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The Staats Study

The 1983 Amendments, following a recommendation of the Greenspan Commission,
authorized the establishment of a study pancl to undertake a "thorough study with
respect to the implementation of removing the Social Sccurity Administration from the
Department of Health and Human Services and establishing it as an independent agency
in the executive branch with its own independent admmistrative structure, including the
possibility of such a structure headed by a board appointed by the President, by and with
the advice and consent of the Senate.”

The politics of the independent agency were multi-tacited, although simple in a way.
Both houses of Congress and both political parties were generally in Favor of returning
SSA to independent status. In fact, a bill passed twice 10 the Flouse by virtually
unanimous margins, only to fail for lack of action in the Scnate. Administrations over
the years, both Republican and Democratic, tended to resist the idea. The real debate in
the Congress was over the administrative form such an independent organization would
take. In particular, the House tended to support returning SSA to a board structure like
that of the original Social Security Board, while the Senate preferred a single strong
executive as head of the agency. This difference of opinion was one of the main reasons
that the '83 Amendments called for a study of the administrative feasibility of making
SSA independent, with a special charge to advise the Congress on the Board vs. single
administrator 1ssue.

The Study Panel consisted of three members: Elmer B. Staats as Chairman (a long-time
government executive); Martha Derthick (a lcading academic); and Arthur Hess (a
former top-level Social Security Administration official). along with an Exccutive
Director, P. Royal Shipp, and a staff of cight. The Pancl's report, issucd in June of 1984,
kicked off an intense period of persistent efforts to crafl legislation which could pass
both houses of Congress and sccure the signature of a usually reluctant President.
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June 12, 1084

The Honorable Dan Rostenkowski
Chairman, Conmunittec on Ways and Means
Flouse of Representatives

Washington, D.C. 20515

Bear Mr. Chairman;

The Saocial Security Amcendments of 1983, P.L. 98-Z1, established a
joint study panel under the authority of your commitiee and the
Committee on Finance of the United States Senate o undertake a
“thorough study with respect to the fmplementation of removing the
Social Security Administration [rom the Department of Flealth and Human
Services and establishing it as an independent agency in the executive
branch with its own independent administrative structure, including
the possibility of such a structure headed by o board appoeinted by the
President, by and with the advice and consent of the Senate*”

The law directed the Panel to address, analyze. and report on
1) the manner in which the wransition to an independent agency would
be conducted, 2) the authoritics which would have o be transferred or
amended in such a transition, 3} the program or programs which would
be included in the new agency, 4) the legal and other relationships of
the new agency with other organizations, and 5) any other details
which may be necessary for the development of appropriate legislation
to establish the Social Security Administration as an independent
agency.

Pursuant to this mandate, the Panel hereby transmits its Report
of the findings of our study. including our recommendations fur the
program responsibilities. administrative structure and the management
authorities most approprlate for an independent Social Security
Administration.  The Report also includes a suggested wransition plan
and a draft bill implementing our recommendations.

110 C STREET, S.W. ROOM 1310 WASHINGTON, D.C. 2020 1 {202) 472-65 10



We would like o thank the Committee for its support of the’
Panel's work,
L]

rely,

. f W

Elmer B. Staats,
Chairman

Vg T LTl

Martha Derthick,
Member

£ -:-.' :" / -
rt'//'f CraLg s A '/"/r' .
Arthur E. Hess,
Meimnmber
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June 12, 1984

The Honorable Robert Dole
Chairman, Committee on Finance
United States Senate
Washington, D.C. 20510

Dear Mr. Chairman:

The Social Security Amendments of 1983, P.LL. 88-Z21, established a
joint study panel under the authority of your commitiee and the
Committee on Ways and Means of the House of Representatives to
undertake a “thorough study with respect to the impiementation of
removing the Social Sccurity Administration from the Department of
Health and Human Services and establishing it as an independent agency
in the executive branch with its own independent administrative
structure, including the possibility of such a structure headed by a
board appointed by the President, by and with the advice and consent
of the Senate.”

The law directed the Panel to address, analyze, and report on
1) the manner in which the transition to an independent agency would
be conducied, 2} the authorities which would have 1o be transferred or
amended in such a transition, 3) the program or programs which would
be included in the new agency, 4) the legal and other relationships of
the new agency with other organizations, and 5) any other details
which may be necessary for the development of appropriate legislation
to establish the Social Sccurity Adminisiration as an independent
agency.

