~CLiv(!ly sa[egtwrd benefit pr:Ogf'btlls from fraud a:,d abuse, Any 

rililm.:H to co sc sGriously end\?':lni!H~:':I the pJb:ic' s confidence ~n 


govIHnn'lOnL and its ab.; lity to af::"icier.tly and cost-effectively 

udminisl:er prog:::ams ane p:::o:::ect taxpayer dollars. Yet 8S SSA 

ackllo.vledges, p>Jblic cor.fider:ce in its programs is low and has been 

low (or some time. Although much of this lack of confidence ste~s 


from concerns about the future solvency of the Social Security 

syste;n, public con[idenc~ is also eroded by reports of fraud and 

abuse. Bediu accounts of prisoners erroneously receiving disability 

cl:m.:ks and aliegations that lmrr.igran:.:s ane children are feig:1il1(; 

menla.1 liiness to obtain SSI undermine the public's trust in SSA and 

III tin: Fedo;:al gcvernmELt. 


'1'0 bolster SSl\.' S flbili-:;y t:: addreEs critical policy issues and 

corret:L progrmnmnc:ic ";GakrH~$ses, the Congress elli:,ct~d legislatio;) 

nwk~;:y SSA in::epende~t of the Department of H('!z1 th and H:ur.ar. Servie'es 

OlliS) as of (-larch 31, 1995. In entablishing: SSA's bdepcnde;,ce, the 
con(Jr,~sl:l reco(Jnized the importance of strong and s::sble leadership 
~or tho ag~ncy, As we noted in out' February 1995 repor:.: on SSl\'s 
transition to ind~pendGnce,\2 independence heightens the i!r.portance 
of SSA' s playIng a streng leadel:ship role .tn addr'!:ssing long-standing 
probhrus nnd preparing for futUl'Q challenges, 

In thar: report, ..:e higbl:'gbted the challenges <;h;:)t $SA would face as 
all 1:1dcpenci<:!Lt agency; th~ shortfall in funds to pay future Socia' 
Sccl::::i::y bcnofits, growin'J Clnd chnnging disabEity cEselv£ds, ar..d 
;::nlillc conc'!cr.s ,about SSI pco~lram grOwth, 1'od"y, wi:l descr~.be 
the",,.; po11cy fmc pl.·Ogt.'3W d;all,wges and c:ssess SGA' ~ pro9x'csS in 
addressitrJ trion aLd in pre::ild;HJ ::0 f;,Drage its futuro challenges, I 
Kill a1s0 tLiLS0:JS what d:::ditior;al Betic)';,:;; are HGeded to heJ p SSA me0t 
the"e cllalle;"L;Jes. These Q~sr:rvatio:l3 are drawn from completed ar.d 
ongoing GI\:) wor:k on Social Secud_ty isslJes. We also spoke with SSA 
officials, selected offici;;.ls of the Social Security Advisory Cou~cil 
acd Advisory Board, and otheL' <2<xperts to determine SSA's progress so 
far, what problems remain, alld what else is needed to make SSA il 

premier agency. 

In summary, SSl\ is ahead of rrc<lr.y federill ager.cies in managing for 
results ilnd ilC',p:tQvinc; fina:lciill DCCOJntability. TIlis gives the 
(l{J":oncy n sOJ.;nd baso ::cot:'_ 1I1:,i::h to maaa~e its cllLTellt and future 
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cll<:lllcntJes, w:.ic.l: <1n; signii'ic<lnt. SSA, howevel.', has r.ot performed 
th~ rt:l;lcan::I;, analysis, and evaluatioa needed to inform the public 
daGat:Q' on the £<.I::Ul:(3 financi:1g 0: Socia~ security--t:be most critical 
J.ol1g~i;eJ:;1\ 1:;sl.'.(: f8Ciw,f SST" The ag:'r(j· :::f the ba!JY boom gar.erotic!)., 
coupled Id t.h i;)CIJ.+asim] .1. Lfc expectar:cy ar.d the decllnH,g ratio of 
contl:ibu'';ing workers to benc!ic:"aries, will ?lilce unprecedented 
stnlins on the Social Security program in the next century. Unless 
th{f COlll,p:ess acts, the SOCiill Secc::ity tru.::t funds a::'~ expected tc be 
c:X!Ii1ll;,tC(j by 2029. [»;:]1.'" t!J~n " yea,' il:Cter Sillning indcpe"dence, SSt'\ 
i.s just now !>trengtb:wing its resear:;h. po.iicy ana.iysis, and 
evaluation capabilities to mon~ actively participate in the financing 
deilnt!:!', 

Also cLi111ew,Jin(j SSP. lwve been disability cBseloads thBt have grown 
by tH#u:ly "/0 percent in the past decade, To it,. credit, SSA has 
undertaken <in important effol.'t to fundamentally redesign its 
in0fflci.ent :lisubility claims process. Howev'i:;:, whil~ gSA has bequn 
ffiHn:! of its pllmned ioi-tiat.LvGs, noue is far \wough along for: the 
agellt.:y to k:1<1\'; whether' specific proposed process Chan(,les w!.ll aclueve 
lbe desired results. Moreover, SSA has not sufficiently promoted 
return-to··work efforts in the administration and design of its 
disHbiJiLY pt'ograms. ::£ eV~fj an addi:::io::1al 1 peL'cer:t of the 6,6 
mill~.oll worki.ng-age pe:;ple receivlc9 dis&.;:;=lity benerits were Lo 
:eave 85.1\'5 dlsabi':"Lty rolls by returnlcg to werk, ':"if€'..:ime cash 
b(:m~1'its I>'IO,lld be reduced by pn estimated $3 billion. In addition, 
GSA hos not dOlle enough to Gombat fraud and a~use in the 5S: p::ogra~ 
M:d ::lddr<3t>s ))):00.1'<1::', wl'!aknef,loQs. 

SSl\ faces ill(.;reasing responsibilities in the future and must manage 
its growinq \~-orkl.o-<J.ds \1ith re-ducec resources. SSA estimates that it 
would need ov~,r: 76,000 wOJ;'kers to handle its grOl'iin-g workloads if it 
cOndtH.;t.s bUlOil!f:~$ <II:> uSl"lClI. In$tei"ld, 55A expects to do this \'JOrk 
with about 0::,000 wt:;rkers--fewer than it has today. To successfully 
moet its worl:load cballcn9~s, SSA knows that it must increasingly 
('ely on technology and build a \~orkforce with the flexibility and 
skil1$ to opcJ:€lte in a changing envir'onment. SSA faces significant 
chtlllcHg<ts, how;,::'!".::, i;, l~.od:""'::llizing itCl i~formntion systems--n 
complex, mllltiyea:: "l!rfort that could easily cost billlons of dolla::s. 
Compounding this chlilUenge will be the possible loss of many senior 
manager!> and <:txec\:tive;;;--ov.:t: the next 5 years, nearly ba.!..f of SSA' s 
senior ex,jcu~i'les ~)ll';" be eligible to re<:ire. MOreover, SSA fac:es 
Ji!:fic.:n""~:.: d~t'isi(~n$ ell 1;Ol<l best to d~li.ver services in t!l!i:l :uture. 

At tJ:Ls criLical junctul:e, e!,fective leadership is needed so the 
agency call t;')ko the follow;'!~9 actions to better ensure its s:Jccess in 
UI'~ :.: Lst C81l~L<ty: .inform tb:; lla:::ionnl debate 0:) Social .s0cu:i~;y 

finaHcing iS8Ges, complete its redesiga of the disabiLity claims 
process and Fromate return to work in its disabLl ity programs, 
enhance effoxts to ensure program integrity, and make the technology 
011huncemeLls uno Horkrorce d~Gisions needed to meet increasing 
\wd:loads wlth i'ower l:e$O\.1:(\:<:1$. 

\1 TlJ"" SocLn,l SBCUCJ.ty progeam h<J3 two pa.rts--OJ.d Age and Survivors 
Insut>:mce iVA:JT) Bno Dis<IhiJ.ity InsunHl_ce (01). 