Pursuant to this mandaie, the Panel hereby transmits its Report
of the findings of our study, including our recommendations for the
program responsibilities, administrative strocture and the management
authorities most appropriate for an independent Social Sceurity
Administration. The Report also includes @ suggested transition plan
and a draft bill implementing our recoinmendations.

330 C STREET, S.w, ) ROOM 1310 WASHINGTON, D.C. 2020 1 (202) 472-6510



We would like to thank the Committee for its support of the

Panel's work.
Sincerely,

Chairman

HoniTl, 0Tk

Martha Derthick,
Member

//,r(,
) Arthur E. Heés,
Memnber
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PREFACE

“"The Congressional Pancl on Social Sccurity Organization was establishaed
by Public Law 98-21, the Social Sccurity Amendments of 1983, The Panel was
directed to undertake a ~'thorough study with respect to the implementation of
removing the Social Security Administration from the Department of Health and
Human Services and establishing it as an independent agency in the executive
branch with its own independent administative structure, including the
possibility of such a structure headed by a board appointed by the President,
by and with the advice and consent of the Senate* (Appendix A includes the
section of P.L. 98-21 that mandates the Panel's study. [t also includes an
excerpt from the Conference Report and excerpts discussing the Social Security
Administration as an independent agency from two recent national commissions
set up to study social sccurity.)

P.L. 98-21 directed the Panel to report the flindings of its study,
together with any recommendations it considers appropriate. to the Committee
on Ways and Means and to the Commitice on Finance. [n addition, the
authorizing amendments specified that the Panel's study should consider:

. the manner in which the wansition tw an independent agency would

be conducted;

’ the -authorities which would have to be transferred or amended in

such a transition;

«  the program or programs which would be included within the

jurisdiction of the new agency;

o  the legal and other relationships with other organizations which

would be required of an independent social security agency; and

viti



» any other dertails necessary for the development of legislation

setting up an independent agency.

While the House-passed version of the 1983 amendments called for a
study of the *'feasibility’* of an independent agency, the Scnate version and
the final bill specified clearly that the Panel's study should concentrate on
“implementation** of an independent social sccurity agency.

Consistent with the insiructions of the law, the Panel has not weighed
the merits of independence for the Social Security Administration as compared
to its continued presence in the Department of Fealth and Human Services.
Though the Panel's recommendations presume independence, they should not be
interpreted as an endorscment ol it.  Nor does the Panel endorse retention

withinn the Department of Health and Human Scrvices.



CHAPTER 1

QVERVIEW

I. THE AGENCY AND ITS PROCGRAMS

The Social Security Administration (38A} is one of the Iargest Federal
agencies, with 84,000 employees in its centiral offices and at more than 1,304
field offices and regional operating centers throughout {he nation. Federal
benefit payments and 85%A's other expendivures for FY 1935 zre sstimazed &t
$200 billion, of which 1.75 percent pays for administration. S3A estimates
that in 1385 the preograme it administers will send aboug 600 millicn checks tfo
over 46 million reciplents. In addition, the agency will process 6.2 million
new olaims for bensfite and take nesarly 60 willion actions to keep the benefip
roils current.

The vast maiority of 88A's rescurces are expended in carrying out its
program responsibilizies for che 01d Age, Survivors ang Disabllity Insurance
{GASDI} progrems and the Supplsmental Security Income {8811 program. Social
insurance pald through GASDY programs pyovides primayy cash benefits for
rebived and disebled workevs snd thely suzvivors and dependents, angd the §%%
program provides s uniform Federal benefit to nesdy aged and disabled persons
with jittle or no other income and resources,

3BA& also administers part of the Black lang program and has oversight
responsibility four the programs of Ald to Pamilies with Dependent Children
CAFDC), Child Support Enforcement (CSE), Refugee Resettlement, and Low Income

Home Energy Assistance. Benefits and sewvices under these latver four



programs are generally provided by State and local governments; S53 is

responsible for ensuring State compliance with Federal law and regulation,

Finally, SSA also provides administrative services to other Federal-agencies

for which it is reimbursed. In fiscal year 1983, SSA utilized 87,900

workyears on QASDI and SSI (98.4% of total workyears) and 1,400 workyears on

AFDC, CSE, and other programs. ({See Appendix E for a concise history of the

programs and organizations of S§SA.}

Prior to the mid-1970s, SSA was considered cne of the premier Federal

administrative agencies for operating efficiency and quality of public

service,

Since then, for a number of reasons, SSA has lost its public

reputation for administrative excellence. During the past decade SSA:

0

experienced serious problems in implementing the major welfare
reform provisions of the SSI program;

was unable for a prolonged period to take decisive and sustained
action to upgrade its deteriorating computer systems, which
threatened the agency's ability to carry out its mission;

tock corrective action to reduce errcneous benefit payments and to
deérease delays in preocessing backlogs of earnings reports only
after such administrative failings had received widespread public
attention and criticism;

bore the brunt of a decline in public confidence in social security
resulting from the-two major financial crises the program faced in
the late 1970s apd early 1980s;

became inundated with appeals and mired in conflicts with the
States and Federal courts over the administration of
congressionally-mandated reviews to determine continuing
eligibility of disabled beneficiaries, large numbers of whom

successfully appealed the loss of benefits;



¢ was subjected to congressional and other complaincs that che

gquality of public service was declining:

¢ wasg unsble to maintsin a strong sense of organizarional mission

e due, among other reasons, te freguent turnover of top level
managers and disruptive internal reorganizations.

Concurrently, the sccial security programs became newly vulnerable to
critical attention from polirical leaders--Presidents, Secretaries of Health
and Human Services, members of Congrass--because, rather than being reliably
gelf-zunporting, they were unprediczably thrsatened with well-publicized
revenue shortages. Furthermors, in an era of sustained high inflation and
very lavge Federal budget deficits, Presidents of both parties have placed
particular emphasis on the nesd to contrnl government spending, especially in
entitlement programs, and, for the first time in theiy history, the secial
security programs became the target of cuts. Because rhey account {or go
large a share of domestic spending in the Federal budge: {30 pevcent in 1983),
because their outlays have grown rapidly {from $30.9 billicn in 1970 to nearly
$200 biilion in 1985), and because the financial condition of the trust funds
depends heavily on the performance of the economy, the social security
programs will undoubtedly remain under s¢rutiny and susceptible Lo controversy.

National debates over gocial security's financing problems apparently
have ucdermined public confidence in the social seeurity programg. For
example, a poil conducted by Perer D. Hart Research Assocliaves in 1980 found
that &) percent of non-retiged respondents had livtle confidence that funds
would be avallsble to pay their retirement benefits. Almost three quarters of
those between 23 and 44 expressed such doubis.  However, bipartisan

legislation in 1983 shored up the program's financing. Actuarial estimates in
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the 1584 report of social security's Board of Trustees, assuming moderately
favorable economic and demographic conditions, show the programs te be
adequately financed through the next 75 vears. Indeed, if realized; these
assumptions would result in a large build-up of the trust funds from the early
15905 until the baby boom generation begins to retire in about 2010. This
large trust fund balance would help to finance benefit payments in the middle
decades of the next century and is necessary to show long-run actuarial

balance in the programs.

II. PROPOSALS FQOR INDEPENDENCE

Bills to make SSA independent of the Department of Health and Human
Services (DHHS) were introduced in Congress starting in the early 1970s.
Congress took no action on them, but mandated the present study after two
naticnal commissicns addressed the question of independence.

The Hational Commission on Social Security, established pursuvant to the
1977 social security amendments, recommended in 1981 that an independent
agency be created in the belief that rsignificant improvements in the
operation of Sccial Security and related pregrams and the public's
understanding of those programs would result." The majority of members of the
National Commission on Social Security Reform {the Greenspan Commission)
concluded, in 1983, "as a broad, general principle--that it would be logical
to have the Social Security Administration be a separate independent agency,
perhaps headed by a bi-partisan board." It noted, however, that it had not
had time to look into the various complex issues inveolved in establishing an
independent agency and recommended a separate study.