\2 Social Security Administration: Leadership Challenges Accompany 
Tt'tlllsj ;:io!) ::0 an bclependent: Age:)~y (GhO/HEHS-95-59, Feb. :5, :'995;. 

$$1\ STEPS AHEAD tilTH 
RESUl.TS-O!:U £NT£D }ll\NAGEME>!':' A~lD 

It':PROVED FINJl..NCIA~, 
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ACCOU!,~ l1d21 ~ TTY 
Chapter 0:1 

ht this tln'1~ of hBig;:tt~!led n!:t~n:.:io:! '-:0 tlle costs and c[f'~ctivcncss 


ot <111 federal pl.'ograms, the Congress a:ld ::Le Administration hl.lve 

.::.cted to promote a more efficient federal goverr:mem: tbat stresses 

managing fol.' results und accountability. These efforts include the 

Chiuf Fir:allcial O:'ficers Act of 1990 (CFO Act). the Govo:rnme:1t 

Pel:{unnuncu nr;d Resu':'::s !;ct cf 1993 (GPRA), emu the Government 

!-laniHjCIn<:.HIt Reform Act.: of 1994 lGMRA:, lr. addit.iOL, the 

A(i'rninistrution has undertaken, under tile vice President's direction, 

tho national Performanc~ Ruview (NPR) aimed at making govern:nent work 

l;:~~t;~;: ar:d cost less. He ,c;Jtrong!y support tho,se efforts as il1l~ortant 


and ;l<::;OSSill.'Y s--.:eps ::0 iJnprov:.cs federal )nanagel\\ent. 


SSll has surpassed many other federal agencies in these areas. Por 

~xample, as n pilot 0gency under GPRA, 5SA has worked to strengthen 

its st.::a-:::egic mani:lgcmcnt process and to id~m:ify a!to develop 

per l.'onnDIlC0 ,:r,c<tsUJ.:es that. hulp j ts manages-'s, t}Vi! Congress, ar:d tr:o 

public a$S~S5 its pe.::Eormance, In addition, for several years now, 

it h(lS measut:ed satisfaction levels among some of its customers and 

used focus groups to und~:rstand its custc:ners' and employees' views, 

r'Jf~"cctin(] the customer: se,rvice focus pco:::loted by NPR. SSA is also a 

lcndr;1" ,0,;:,0119 federal. agencies in pcoducif)(] co;r.plet€t, ;:\ccurate, 2nd 


tirr.ely E!:ancaal stat<;mG:nts as required by the cro Act and Gr-:RA. for 

example, for fiscal year 1995, SSA issued audited financial 

staLemenl:::; :5 months Dufor", its ~~gal mandate, Mon~over, SSA was 

2m0n~1 ,;1;8 fit'st fede:_'al <lqcncies to produce an ilccountability r0port, 

~[r:ich iI, dGS igned to cOr1soll.dilte Cilrre;jt repcrt.ing ,n:'!~ll..:i:::-ements under 

vnrLous la~:s ;)nc provide a comprehensive picture of an ager.cy· s 

program pecfQroance and its financial conditio!:. 


To b0. m(lst Gff(~ctivc£ 3Sh'$ ;>I:soing efforts in stratngic managemcct l 

P61':formance metlsure:::lent, and acccur.ta:::.:lity reporting will net;!d to be 

continually .improved and integcatec.:. in';:o the agency's daily 

optn:ilt:io:iS and management, SSA has a foundation in place on \.rhich it 

ca~l build to rr.ar;age th'1 nign.i.:Cicant policy and pl~ograrr. cha:"lenges j,t 

£;:H,:'1S in Lb~ f,:t:JcG. 


LONG~TERl4 SOIN1WCY IS 
'j'HREATEliE:); SSA 12 NOT Y£'1' 
J\CTlv:::L'::' l'hlC'IClPfl.TDH? IN 

FINAHCU,G DC':BA'l'E 


--~--------~------------------~-------------~------------- Chapter 0:2 


,'\3 til:: L>Ziby boom g<:OIHU:.:!tion nges, g:r.:owi-fl9 nl.:i11bers of people will 

rec~ivt: Seci;;l !::acurity :r:etirement and Sl)rvjvor!l ber~cfi::s if: the 

years ';:0 come, as shown in figure 1. By the year 2015--as b3by 
boome,n. begin ef,tering their mid-60s--t:he numbers of indivichnds 
':0cQjving bellcfits Kill reaoh an estimat",d 50,4 million: rnorG than 
OJl0~t:)il'd groater tbrlll 1;he 37.4 iu.llioL pi-~ople t"/?ceiving SOGi,;tl 
Sccl.::rity ret::LL'ement: and sUl'vivors ben<:~£its in ;'995, Once on the 
.:ol1s, retirees C3a be expected to receive benefits fer longer tir..e 
periods than past: r.>acipients. A 65-year-old male who began r-eceivi!1g 
Sociul Se-C\ldty ber!(Jfits H: 1940~-tl:8 first ylJaj~ 55A began paying 
moothLy be!lef'it:s--\~Cl!l expected to -=-ive, on 0v;;rage, about an 
-additional l~~ years. By 2015, a 65-year-old rno.;e will have a il[e 
expectancy of 16 years--a 35-percent increase. DUD.ng that same t.tme 
pe-:."ioQ, the J ife expectancy EOL' women aged 6S will increase by alrr.ost 
:50 pe£cen::--h'om an aVQrage of over 13 year's to an avr~ra9C' or neorly 
20 years. t-l(;;mw;lile, the ;:-<1,::io of contributlng WOl:ke17S l:o 

beneHciarie!; will declu:e. 3'1 2C15, an estir.,ated 2.6 workers will 

be poying taxes into the Social Secunty system E'er beneficiary; in 
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19!JO, 1(;,5 (.)od:~n:l '.'Icre paying Sodal Sac\J:r:ity taxes per: bupeficirn.-y_ 

F:'gure 1: G.t'oHi;h.ttl social 
Securi;:;y Beroeficia::ies. 
19j:)-;;:03;J 

!Sec figure in print(!d 
editioll_} 

~lOt:O! Includ,,::s recipiunts o[ OAS! onLy. 

Source: 199G Jl.nnu<Jl Report; af thQ BO('lni of Trustees of the Fedel:,).l 
o ~ rJ-Age anti S:.p:vi VOl'S Im:iux:ance il.l!d Dist:lbili ty 1ns'clL"at;ce Trust Funds. 

This retireme::1t explosion threatens the long-term solvency of the 

Social Security systcm. Beginning.tn 2G12--16 veal'S from now--th<! 

p.f.·(HJ::i:!.m i8 projl;cteu tu start running a deficit_ By 2029, without: 
cOll:ective legislation. the trust funes are expected t'O be depleted, 

ImlVing .tnsufficient fur-ds ~o ?ay the ex!;ected level of retir.eme:1t. 

survivor:;, ancl :::i1;H,biL:_ty ,:nw..ll:ancc (DI) oer.eL ::3. 


Concerns about the long-term solvency of the Social Security system 

"H'8 ivu.! illg OJ public debat~ about tng fundoment<tl structure of this 

:';Y1:it.utL T~H~ ;,dvisory Cocne.il on Social Sect:ri':.y, \3 for exa;nple, has 

p:..tt fot'tl! tllree dif[ere'ct approacbes to addressi::1g t~e Social 

Security system's long-term deficit:, All three approaches call fer 

some pen'tioE of Social Security p.1yrol1 tflxes to be inveslod in the 

steel: mat'ket.\4 Two of these tlpprCilches, however, call foc allowing 

.lT~dividua15 to invest some portion of their payroll taxes in 

il;divid~la': r.0!l::"'rert8r,t accO'Jn~s. ':'r:is wO'Jld be a sigr.ificant 

(,l':pi)r'~un~ £roll. the o:t',i,ginal prog:o::.':nll dOS.tYll, i,. wl'_ich all trust fU;ld 

monies ilre invested and managed centrally, Given the magnitude of 

the fin<lncial problems facing the So<:Lal Security system and the 

t3ltuL'e of the proPosflls £0': cr:anging the 3yste;~., ,'>Ie can expect 'the 

\J~;ja".:e 0\18£ the finn;,cing all:i st:ruct;(lru of the Social $oc'Jc;.ty system 

to continue and im:ensify in the coming years, 


\3 Before the independence legislation IP,L. 103-296;, the Social 
Scc'.uity Ace: provided for the appointment of a' nor.part.lsru; Advisory 
Cuuncil \:very 4 year.s to examine iSS\leS a~·fectinJ the 01\8D1 and 
l'ledtcare p:oqrmns, P,L, 103-296 provided that the current Council 
will be the last, 

\': 808.1.,)1 Sec:.ir.:.ty pnY1:c':"l til xes that: acc'..llt',ulat-c i:') ::I::e ';£"..19:: fund 

r(;!SCl'VBS are cur:renLly invested in U,S, Treasury bonds, 


SSA IS NC;'i l'AKll-iG S7£PS TO 

BE MORE ACTIVE 


-----------------~--------------------------------------- Chap;;:.;):." 0: 2.1 


tn our !:eport on SSA's transition to independence. \ole noted that the 

agency's independence would heighten the need for it to work with the 

Congre~w ::r: de ....elo!;~I:\l options for €'lsurillg t;)a': reVe:Ll8S are 

adequate to nwJ:e Luture Social 3ecu:t'ity benefit payments, More than 

a year after qaining independence. however, $SA is not yet ready to 

fully' 5uppon policyrr,akers i;, rhe current: public debate on financing 

i:;u!.:'.n; , 


SSA has been involved in financi:l9 issues through its OfficE! of the 
l\ctu<Jry, which hus provided data and analyses to th(~ Adv.1.sory Council 
unci policy;;;ak~t':; developing financ.i,ng options, The Office of the 
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ActU.fIi'Y plays a unique role within the agency because it serves both 
lhe Congress and the Administration. \5 SSA ...<ill .also be providing 
assist£mce to the Social Securi ly Advisory Beard, w:,icll was 
es::abl~3Led by rLc .tndCptmdcnce l~gislation to advi.,se t:,B 
CC:!lnis:3)o:lor n;d lI1a}:e i"e'~ommi?ndatioHS to :1;e Congress a:)d t:hj 
t'nJ:'i.id!~I,t en S':;/\ pi"t'.grtiffi pClliLY" 

l'iJ~Sf~ 5uppor::ive roles !'erH."eSont SSA's tnajor activities related to 
long-t~nII fina:1cing iaSdt;s. 5SA has acknowledged that it has not 
undertaken the policy alld research activities it needs to eX<lmine 
critiC.;J.l issues affecting iLs programs, including long~term 
financing, and to provide additional support to policym3kers. The 
agellc\' recognizes t.he need to be I!'.ore active in ;;hese areas and, in 
!-lay of 199G, took steps to r-·eor9an3..ze and stre:lgthen its polici' 
analysis, resenL'ch, and evaluation offices. It beli<1ves this 
:·,.wrganizatlon will bel:t\i!t position it to take a rolle in 
cr... U:;ill policy and r<~sear.(;h i.ssues relnted to i::s ?rograms. ~.. the 
ti:nc of OJ!: review, hO\4t;vcl", the l'!1orgJl1ization had just beghn, n:)ci 
the offil;e res?;:m:;ib.~e [ul.· cool.:dil!0ting all policy pla,Hur.g 
activities was cr:ly pul'tinlly staffed. Although S3A did not huvc a 
specific ti::te fcame fOL· when the :reorganized policy office would be 
fully staffed and operational, it ciid expect to be better prepar.ed to 
join the public d~bate over the :1ext year. 

SSA is in a unique position to inform policy:nakers and the public 
abou~ the critical nature of long-t.erm financing issues. Pecus 
t)l'OUpi> condclcted by 351\ have demonstrateo that t:he public's knowl'jdge 
f.~: Soci<l2- SGcurily programs is geHcrDlly ]e..: and t:;fj p:1;>lic's 
conJ':..t!r.:::;;;c in \::1<;: 30cini ;;;ecurity systcw is undermined by its fu:.:uni 
.:.:-in:lIlci:;g pL"cbl'3ful. To address these issues. S:;A iA c0:1dl;ct~r:9 a 
pL:.blic educct~on (.'iIlnpnign that dLscusses what the currC:1t. systetr 
offers in disnbili::y, reti;:ement, and survivors benefits. It Dlso 
emphasizes that the Soc.:ul1 Sec1,lri:.y system can pay benefits for :nany 
more years and that the Congress has ;.:ime ::0 act before the trust 
funds it,$" de91eted. SSA, however, is not discussing options Lor 
ffi<1intaining ;)1' changing the currer_t systen_ Feedback SSA has 
rr,-cGivco ft:om Hs focus groups indica:.es that addressing the publlC'S 
lack of knol11edge without also discussing possible OFt.lons for 
cns\i.ri:l'J the system's future solve!1cy does not ins;:ill confidence a'ld 
t1o<.;.~;r;r;5 the .;J.~en-cy':; cl:edib.i.lity with the pub;'ic. 

w~ nn: <;or:ce::ned ':.:!:at SSA lIas not seized the CppO.l;:;;U:1~\;y as <:n 
i:id1.l:fHmdent: age:)::y to spev.k out on the importance of ",dd::essing the 
long-:':enn f"inoncing issl:es sooner rather than later. As we have 
no\:~ti in ou:-: previous work. \G the sooner action is taken to l:esolve 
the future f'Jn<.ling short f .... ll , the sR'.aller the changes to the system 
need to be and the wore time individuals -will have to adjust th'!ir 

financial and retirement plans. 


\5 1:, h;cognitioc of tlli;>, ill f1b.rch of thiB .'loa::, thB CO:1t.rac:: w) th 
i\:"uri;::v Advnnce;;;ellL Act <)£ 19:)(>, P.L_ 104-121, osta::':ishe:J the 
A:::t:t.:.<.;::y as a PSl::no.:u.mt. pcsiti()(, within SS1\ "md rBqvi::ed that the 
F~8teu:'y report direc::ly to the COIDmissione.(. The Actuary had 
previously Y<.'tportod :;:0 a Deputy Co:mmiS!;"lioner; t;ldt;: cha.nge .is expected 
to better ensure the Ac;tuary's objectivity and independence. 

\6 D(!ficit R,~ductiofl: Opportunities to Adul:ess Long-Standing 

Gov':!rnm~llt P'~rfonnance 13$ues (GAO/T-OCG-95-G, S~pt_ 13, 1995). 


SSP. ttl REDESIGNING ITS 

DT$Al1:LfT'! CLl\1~1S l'ltOCESS BUT 
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Ht~S r:J\CED LITTLE: PRIm!! TY ON 

!,ETll!,~~-'J'O-t!ORK EFroRT:; 


In r' €cent ,,'eiH's, d~$abi::il:Y caseloads hove fnced unprecedeated 

grmlth, To manage this cl.tseload ql·owth and the resulting slow 

processing times, SSA plans to redesign and dramatically improve its 

disability claims process. However, SSA's redesi9n effort has 

encountered serious implemen::atior. proble::.:'!. t-ioreover, while SSA is 

tn}:ing stepl3 to imp:t:ov0 the ptO;>:3$ tor 1f,8vi:1g el~gible in::lividunls 

auto the di,8ilbil.ity rolls more quickly, it Las r:ot s'Jf:ficiently 
er..pl:2sized helping beneficinri.!s r.eturn to w06: and leave the 
disability rolls. 

DlSABILI'":Y CASEl,oADS 
co:rr: !~\1E TO GROW 


----------------------------------~--------------------- Chapt(;!t 0:3,::" 


During Llle past decade. SSA hos fnced significant increase.;; in 

cuseloads and expenc.1t:ures for its two disabil:!_ty p["ograms--DI and 

5SI, DJ, enacted in 1956 and funded through payroll taxes, provides 

:nonthly cash benefits to severely disabled wo!:":~ers and 1::heir 

families; SS1 was enacted in 1972 and provides assistance to needy 

individuals with .'-nsuff:ici':)!lt wort; his'.:Qri",s to q·.1alify for !:II. 