Most proposals for independence have recommended a bipartisan,

three-member board as an organizational form. This was SSA's original



organization, and it prevailed from 1935 until 1846, when, under a

reorganization plan of the Truman Administration, the board was superseded by

a single administrator. Proponents argue that a bipartisan, plural’ executive

would, tend to insulate the social security programs from sudden, imprudent

shifts in policy and would restore public ceonfidence in the programs. Because

there is a historical precedent for this form, and because it has current

advocates,

the Congress specifically asked the Panel to consider it. Were a

board to be established, it would be in charge of both policymaking and

administration for social security, and it would appoint an executive head of

the program to whom responsibility for administration would be delegated.

III. CRITERIA FOR ANALYSIS AND CHOICE

At the beginning of its study, the Panel agreed on criteria it would

use to guide analysis of options te be considered and issues to be reselved in

setting up an independent social security agency. These criteria were made

available for comment to experts on government organization and management, to

DHHS, and to interested-groups representing S$S8A employees and senior, citizens.

Then the Panel held six public meetings and heard from 53 expert witnesses

{listed in Appendix D} as a means of gathering information and advice, as well

as comments on the Panel‘s proposed decision criteria. The following are the

principal tests to which the organizational principles for an independent

social security agency were subjected:

a

Operational Efficiency and Effectiveness. SSA is a large Federal

agency with operations that affect virtually every citizen.
Efficient and effective administration of the sccial security

programs--its core functions--represents a major national priority.



Policy Coherence. <Coordination among the PFedeysl government's

incoms support programs 15 highly desirable and way be affecrted by
the distribusion of functions among and withio agencies of the
execubive branch.

Accoumtability., It is a fundamental principle of our democratic

r

svstem of govsyinment Lhat executive agenciss shall be accountable
to political lsaders, who in turn are made accountable to the
electorate by means of regular and freguent elections., Supgrvision
of exscutive agencies in the Federal govormment comes Lrom many
socurees, It is carriad oub by Presidents, thelr immediate staffs.
and the contrel agencies of the executive branch; by Congress and
its staff agencies, including the General Accounting Office (GaQ);
by the courts; and even to sowme extent by citizens and public
interest groups. One of the Fanel's central conoerns was Lo assure
full accountability of the social security agency to the Congress
and the Pregident, while at the same fime achieving an appropriate
balance within the executive branch between centrsl controls and
managerial discretion.

Continuity of Leadership. 534 has had nine Commigsioners in the

past dozen years; four of the nina, Iincluding the incumbent, have
geyved only in an acting capacity. 583 has undergone several
recrganizations since 1878, one resulr of which was to snooursce
departures of top-level personnel. This experience ssriously
disrupted the organization and adversely affectsd the sorale of its

employees, and it is in sharp conbrast ¢o §8A°s previous hisrory
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during which its leadership was exceptiénally stable. No
organization can perform well if it undergoes incessant changes of
top staff and leadership. It is urgent to restore to SSA at least

. that degree of stability in its executive leadership implied by the
President's constitutional term of four years and to provide for
longer-term stability in its corps of policy and management
officials.

¢ Public Confidence. Because advecates of independence for SSA have

argued that a change of organizational form would improve public
confidence in the social security programs, the Panel sought to
weigh the possible effects of various organizational changes on
public perceptions. It has concluded that confidence depends, in
the last analysis, on the fundamental financial soundness of the
programs and on the public's perception that changes in the
programs are made with due regard for both their immediate and
long-term effect on the benefit structure.

The Panel did not attempt to order these criteria in importance, and it
recognizes that in practice some of them may conflict. For example, the
effort to improve the accountability of executive agencies in our government
fosters extensive central controls over such activities as hiring and
promotion practices, major procurements, and acquisition and management of
office space--detailed controls that, when imposed from a government-wide
perspective upon any particular agency, are likely to result in
inefficiencies. Nevertheless, to the extent possible, the Panel's

recommendations attempt to satisfy all of these criteria.