CJ:like Dl, :.lSI in funded throus:h gCller~il ::evrt;;-)ues, \"/ C: a!)d SSl 

(,;i'.lse':oads and 0xpendltm:e::; .Increased dramt:!tic2l3..y bet...men :986 and 

1 '395, ana t:m p2ce of this growth accelerated in the early 1990s. 1:1 

198 6, <l, 4 mill ion blind anti til !;abled persons under age 65 receiveo DI 

or 551 :::enQfits; by 1995. this numbar had soared to 7.5 million--a 

69-percent incr~ase,\8 As the number of D1 and SSl beneficiaries 

ir:c,::eas~-J, so dld the amount :Jfud in cash benefits. The combined D1 

ami SSI (.;9S\1 bQ:n~fits increased :::0;;, $25 biLLion to $37 billion in }O 

yenrs, \9 l\dju:!tIJd :':'01: infln::loll, the incre<rs8 in the valut; of tbt;iJ(: 

Gilsh ben.;:[it.:> W.1.!l3 66 percent, 


AS tll\;~$e progl'ams have grown, the char'ilcteristics of HeW 
be!lr;;ficiaries have changed in ways that pose additional chalLenges 

for SSA, Beneficiaries are, on average, youm;e::, E1:ld :no::'e liKely to 

have lom,:jcl' l,wt:!.n9 impairments. Increases iE ter.eficiar~es with 

:::cLtZll i.~,lnoss ot: mentaJ retardation, especially, r,<lve driven lbla 
::re:Kl. Bt;t'iJet:c ;,982 and 1992, for example, mer;tal ilr,palrrtle:1t away:ds 

to ycung"tr Berkel'S increrusec. by about 500 percent, This: grow.:r,g 

proportion of younqlfr beneficiaries with longer lasting- impairments 
means tha;; the bene:iciary population, on average, is likely to spend 
more time on -.:I::e disability tolls. 1n 1992, for eX3fl\ple, new D1 
3Hilx,'dees NUl>':, on average, 48 ~;,ears old. ~epending on the type of 
impairment thnt <]ualif.lcd <.:i:em for bCI:e[ixs, these benefj.ci~lJ:;'i,~(j 

could spenu nea",'ly on8-thh'd of t:le,:,L' ;::dllit .;.iVi;lS on disability 
b~ [ore n::lildllng a-;;e 6:;. 

\7 Sorr;e stnt,?:.l supplemunt fedet'al SSI funds with their own fur.ds. 

\8 T:lis :m::l\)''::;'" i:v:;:,;,ucies nLout 900, GOD children recei \'i:19 SSl 
di:Hlb,L2..i~y IN!H:CJts. 

\9 This includes D1 pn),'r:',enLs to dlsabled worke-cs aged 18 to 64 and 

federal-only SST payments to all 551 blind and disabled beneficiaries 

L:(egardless of age, 


11vlt'LEMIWT1\TlON Ob' RE:DESIG!o;;EQ 
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CLAHlS PROCESS l·'ACES 
PROBLENS 

Chapter 0:3.2 

As r-or'~ and more people hiiVU filed for uisubil~ty benefits, 53ft aas 

been slo'" to proc-ess initial claims, and appeals and backlogs have 

grmm. To manage the disability '~ll$'tload growth, incr0G1se 

eIfi::l'O!::1::::Y, [in:: ir:-_prov~ 5':l'Vl';a tel .11:8 cust;omers, SSA hns :1-::£lrted n 

ma.?sivc "fro::,t to r:unda::'.enta.lly chanqo how disability decisions ~)re 


>:lade. May.in9 disability decisions is one of the agency's most 

i!llport.:ant ::as;;'5; i;: aC80l;;,te::! [or mol'o thon half of $SA's t?tnl 

admin~st:-:a:.:ivf! budget--abo'Jt $3 1Ji~lion--in £is(';<11 year 1995, E,ven 

so, clnim~ots face 100'1 waits for dLsdbility decisions, As of June 

1996, the wDH fOl: ir.itj_al decisions aveL';:HJed 78 days for DI claims 

vod 94 d;:,ys f{1r Sf;l c18;";:lS, ~Hh an ndc.ltlcnal :n3-day >~ait for 

appealed decisions, OVErall, the cucrent disability claims process 

is not meetillg the needs of claimants, the ag(mcy, or taxpayers. 


To deal with these problems, 1I: 1993 SSA ::ormed 0 team to 

fundamentally r.ethink and develop a proposal to redesign the 

disabilj::y :.:laima process. 'I'hl.s lnbO;:'-.Lflt'!flSivll v:-\d pa:;er-,eliant 

p~oce:;s has changed lil:l:le since the 01 pt:og.cam began in t;)e 

19505.\':'0 Efforts like SSA's--bosiness procass reengineering--have 

been used successfully by leading px:1.vate-sector orgar:izations to 

dri>:::i:lt.:i,:al.Ly .lrnprO'/8 theL: operal:ions. In Apr.Ll 1994, we i:!formed 

the Congress ::hat t.:be agency's redesign proposal was its [it."s~ valid 

attempt to address the i.'u:.damenta1 changes needed to cope with 
disability \1crklc[j~i.'i. P.t th;)t time, );Q1.iev1;C, He nIsQ acknowledg,,,{i 
-:;hat imple:ne:ntif'.g ~r.is needed ctlange would be difficult: and that we 

liQuId be :r.Qni toril19 SSP,' s prot;t:ess, \11 


During tilis Fi:lst yeHr', we :1£1'10 been reviewing varIous aspects of 
SSA's redesign effol:t for this Subcommittee and have identified 

sever~l impler:H:nt.;l:t;).Q!1 probLem.,_ SSA's redesign plar includes 83 

initi<ltiv(;!~ 1;0 be st.;l:_cted 0\.11:11:9 n G-year period (1995-2000), wiLh 40 

of these to be completed or under way in t.he first 2 years. On the 
b~sis of our ongoing work, we ~lave found that the scope a:1d 
cornpl(:x.i ty oJ; many ini t ~<:lt i.vCA ~p)ve li;;,i ted SSA' b pros::esB to\~3rd i ls 

redesign goals. Althow~lh SS;.. has begun many of its planned 

il~iti<:ltives, none is [,;u: enough along: for SSA to know whether 

specific proposed proceSfl changes wiJl achieve ::!-:e desired resu::'::s. 
:-JoJ::cover, viC are concernod Uwt SSA buS undertaKen too r,any complex 
tosks and has not given sufficient priority to those redesign 
:'r:itiativGs most likely to J:t?duce processlng ti::~C!.s and a'iministrative 

Some :Jf its plan:1Bd initiatives require extensive design and years of 

deve::'::;f~!!!(m': before £d,l imp18mel1tatio[! can begin. For examp-"_e, a key 

initiati'le of the r!;'ldesign involves consolidating the duties, skllls, 

and knoHledgo of at least two current positions into a new Disability 

CL]irn Mlln:l.(]er (DC!!;) posi'..:ion. pl<:lfls to est'lblish over 11,000 DOl 

positiou; iL ;jhm:t 1,350 t'edfu:al and state .iOcatlOns, recruiting 

the.f.le DCt4s frqm its current """orkforce of federal claims 

L{;pr:esentaLiv'-?s a:10 state disabili~y examiners, SSA is cu,z:rently 

st;_'u~Elling to resolve stokehcldcZ' disilgrecments nmong representatives 

of fedct:al an,l stato employees about how to proceed t~ith testing this 

new position. SSA must also d~velop training plar'.s, con::il;ct tests at 

pilot site,:;, po:::>t vacancy aan:::G,;CemcLts £0;' posi:;ions, and s,~lect and 

tn, in DeNs, 


Dt>v(:lopiillj t;;t;tl:Wi:H'<;: de;;i;;;ned to uilaw SSA l::: rnov(; f:tOlil i 'c;s current 
m,:llual, labor-intensive process to an automa.::ed prOCeSS :'$ critical 
to the succe5~; of SSA's disability redesign. The scheduled 
iJ1'plcmcmtttti?(, of this new SOi'tWDi."{:, however, ~\U7:! bee!: delayed 0)' 
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moro Ll:~liI 2 't'ev.rs. t.jorw(.1vef, ~ltt:ougj; S:iJ\ has sepv.rale 

implementation schecdes for its vSl.'icus redesiqn initiatives tlnd for 

itD systems development activities, these two schedL:.les are :'CI: 

li!lh~cl. In .,dJHicn, ,Jlthou<jh 5Sl\ has devclo;::ed inciivicba: plnr:s 1:or 

its redesigll inil:ia~ives and for its system development activities, 

it has not d'j'.reloped a comprehensive detailed plan that integrates 

these two efforts. S'J;;r::J pl;;:l sLO'..1L: ceElect pcioritieil, resoucce 

ijllocal~ons needed, key milestones, and decision r-oints and ider~ti[y 


celationship!5 among ongol.ng and planned process and systems changes. 

For exa:-:;ple, 8S.1\ ciHmol \~ffectively develop software to S\lpport its 

key DCH po:::.:. :ion t;.:,t.:..l it has completed u pilot [or this position and 

determined in more detail what its duties will be and ;.;hDt 

.i.nfOl'mation \~ill be ne!)deu by the ne'i,1 ;;.1.aims manage:':.". l\.";though SSA 

Q[f.:.ci!L~~' r~cogIlize t1)!~ need to develou such a l)';'a:" in JI.::1e 1996 

t!ley :H:n:ed that :.:be testing of pr:ocesf;l' redesign" feattlres involved too 

many ',Jnce:_·t<li:1t~_es for SST.. to ::ievelop an integra'Ced pl<ln, 


\lO Th~ same ~isability claims proceeD is ueed foe the SGl prog:::am. 

\11 Social Secu.dty Adl'ninis:.:ratiot): :-lajor Changes in SSA's Business 
]ll'QCC~[Je8 l\1:1" 111l(,l!;:.re.tiv.:; (GJ\O!T-AIHD-&IJ-:OG, !\pr. H, 1994), 

Nfl,)\, RE,TIjRt~-T()-;';O;-\K EFFORTS 

----------~~- ----------------------------------------- - ~ Ch,1pter 0: 3.3 


Al::::)CUSh SSI\ h23 [OCUSqc! or; iPlproving il.;s pr~C:esses £-:n: roving 
0:1-g1D1;: claimants onto the disability roils. it has placed llttle 
priority ort helping them move off the colls by obtaining employm~r.t, 
This s[,cing, we :'8portl!l(i tha::: policies g>J.l.ding SSA's disajnlity 
pl'ogrClms aL't~ out of sync with tocay's view of the ~Bpabilities of 

Llldividuals with disabilities.\12 At one time, the COIt'l:lon business 

pl:<lcticQ was ':0 encourD.ge someone with a dis.n::'i.lity to 'leave the 
VlorkfOI'{';e. T~day, however, <l growing number of p:r.Lvate companies 
h,)\'e been focusing 0:1 enabling people with disabilities to return to 
work. 

In contrast, SSA's programs lack a focus on providing the support and 
assist.:0Lce -::hat many pecple with disabilities need to retur!'1 to work. 
EJ j lJi!'!~l i.ty requir(;!;;,e:ltH, for example, focus on applicants' 
inabilities, not their abilities; once on the rolls, beneficiaries 
tqceivc little encouragement to use J:·ohabilitat':'on services. A 
gnwt$!: ;;mph;.ls.;,$ on bencfici8r.:ies' retuLaing to v.'or!.:. is r;ce:::ed ·~o 


identify and encourage th(~ productj ve capacities of those who rr·':"sht 

benefit from ,el:a~iljtation ar:d employment assist<'lnce, Although the 
m:1ill ",'CDSOn. [(,or ,;tr:pLasizi:lg ret'...1l.·ni:HJ ::0 wOl:k is so thilt people 
maximize their productive potential, !t is also true that ar: 
.:'!st:imat:ed $3 billion could be saved in subsequer.t years if only an 
<1Jci:tti~jl<ll ::. pen.>mt of tnQ 6.6 million werking-age poop}!) receiv':r.g 
disabiL ty benq~its :..t: 1995 ware to ieave the rells by returning to 
wOL'k. 

SSA H1Jeds to devl~J.op a comprehensl ve return-tb-,.,'Ock strutogy that 

includes prov.Ldi;l() retucn-to-work assistance to applicants o!Ind 

bcneficLarie'5 and cLanging '..:r..e st;ructura of cash and medical 

benefits. /',$ pat't of Ot~ effol·t -":0 place greater priority on 

benei'icjal:ies' returning to wo::k, we recoF.JlII,,,nded that SSA identify 

legisltltiv(! changeJ required lo implement such a s';;ra<;esy. A2-o.:noug;) 

e\lD]U;)~l:'ig .,my SSA response to our recommendiltions would oe 

premaLure, we will be assessing SSA's efforts to help beneficiaries 

return to vlod;. 
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SS1\ bas nlso missed o,9pornmi :.:ios :':0 pr:olf.o:.:e wOl'k mnong disab:ed 
tf:nefic:ia.::ie:-! h':'eJ:t' it has Lilo legislative u:.lthority ::0 do so. I;) 
1972. the congnl"ss crr"ateti the plan for achievifHJ self-support (PASS) 
pt'ogram ns ?ilI:t of S$J to help 10w-inCO!II1~ inclividuOlls with 
dis>?l:Jlities n~tunl to ....or:k. \13 How'Jver, S5l\ f:r;s not :.:ranslated Ule 
congress' bL'ouci goals for tl1e PASS work incentive into a coherent 
prograrr, desiun. We recf.mtly reported that SSA needs to irr,prove PASS 
p£cgrHn ina!1ilij<i!:me:lt, alld _t hns taken steps '.:0 uf,;:ter t;Jlf,nge t~u1 

prcgr<lll'l ~n accordnnce '.iith our r(>cor..menuations. 

\12 See SSA Disability: Program Redesign Necessary to Encourage 
ke~u:Ll: 1.:0 WorK. IGAO/HEllS-9G-62, !,-pr, 24, 1996) and Social Security; 
OJ sabi.Lity Pt'oyraliis Lag in ?rolrloc:in'-J Rl;;tur;, ':.0 ~~0.rk 

lGAO/T-IlEHS-9G-14"I, June 5,19%). 

\~3 Tt,\.! ?ll.SS ,~rog::-';);:: p::ovidl;;s LeX' work-r~l<l';ed ex;;sr,SGS, such as 
traininiJ or tral1$PcrLation, 1.:0 be I;;xcluded when on ind~ ....idual's 
eligibility (Ir ben\!fit amount is cetermined, In some cases, this 
{L:'lows p-,- benGli:'icJ.<:.:::'::'es \.;ho would not ot:'l;;rw~se llc I;;ligibl\! for £lSI 
to receive SSl bl;;r.efits in auuition to their D1 benefits" S~e PASS 
Program: S5!'. Work Incentive for Disabled Beneficiaries Poorly 
t4.t,nag8d fGAO/llEHS-96-51, Feb, 28, 19%;. 

I1U\Di-:QUA'l'!S OV~RSlGHl' OF 5SI 
UN!Ji':~t-:lJ~ES ~)DaUC CONI,'IDENCr: 

---------------------------------------------------------- Chapter 0:4 

l,jmiting :)PPOl'tun,itiGs for fraud, 1'lilSt"", and ab'JHG if'. govern:uent 
prQ~J.t'tlflIS is an important t;Q8.i U::1U essentinl to proma-:.:ing p'.lblic 
confidence in the government's abill.ty to wisely use taxpayer 
dol~ars. r-!orecver, problems i:1 any o:)e a: the programs that tiSA 
aurrinisten; cu!! undermine ccn1:ide:,;::e in all of ,its prograr:,s. Recent 
media 1:eports on S5I fraud and abuse have focused attention on SSA's 
lnanagement of this program, Several of cur rece:lt reviews of the SSI 
progri'ltll lHlve :;hOWI~ thac: SSA':;) ove:rsj ght and manflgement of 55" have 
been inadequate «nd that the ..geney is no:.: aggressively pl.:rsuing 
opportunities to increase progt.·am efficiencies. Although quantifying 
the exteut oC frat:d, wa5t~, ar.d "bus>;? is djtficult:, we hav(! 
I:Q:;.::evtedly iduntl.ried progra;, weaknesses that SSA nceds to adol'css 
either 0:1 its own or o;.;ltb the Congntss to better' control t:hese 
prohlems. 

For example, the media have reported allegatJons that sOlTle parents 
coach t:\cir childre;1 :'0 fake wenta.l impairmen:.:u $0 ~hat t:H~y ca:, 
'lUGE:>; f0r cnsh b(;;:lcfi~e, 'l'L<::s"," ber.eiits cao total nl:-:-.ost $5,500 
per year for each disab~ed child, Our review of SSt for chilcren 
with disO-bilities fO'.lnd tha.t part of the process- for determining 
oJ 19ibiJ ity if; OVQr.ly SL:bj !led va and susceptiblG to mani~t:lation. 
'l'h~ Congress may want to cons.:.cor legislation to improve eligibili:=y 
dete:t'minations for childre:'l ,,"'1 th disabilities, \ I 4 

Current legisliltive proposals i::"!corpol'<:te c~an90S addressing this 
problem. 