IV. SUMMARY OF CONCLUSIONS AND RECOMMENDATIONS

The recommendations of the Panel, stated below, are explained in

subsequent chapters of this report. In addition, a draft bill to establish an

independent agency and a suggested transition pian are included as Appendices

B and C.

o

Tha Panel's recommendations are:

TO ASSURE A COHERENT OPERATIONAL MISSION, A NEWLY

INDEPENDENT SOCIAL SECURITY AGENCY SHOULD BE RESPONSIBLE FOR
ADMINISTERING THE ©OLD AGE, SURVIVORS, AND DISABILITY INSURANCE AND
THE SUPPLEMENTAL SECURITY INCOME PROGRAMS. OTHER PROGRAMS NOW
AbMINISTERED BY THE SOCIAL SECURITY ADMINISTRATION SHOULD REMAIN IN
THE DEPARTMENT OF HEALTH AND HUMAN SERVICES. NO PROGRAM (INCLUDING
MEDICARE) CURRENTLY ADMINISTERED BY ANOTHER AGENCY SHOULD BE
BROUGHT INTO THE SOCIAL SECURITY AGENCY (CHAPTER III).

TO ACHIEVE ACCOUNTABILITY AND MANAGEMENT EFFECTIVENESS, THE NEW
SOCIAL SECURITY AGENCY SHOULD BE HEADER BY A SINGLE ADMINISTRATCR
OF HIGH RANK, WITH A STATUTORY TERM OF 4 YEARS, ELIGIBLE FOR
REAPPOINTMENT.. THE ADMINISTRATOR WOULD REPORT TO AND BE APPOINTED
BY THE PRESIDENT BY AND WITH THE ADVICE AND CONSENT OF THE SENATE.
THIS ADMINISTRATOR SHOULD HAVE PROVEN COMPETENCE AS A MANAGER OF
LARGE ORGANIZATIONS AND KNCWLEDGE OF FEDERAL GOVERNMENT OPERATIONS.
THE POSITION OF ADMINISTRATCOR SHQULD BE ESTABLISHED AT EXECUTIVE
LEVEL II, WITH CONCOMITANT AUTHORITY AND ENHANCED ADMINISTRATIVE
AND PROFESSIONAL-STATURE S0 AS TO ENCOURAGE CONTINUITY IN TOP

MANAGEMENT {CHAPTER IV).
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TO PROMOTE INDEPENDENT REVIEW AND ENCOURAGE BROADLY BASED POLICY
ANALYSIS, A PERMANENT SQOCIAL SECURITY ADVISORY BOARD SHOULD BE
ESTABLISHED WITHIN THE NEW AGENCY. ITS FUNCTIONS WOULD BE TQ
QVERSEE MANAGEMENT AND ASSESS POLICY ISSUES IN SOCIAL SECURITY AND
TO ADVISE THE SQCIAL SECURITY ADMINISTRATOR, THE PRESIDENT, AND THE
CONGRESS ON IMPORTANT DEVELOPMENTS., SOME OF THE MORE IMPORTANT
FUNCTIONS OF THE BOARD WOULD BE (1] TO MARE INDEPENDENT ASSESSMENTS
OF THE ANNUAL REPORTS OF THE BOARD OF TRUSTEES, MAJOR STUDIES ON
SOCIAL SECURITY, AND PROPOSED LEGISLATION; (2) TO ENGAGE IN PUBLIC
DIALOGUE AND EDUCATION ABOUT SOCIAL SECURITY; AND {3) TC SUGGEST TO
THE PRESIDENT NAMES TO CONSIDER IN SELECTING HIS NOMINEE FOR THE
POSITICN OF SOCIAL SECURITY ADMINISTRATOR. THIS BOARD WOULD
CONSIST OF NINE MEMBERS, NO MORE THAN FIVE OF WHOM MAY BE OF THE
SAME POLITICAL PARTY. FIVE OF THE MEMBERS WOULD BE APPOINTED BY
THE PRESIDENT (NO MORE THAN THREE FROM THE SAME POLITICAL PARTY},
AND, TO REINFORCE BIPARTISANSHIP AND CONGRESSIONAL PARTICIPATION,
TWO OF THE BOARD MEMBERS (ONE FROM EACH POLITICAL PARTY) WOULD BE
APPOINTED BY THE SPEARER OF THE HOUSE, AND TWO OTHER MEMBERS (ONE
FROM EACH PARTY) WOULD BE APPOINTED BY THE PRESIDENT PRO TEMPORE OF
THE SENATE. ALL BOARD MEMBERS WOULD BE SUBJECT TO SENATE
CONFIRMATION. THEY WOULD BE APPOINTED FOR &-YEAR TERMS, WITH
STAGGERED TERMS FOR THE INITIAL BOARD MEMBERS, AND WOULD BE
ELIGIBLE FOR REAPPOINTMENT. THE BOARD CHAIRMAN WOULD BE DESIGNATED
BY THE PRESIDENT. THIS BOARD WOULD BE PART TIME, WITH REGULAR

MEETINGS HELD AT LEAST BIMONTHLY (cHAPTER Iv).
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7O STRENGTHEN THE MANAGEMENT OF THE NEW SOCIAL SECURITY ACEHCY AND
TO IMPROVE OPERATIONAL ACCOUNTABILITY, THE CONGRESS SHOULD DELEGATE
TO THE BOCIAL SECURITY AIMINISTRATOR SELECTED MANAGEMENT
RUTHORITIES AVATLABLE UNDER CURRENT 1aw. SPECIFICALLY, CCNGRESS
SHOULD DIRECT DELECATIONS CF ESSENTIAL AUTHORITIES FROM THE GENERAL
SERVICRS ADMINISTRATION AND THE CFFICE OF PERSONNEL MANAGEMENT FOR
(1) KUTOMATED DATA PROCESSTNG/INFORMATION RESCURCES MANAGEMENT, (2)
ADMINTSTRATIVE SERVICES, AND {3) PERSONNEL MANAGEMENT.

FURTHERMORE, THE CONGRESS SHOULD ENACT LEGISLATION PROVIDING THE
SOCIAL SECURITY ADMINISTRATOR GREATER FLEXIRILITY IN BUBDGET
PORMULATION AND EXECUTION. SPECIFICALLY, THE AGENCY'S BUDGET
SHOULD BE SUBMITTED TO CONGRESS BIENNIALLY, AND THE PERSONNEL
REQUIREMENTS INCLUDED IN ITS ADMINISTRATIVE BUDGET SHOULD BE BASED
ON A WORKFORCE PLAN RATHER THAN O PERSONNEL CEILINGS. AT THE
EARLIEST PRACTICAL DATE POLLOWING ENACTMENT OF LEGISLATION THE
PRESIDENT $HOULD SELECT AN ADMINISTRATOR FOR THE AGENCY. IN THE
INTERIM, THE COMMISSIONER OR ACTING COMMISSIONER OF SOCTAL, SRCURITY
WOULD SBRVE AS ACTING ADMINISTRATCR AND WOULD ESTABLISH A
TRANSITION TASK FORCE AND CORDUCT THE TRAKSITION UNTIL SUCH TIME a8
THE ADMINISTRATOR IS COMWFIRMED. THE ACTIKG ADMINISTRATOR WOULD
ALSC BEGIN TO DEVELOP A PLAN AND BEGOTIATE CRITERIA TO EVALUATE THE
RERULTS ACHIEVED BY THE WEWLY CONSTITUTED AGENCY AND ROULD BEGIN TO
NEGOTIATE APPROPRIATE OVERSIGHT ROLES FOR THE CENTRAL WAHAGEMENT

RGENCIES {CHRPTER V.
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CHAPTER 11

THE SOCIAL SECURITY ADMINISTRATICN: ITS MISSION,

CHALLENGES AND PROBLEMS

I. INTRODUCTION

In the course of its study, the Panel was impressed by SSA's unique
mission and by its accomplishments, under often adverse circumstances. At the
same time, the Panel received evidence of serious and widespread problems
affecting SSA's ability to fulfill its missio?, serve its clientele, and
operate efficiently and effectively. In addition to testimony from witnesses,
the Panel had access to numerous cfficial and semi-official evaluations ocf
SSA's operations conducted by the GAQ, the President's Private Sector Survey
on C9st Control (the Grace Commiggsion), the Congress (in oversight hearings)
and private contractors. Based on these assessments the Panel concludes that
the correction of wideséread operational problems and planning for the future
constitute major managerial challenges for the social security agency, whether
it is made independent of DHHS or remains inside the department.