In <:iddltion, .in our ::eviCH ')r the [rWldujeLt. use of tCI1!lslal:ors :::0 
help individuals become eligible for S51, we reported Lhat SSP, could 
reduce this type of fraud if it had a more comprehensive, proqran>.wide 
~L'<lt:C9Y for ke'O!ping ~r:cligibl'~ Zlpplicam:s from -1''ler receiving 
benefits,\15 Moreover, we have sBveral reviews under way of ether 
prog!:am weakn<~ss8s. For example, in our ongoing work for the 
L~ubcommit':e(,s or; Human ;~CSOl.JrCe5 ar:d Oversight of thQ House Cornrr,itt:"",e 
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on Nays and t'i€ans, we h8V0 found that even though prisoners are 
ineJiv:blv fox ssr i[ they :lave been in j<lil fOI' 1 cn1endnr montl! 0'::: 
longer. prisoneLs ill many large county and local joil systems have 
p~Geivvd millions of do1:a£5 ir: cas!": benefits, This means tllat: 
taxpayGrs h"vc bee:: poying twice te· s:Jpport t:t;ese individL\al:'l~-both 
(or SSI benefits and the cost of i::lpri sor.men::, SSA hilS taken steps 
:;t) .(evj3l:Vl JtJLo.cmation on CU1,'.cent ;::Ti:ooners to stop inap;:;ropriate 
pilyrt,ents; however, it is not taking action to develop information 
::[:",1; \1Qu::'d a::,loH .:.t to reCOVf~r benefits paid to ;.;r:ose wh:;; may have 
beon incarcerated ilud received benefits in prior years, althoug:t ~his 
infornw.tio:) i.s available, 

SSl\ acknol11edges that .It needs to do 3l0re to prevent and detect 
fraud, \·/i)~JtQ, and tlb,Jse. 1.-:: ;-,<;':3 sev~ral initiati.ves und'i!r way to 
ucccmplish this, ;;HId we will be :nonitoring theSe efforts, 1n 
addi-:.:ion, thl~ new S:5J\ Ins-peeto::.- Ge:lerill's 0:fic0, created when SSA 
gained indepemhmct.l from HilS, is increasing its ~mpha.sis on fraud and 
abuse. 

\14 Sodal Security.: Hew F'unctional Assessments for. Child:::en Raise 
EligihHi::y \!uestior.s (8.AO!HE:iS-95-GG, tolar. 10, 1995) . 

\15 Supplemental Security Income: Di sability Program Vulnerable to 
l'~pplic;'llt Fcaud Wl;,,;1l I'd '3d Lemen Are U:';CG {GA:)/HEHS-95-11E, Aug. 31, 
19!15) • 

SSA rACED :::lFFICULT CHALLENGES 
IN <~HEPARH1G rOlt ?Ol':JRE 
WORKLOADS 

-~----------------------------------------- -- - ---- -------- Chtlp~el.· c: 5 

In addition to its policy a!ld program challenges, SSl\ will need to 
ffieot <;:utJtolTIer expectations in the face of gl'owlng workloads and 
reduc~d r'lsources. SSA expects to redesign ir.efficiant work 
;:,roce:ls'",n nnd ll:1.odernizo its inforrnac;io:1 systems to increase 
pt:od:.lct:i'lity, knowing that its customer service will deteriorate to 
:"IHn':;cep~:"il}~L l<Jvel'3 if it continues to condl1ct business as in the 
pnst. In addition, It face3 the urgent need to complete year-2000 
soft:'Jdre conv'z:'sio:l ':.0 avoid ::,.ajor s~rvice disruption at the -:=urn of 
the c'!nt."lCY. sst>. wLo-l <.>':"so need to effectively monage it::s workforce 
and consider what service delive£y structure will wed; best in the 
Luter"". 

SS1'.. MOS"; MA!~l\GE GROi'HNG 
t'JORKLClID$ N!TH REDUCED 
"r.:SOURCLS 

------------------------------------------~------------- Chapter 0:5.1 

As the baby boom generation ilges. more and more peopie will be 
applying fOJ: <'Hid L'~ce:'ving SSP.. program benefi::s. In addition to 
increasing let..Lrement <lI:d d.lsai.::ility caseloads, SSA' s other workloads 
""il1 grow because of ir.creasing responsibilities. for example, SSA 
!hU<l'.; Wi;1d\': tl l\;igi.slative requirem~:,t ;:Lat most wor><-ers b;:: mailed 
annual "t.at~ments of their earnings and estimated retirelt'.ent 
beI!!,,:~it!;, \::<: cal i.ed Personal Earning.'J and Benefit Estimato 
Statemetl-:'s, ThQ creation and m<J.iling of these annual statements to 
all worJ:ers ased Gf) and older, begun in 1995/ !TIllSI.:' be exp<l:"lded to 
those nged 25 and oldcr--aboJt 123 million intiivitiuals--by the year 
2000. We u:(e currently reviewing for this Subcommittee whether the 
us<:rUJ.nes3 01; tbese stat:e::ne:1ts can be i:nprovod and what impact they 
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) 
',.;ill have on 85A' s work.loads. 

~oreovez:, 5S.!>' has been unable co folly meet legislative !-"equir.er"ent5 
tt.,l pOl"iodi.:':£ll.1.j' .r.eviG\~ ::be status o[ disabl~d bOl!!::!flcinriQs ::0 'HlSUl,'U 
thnt those w;,o are no longer disao~ed are removed from the rolls. 
SSJ\. now has pl:tns to review the stntu:;! of more that: 8 million 
beneficiaries i;, ~b~ next 7 yeDrs. 'fo accomplish ~his, SSA wO".lld 
have to conduct about twice 11.'] many J.:eviews as it ntis conducted over 
::hoJ past ;;0 Y8ars combined. \17 

!:)SA knc ..:s that i::. Et:3t meet ':.hes';, i.ncreasing de!!!ands in an era of 
federDL dOI'intlizing and spending reductions. SSA has esti:nated that 
it would :vwd the equivalent of ab:::ut 76,4CO workers to handle its 
workloads by tr.D end of the century if it conduct~d business as 
u!3tlal. lnstlHld, 3..t expects to handle t:lis work with about 62,000 
workBrs--fe""or than it has tOddY. 

\16 Untitil:r the legislation, SSA must p.rovide i:1d.lvidLlills aged 50 a;,d 
ever es;;imatcs of ~t;eir ;:otential monthly retirer:;ent be:leiits, 
beginning no later tharl Oct. 1. 1999. 

\17 Special funding has be<al1 authO.l:ized for 7 years for SSA to 
cc::;plet(~ t:lc:2e t'Gvielt,'s, 

TECllFiQLOGY CR1TICAL TO SSA'S 
F:JT!jl~E SUCCESS 

Ch<.lpter 0:5,2 

1'0 Itandl\l iw:;n~nsin'J wo,,'ldc<l(ts and improve public service, GSA has 
begun to redesign inefficient '..ork p,tocesses and develop supporting 
modernized infomwticn ::;ystems. SSI\ is i:1 :;he p;:oc~ss Df a 
mu:.tiyea::, mull,lbillicn do:'lar sys'<::ems modernization effort expected 
to support new ways of doing businoss <lnci irrprovG p.t"oductivity. 
~jgh'o l\ut::::;natiotJ Inv~stm€nt Fc.nd of .$1.1 billion swpports i'.;5 5-ycar 
plan, from fiscal years 1994 to ]998, of moving from reliance on 
conlp\.lt{~'-· t~.rmirttllE hooked to mai!li16:ne cornpu\:erv in ita BalLimore 
headquarters to a state-of-the-art, nationwide network of personal 
cc;~put<.:rs. 'l'tl'~ now "etwor:,: is ex:::ected to irr:prove p~oductiv1ty aod 
customer service ir. field ofhces aed teleservicc canters and allow 
for f\lrther technology enhancements. 