S8A's network of field offices is an important contact point with the
Federal government for a large and growing share of the population. Except
posgibly for the Internal Revenue Service (IRS), no other Federal agency
touches so many people or his so direct and profound an effect on their daily
lives. RAccuracy and reliability of payments, responsiveness to public
inquiries, and the accessibility of local offices all can vitally affect the
well-being of the publie and influence its perception not just of SSA but of

the government as a whole.
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While some contacts in S$SA field offices are routine, many are highly

significant and fraught with emotion--applications for survivers or disability

benefits,

for example. Even those that are routine are often time-consuming

and complex and add to the stress and high activity level generally found in

social security offices. AL any given moment the waiting room may include:

o

O

a retiring household worker who is there to apply for her social
security benefits and for S§5I as well as for Medicare {and to have
Medicaid and Food Stamps explained to her for possible referral to
the local welfare office},

an unemployed 62-year-old who has come to apply for retirement
benefits but is concerned about how the "work test** would affect
those benefits if he should get a part-time job,

a disabled beneficiary called in for a continuing disability review,
a frazzled mother with raucous youngsters trying to acquire Social
Security Account Numbers in order to establish bank accounts for
them,

an uneducated itinerant called in for an annual redetermination of
his S8I eligibility,

an elderly widow whose monthly benefit check did not arrive ¢n time
and who fears that it may have been stolen from her mailbox,

a bewildered octogenarian with a spate of medical bills who needs
help in filing for-Medicare reimbursement:,

an irate beneficiary who cannot understand the notice he has

received informing him that he has been overpaid,
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a grieving widower who is unsure whether his deceased wife worked
long enough for social security coverage and whether his teenage
daughter will receive benefits.

agency's mission, the operational and management deficiencies that

have been documented, and the challenges facing it conclusively demonstrate

the need for legislative action to strengthen SSA and bring it to cperational

and management excellence. This major challenge will require concentrated

efforts over a long periocd of time from both the executive branch and the

Congress.

II. THE MISSION QF SSA

Sconer or later in the course of a lifetime virtually everyone deals

with S8A.
appreciate

woTK.

To grasp the operational challenge the agency faces, one must

the social significance and tremendous volume and complexity of its

The issuance and proper authentication of original and replacement
social security cards have taken on great significance with the
ever-increasing uses of the Social Security Account Number. The
numbers are now used for employment and tax purposes,
identification of bank accounts and various financial transactions,
school identification, drivers licenses, and other public¢ and
private uses. SSA issued over 6.7 million new social security
cards last year and issued another 6.6 million duplicate or
replacement cards. Upgrading the issuance procedures and
maintaining the integrity of the account number system is one of

SSA's primary obligations.



14

SSA must receive, process and keep up te date earnings records of
virtually everyone in the country who is employed. This
information is used to establish eligibility for and determine the
amount of social security benefits. The wage reporting system was
changed in 1978 from a quarterly to an annual process--a monumental
change that was accomplished in a relatively short time. Since SSA
now processes W-2 forms for both SSA and IRS purposes, its
operations in this area are also essential for verification of tax
liability. ©For 1983, S8A will have received and posted about 170
million reports of earnings for 117 millien workers.

Social security benefits form a basic part of the personal
financial planning of most workers and their families, and Medicare
ﬁrovides the underpinning for their health care in old-age and
disability. People of all ages seek information from SSA about how
social security and Medicare will affect them. Last year, SSA
received about 40 million inquiries from the public throughout the
country. Over 50,000 of these were special congressional inguiries
on behalf of constituents seeking assistance.

While about half the country's population are active workers whose
earnings are recorded by SSA and whose social security taxes
finance benefit payments, almost one of every six persons, or about
36 million people, currently receive social security benefits or
are covered by Medicare. In addition, some 3.9 million
beneficiaries receive monthly SSI benefits, including 2 million

persons who receive no social security benefits. The programs
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which fqrm the core of SSA's responsibilities represent critical
income support to some 40 million people, and issuance of a correct
and timely payment to each person is the agency's paramount
objective. In FY 1983, S5SA received and processed over 5.5 million
applications for benefits and added 3.7 million people to the
social security benefit rolls, 1.7 million to the Medicare rolls,
and 0.4 ﬁillion to the SSI rolls. In the years ahead, as the
population greows and ages, these numbers will increase.