Although this ne\~ compot(;r net'.-Jork environnH'!nt may yield ;Jroductivity 
ill1provcme:lJ.:s, i:; pOBes 5i9nl ficant challe:1ges fo:: SSA. 'l'he 
tls.;:fulness of neH compute~' systems \"Ul depend on the software 
devl.l',loped for tll'!:tl, Soi'!;wOl.>~ dcveloproB!\t h2.s b.;ell iden~if.ied ;)y many 
exper't:J as on,= of the most risky and costly aspeccs of systems 
clev01opll'znt, To nlit~gate the risk of f"liling to deliver h:'gh-q:Julity 
$QfU1,n:c 011 ::ime a,)o witt:ln buclget:, SSA mlJst have a dlsciplined and 
consistenl pn)cess fo!' developing software. SSA has already 
~.:q;.el'iULCed p.r.oblenw, howt'wec, in developing its flr"t mtljor sof:;ware 
application ::or use in its new oetwock. These problems i.nclude {Ii 
u~1!10 pJ.'0yriH!ln~rS \-I,i,Ul i:1sut:L:.. ci,on:: >2}:perience, (2) ti.sin9 soCtwara 
rievelopmunL tools that have not performed effectively, and (3) 
developin!] ~ r::~tiul sched.t:les t:lat were too optimJs-.::ic. As we noted 
ei:\r:~er, these problems have collec<:::ively conlributed to a delay o!: 
oV,Jr 2 years in implem'Zlllting this !lew sofbin:te. Alt!1011gh SSA has 
bGg:.m ;;0 take uteps to botLcr posil:io::1 itself to 5L:ccessfully devclof.: 
and ~ilil1tain tts soft ..;are, it faces many challe::1ges as it works to 
de',;~ll)p $ofl;w,;;:."Cl in ':'::5 f.OW t.:CmFll::cr noetlo,!:.'}; u;\vi:;:or.ment, 
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11:111\ 2000: Co;WEHTlr;s 
SOFTI'I.Jl.RE TOP PRIORITY TO 
AVOID HENJ::n'I'S D1SRUPtlON 

Chaptt':( 0:5.2.1 

SSA faces u:lctl:e::: systems challengc--onc of tl,e highest 

priorJ.ty--thfJ:': nffect::-l not only its tHH1 network but CDm;;uter p.(ogri1l~<s 


tr:at exis:.: ;:or boUt it.:; mainfri:me and personal computers, Most 

computet· soft..:are in use Loday J.S limited to two-digit daLe fields, 

sucb cHi 96 fcr 1996, Cor.secU':;:ltlv, at the turn of the cQtlturv, 

computer software will be unable ~o distinguish between 1900 imd 2000 

because both "lOuld be designated "00." By the end of this century, 

SSA must n~view all of its compllc:el: software--9bo\J!: 30 :nlllion 1111CS 

-of computer code--<:lnd nmkf;! the cllilr.ges needed to ells~re tha;: its 

systems can hanul~ the first change to a neH century since the 

:::ompuc.er age began. 


'This yea:::- 2000 software conversion must be completed to avoid major 

service disr.1p:::ion such as 01:ron80US payments or fOl_lll.tre Lo process 

benef2-t;E a!; the turc. of ~:le century. Errors i.n SSA pl'ograms cculd 

also cause diff:icu: ties io dete:nnining who. is eligible for retirement 

benefits. for cxa;,ple, an indivich.:al born in 1920 could be seen C1:j 

being 20 YklDrs <>ld--r:ot eO--or;d therefore ':r.eligible for benefits. 

Similarly, Sl)meonc born ,10 1980 could be seen as 80 years old--not 

20--aoo thorurorf! entitlc;d to recei'!e Social Securi~y bar-eilts. 


Beg",l~tllllg wo;;k on this problem as c;arly as 1989, 5SA has J:e ....ie·....ed and 

carr<..=ctcd about 20 per'cent of the computer code t!'ii)X must !>e checked, 

uc:;onJins to it:::! Deputy Commissioner for Systems. To compl.ete :.:he 

jou-, SSP. estim.ntetl trw!.: it: will take 500 work- years, the equivnlen:': 

of about $30 million. Agency officials reported that the amouot of 

r~sources dcdico<;;ed ~o the yeiir 2(100 effort could impact staff 

availability :oz· lO'-'8I' pr~ority projects and GSA's ability to Lackle 

ne\~ systems development wor:k. 


DEVELOl'ING A TRI\!Nr:D AND 
FLEXIBLE t';ORKFORCE IS 
U!S~:~r21AL Chapter 0:5.3_____________________ ~ ___________________________ M ____ -_ 

SST. l·~:;o(;;)i:.::G:1 l!:nt ~o titaxiwi<:e lh8 effcctiverH,ss of: its reenoineere:: 

work p:ro~esses and invest:neots ii1 technology, it m\lst invost in 

ongoing employee tl"aining a;)d caraer d.avalopment. U1 timately, SSA 

cIlvi8Jons a lcss ;;pecialized "...'orki::-rce with v broader runge of 

technical skills that C'H) be flexibly used in areDS of 9reatest need. 

In. addition, SSA has taken steps to reduce i-:::5 number of supervisors, 

us port of the Acim.1n;.::;tI:n.tioH'S efforts to eliminat:; \:;mccessary 

bUre.,H,lCrocy by working with fewer supervisory layers. 1'0 manage 

these changes, SSA is training some of its headquarters employees on 

d:~ cor~cept$ <mel tcchniq\l«s of teamwork. To mZinage wJth ~'eWer 


sl'.pervisorlJ ill it3 Ei",:;,d cperotions, SSA also plans 1:0 work with its 

unions to test eo ncmber of tearr, concepts. 


C;ompLi.';:~Il:imJ SSA's etforts is i~s ag:'MJ workforce: 47 percent of 
SSA's senior executives and 30 p~rcent of its grade 13 to 15 
pt:rsonll~l [It:e eli9ible to retire over the :!ext 5 years, In the 2 

i'iSCfll yonrid ending this Septc::.be::, alo;,e, SSA wi2-l have lost, aad 

have needed to 1't?placQ, t1.~O of its seven Deputy Commissioners to 
retirement, \lB SSA ha~ acknowledg~d ttVJ importance of havirlg skilled 
m~ni::1I00r:;; to P.r0P<H'(J for the demands of heavier work':oads, rlew 
t~cbnology, v:.d "!x.pectad changes in its employee and client base. 
flok.'eVer, L~: :1<'18 beer. 4 years sjnce SSA participated i:1 HHS' execl:tive 

11;'1e1 :~ana'.lcm'~n:: d0veloplne:1t program, and it has not onnounced ~ts 
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0",'11 progr<lffi s~!,ce b<.!coming a!1 indepencicr:t agency, S5A also has not 

selected candidates [or its mid-level managerr,ent development program 

sine'): 1993. ':'l:i~ ag'nlCY recognizes the Heed for managewent 

d~vc~opme!lt programs bet has not yet scheduled future ;:rogra:ns. 


\18 SSA c:.lrreliLly has seven DepuLy Commissioners, \iho oversee the 

fu,Ll')wim; functiOIlS: operZltiolls; syrllB~s; fint>llce, aSBGSS!l'le:-rt, and 

m<Hwger::er.t; progra:::.s and policy; conunuaicatio:1s; h'J:7.an rBsources; and 

-".egislDtion and congressional affairs. 


DIFk'leuu!' RE:';:T:~ F:'1'URING 
DECISIOI~;> LIE AHEAD 

Chilpter 0:5.4 

Altho'lgh SSA hilS b~gur: to discuss its use of improved technology and 

~I more fl(txi:::.l,~ workforce to Gbnciuct its busir-et:1s in :1(:\1 ways 2,t: the 

futu!:e, it h.:J;:i lIutino:ained its lrddit:"onal service delivery structure, 

including 1,300 field offices. Given the significant changes facing 

5SA, it l:as nor.; adequately co:-u;ide.::''3u whether its current service 

de!iv",ry strw.:::x.re is reaLy what is needed fol' lhe future. Th,iS 


i:-:'.porttlt!t i!HUe neecs seri::)Us cor:sideration. 


According to SST>. officials, the agency has not developed specific 

p';'::lllS [or ra:1t:r'.lcturing its organization and redeploying staff ir. 

rosponse to dcm;ogr~;)hic and wo:::kforce changes Clnd s:IiftJr.g customer 

expectations. '2h", demand for SSJ\'s 80C-num:::er te:ephone service 

continues to g1'o1;,', and SSA's sCirveys show that cailers prefer to use 

the tel~pl:onl! for more and more of their business. Customer feedback 

also ind.:..c.::t'~3 that customeril wculd like to complete thei::: business 

ill OJ ~;ingli.: ,;ontact. Ove.." tittle, 53!>. 1,11.1,1 likely :loed to .t:estructure 

hoI>.' it do{!s !)usir.ess to cotlt-effect~vely meet ::hanging Ctlstot:',cr: 

preferences; this may ultir.,ately involve office closures. Issues of 

where, how, {mo by whom work wj 11 be done entail sen.';litl\'e human 

;."-esooJ.:ces iSHl.leS aed may h<J.ve negative ~mpacts on local conmlunities; 

t(J :'I:slJlv~ t:H~Set SGl\ will need to wort: closely 'iJU.:h its uniocB, 

employee gr:'oups, and the CO:1gress. 


To impL'ovc its 800-:mmber servicG, for examplfI, SSI\ has many 

initlatives under """''i, which l1e are r8vie~/i:19 tit: your request. SSA 

cur:rently llV~i 39 lol$;stlrvic8 centu:",5, Stl.:.diec ~t;dicate that 'tliis is 

far t.oo many te::'ese::vlce cen::ers to operat.e SSA' s SGO-number system 

in the most cost-effective way. A 1990 report from EHS' Inspector 

General, for example, indicates that SSA could operate more 

efficil?Tltly ,;:nu c:::tst-cf:':ectlvely wIth one-third the m.:mber. of centers 

it Gurn?:ltly hns. 53!'\. is .!>tuaylll<j and p..!..ans t.o work 'f.'ith er.ployee 

groups on Lhl$ issue but has not d"veloped specific plans for 

ceducing the number of telege::vice centers. 


""EAOE:l;SI!1 t' :-{[;:ElJi::D TO MA,H~GE 


CH;~LLEl1GES 


Ghapter 0:6 

As til..: 21::;,; cu,llut:y tl):proac:l''ll:3, SSh [nces dr/'l.:'.;nLic cJ:illlenges: 
flmding future retirelrent benefits, rethinking disaOllity processes 
and programs, combatIng fraud and abuse, and DJ:strocturir:g hew work 
i.s pr:oriormad and se::vices deliver'ed. How SSA performs in these areas 

call have Q powerful t;ffect cn .Lts success in ftll :il1i:l0 its :nis8':0:1 

Dad Oil tl.e pl.iblic's confl.deoce ir, this agency rllld tl:e fcueral 

gO'lern::1ent. 
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To help SSA meet these challenges, the Con9ress took steps through 
the independence legislation to build public confidence in and 
stren9tr.cm t:Jc a9cm:::y. The ind.:pendcmce legislation provides that 
S;;1\'s ConUf.:ssicr:8:: be ·;::;:PO.i:ltUC by ::L0 PcesidenL wltll the advice and 
consent: of the Se:late for i1 fixed 6-year term, w:.th :removal trom 
office by the President only for a f1:1ding of neglect of duty or 
malfeasance in office. As the Congress was cO:lsider.lr.g the 
legi.sli!tion, we testified thllt; 11 fH.:lad !:enr_ oi: severEd Y(HlrS for 
CQ::I..'ni.~$ioner would Lelp stabilize and st:reng:.:herl SSA's leadership. 
we con~inue to suppod the need for n fixed term. The legisl11tior. 
also elllis for a fixed 6-yeal' tor:;) .for a Deputy Commissioner, also to 
be J;lppo.inteci by the P~esid$n': with the Senate's advice and consent, 

The Commissioller and Deputy CommissioneL' ~eac the l€tldorsr:ip tea:'!', 
needed to address the agency's existing problems and manage its 
futuro challenges, SSA's efforts to maintain an effective cadre of 
1end(;::" a;:."t:! cOr,",plicat.ed by the impending retirement of many 0: i::s 
eX!Jct:tives iH~d :<,tm&gers anc by ttce abso:::!)ce of <l Commissioner und 
Deputy Coltunlssicner with tba stabiLit:~t' of llxed terms.\19 This 
leadership mllst be in place for SSA to progress on the four fronts we 
have highlighted. 

First, SS/\ mW3t step up to its role 05 the nation's cxpe:'C 0:1 Soc~al 
Securily J:S5'..:es; it is uniquely positioned to inform the public 
policy debate on the ::uture financing and structure of Social 
Security. 

Second, SDl\ must redesign the disability cl~ims ?rocesa and place 
gre<.l:ter emphasis on return to work in Lts disabillty pr·ograms. '1"0 
inc;n.Hlse the redesign project' $ likelihood of success, SSA ::leeds ':0 

e-nsut'<1 that those l:-li::iatives reost likely to S<lVe sjgnificant COSLS 
and time u.:e iml.'::'emcn::.,cl, l;\ccr,tlSe of th€ scope <ino duration of SSA's 
redesign, lt should ~'eport or; an annunl basis the extent to which it 
is meeting its processing time reduction goals. It must also sustain 
its afforts to build and \1'laintoin stake!!older supporL. In addition. 
SST'. must dDvl;.]0p a compreher1.'HVO detailed plan tha:: intc.qrntes its 
r<1\Jusign il!i';iat.:'-ves (lnd SYf,;t<lmS devolopment Ilctivitif;!s, The 
Cow.misslonec also :"leeds to act -lmmediately to place greater ell".phasis 
on retuL'n to work by chi'lngifl9 both the design and the administration 
of the disability programs. 

Third • .r:;Sl\ must better prm:ect taxpayer dollars. As ~bQ 
adminisLrator of the nation's largest cash wel!<;lJ;'e proqra:u, SSA rr:ust 
ensuxe ptog:.'<w' integri::'y in 5S1. Reports of fraud and abuse trigge~ 
pcbli.c i)8Ccep::ions tha:: SSJ.. is not making cost-Qffective and 
et:f:i.(.;it:mt U80 of ::ax,cayer doll;u:s, 

FinaLly, SSA must m~lflage technoloqy invest:ne;}ts anti its workforce, 
and~-Hhen neflded-'-make difficult: dec-:"s.i.ons about har:dl.ir:g ir.creasing 
wOL'};;,ondu \iit!; J.'llc1ucecl re8()U;Cces. It mJst also ccntinue to fcc\.:s on 
tlr.d closely r;snzge its year-2000 conversion to he2-p ensure tna:: ss;.. 
will move into the 21st century with systems that function correctly, 
t-loreover, as SSA prepares to meet greater demands and changes in its 
employe0 and client b<1se, it If.ay have to :nak~ difficult workforce 
ducis10ns to bett>.:;r r""i;:pDli~; to C!Jst~;ne~ needs. For t:;xampl.e/ SSA may 
fll:i:>:d to clOSt: offices and mavG its workers to different locf::L,ons to 
betl:.er meet growing demand. In an environment of shr-lnkLng budgets 
ar.d inc::cased eXpectatio!1s for government agency perfonl·.ance, 
ensuring tha~: nger:cy decisions are bused on comprehensive planning 
<:1f)d IJOUfKi <lIl;)lys':Os wi~l b;:: dV1il1l :no::e C'ssential, 

SSl\' s success in meet,ing these challeriges is critical. The agency is 
all iUlpo.ctant., accounting for one-fourth of federal spe:lding and 
CQuc;litlCj the l.:i_ vcs o[ <11most. 011 JlJiit.:ricar.s. rio;..; it m<tG!ts its 
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chalhmi,Jes <13 it moves into the next ce::ttury can r.,v.k~ a significant 
difftu:ellcc in the well-being of America's vulnerable populations--the 
aged, disabled, and poor--and in how the public feels abou~ its 
gove!:f1m",n~ . 

\]9 The cur.::"ent Co:n:nissioner was appointed by the President and 
c"nl'irmed by :.:b~ Senate b(!fore the agency gained independence; the? 
GUL'cent Deputy CO;lt:tiS>ilon8r se.::"V8S in on ",:::ting capacity. 

-------------------------------------------------------- Chapter O:~,l 

Hi.:. Cil<Iirrnan, tilis conc.:ludes :'fly formal l:ernarks. 1 would be happy to 
answer a::1y qUe,;tio!)$ fL'orn you or o~:her :7.efllbers cf the S:Jbcommittee. 
?h'l.:1k Y(H.l" 

com'H.1 BUTORS 

Foc more .tJli'orrlia';ion on this test1m!;)ny, please call Jane T~. l~oss, 
Director, Income S-:;curity Issues, Healch, Educat:ion. and Human 
S(!t'viccs Division, at (202) 51,2-7215. or Cynthia M, f,:H]noni, 
}\ssi3t.:ant Dit:ec:':or, at {2C2) 512-7202. 

"'.. End of docu:nent. /." 
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