The beneficiary population is a diverse and changing group, and the
benefit provisions of SSA's programs have become exceedingly
complex., Ensuring the accuracy of the monthly payment of each
person on the rolls constitutes one of S§SA's biggest continuing
challenges. Of the 36 million beneficiaries, 2.9 million are
disabled workers and their spouses, 3.6 million are children, 5.1
million are widows and widowers, and 24.4 million are retired
workers and their spouses. Each beneficiary category has specific
entitlement and termination provisions to be cracked, and some
provisions are applicable to all categories. Some beneficiaries
have earnings that affect their social security benefits, and SSA
has to deal with 1.2 million reports of beneficiary earnings every
year. SS5A must keep track of remarriages, new addresses, deaths,
and many other changes in order to pay proper benefits. In 1983,
88A processed almost 66 million such changes. Reviews cf
continuing eligibility for disability benefits and for SSI benefits
normally inveolve about 3.8 million annual redeterminations of

status under these programs.
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The work of the agency is performed by 84,000 employees in 1,300 field
offices,'lo regional offices, 6 Program Service Centers, and the central
office complex in Baltimore. - While SSA's mission centers arcund issuing
account numbers, maintaining earnings records, and making benefit payments,
the agency alsc has significant staff support functions. These functions are
complex and essential to SSA's operating mission:

o Programmatic support functions:

-- policy analysis and legislative development,
research and statistical studies,
"T  regulations development,
actuarial analysis,
-- quality contrel and appraisal,
-- prevention of fraud and abuse,
7 an independent process of fair hearings and appeals,
-~ analysis and development of systems methods and procedures.
3 The usual administrative staff services such as:
-- budget formulaticon and execution,
-- personnel and labor relations,
management planning and analysis,

-- facilities and material rescurce management.

I1I. S55A'S QPERATING AND MANAGEMENT PROBLEMS
The efficient and effective delivery of public service, timely and
accurate benefit payments, and accomplishment of all of SSA's program and

cperating responsibilities depend ultimately on the quality of the agency's



managers and its employees. Strong managers, dedicated workers, and effective
procedures and tools are necessary for SSA tc produce first class work.
Degpite its efforts, SSA has, 1in the critical areas listed below, been unable
to resclve numerous operating and management problems or to act on
opportunities for improved performance and productivity--often for reasons
beyond the agency's contrel. The result has been labor-intensive, error-prone
operations and lost opportunities for improved pubklic service.

b} Computer System Deficiencies. Despite its large computer

installations, many of 5SA's complex operaticns are basically
laber-intensive, manual processes because the agency has not
adequately kept up with state-of-the-art computer technolegy. The
extent to which computer technology is applied to SS5A's workloads
varies: generally, the vast majority of routine claims
transactions are automated, but complex transactions frequently
require substantial manual processing. Hence, a large segment of
the workforce is engaged in manual processing of work that
logically should Se autcmated. A 1979 report from Bolt, Beranek,
and Newman, Inc., analyzed the impact of computer assistance on SSA
field office operations {where about 40,000 people are employed)
and identified activities that could be automated with ultimate
savings of about 10,800 positions. The six Program Service Centers
across the country {which employ about 15,000 pecple] and the
Baltimofe-based central records and disability operations (which
employ over 11,000 people] are other labor-intensive operations

using manual processes that could be automacted.



Notwithstanding numerpus studies and efforcs over the past decade,
%A has not ingreased automation in its manual processes at a pace
fast enouah to keep ahead of yrowing workleoads. In 1875;
Commisgioner Jamgs B, Cardwell formed the Office of Advanced
aystems (0AS) to wcomply with President Ford's request inm 1974 that
48A review its gystems. Improved vechnology was expected to offset
dependence on ever-increasing numbers of employees to perform new
functicng assigned to the agency. O&S5 propossd extensive
automation, such as computer terminalg on field office emplicysest
daesks bveginning in che early 1980s. FHowever, zfter spending about
$1% million, &5A abvandoned this effort in 1979, s 1877, 553
initiated an effory subside vhe GRS projecy to redesion some of its
systens in order o realize substantial improvements in computer
system support. On Pebruary 6, 1881, OGAC reported that although
substantial effort and resources weye invested in this *RSDHI
radesign wprojoot.® it was lsrgely unsuccessful. Inadequate
planning and-management of the proiect and inadenuare validarion of

chasges wers the primary reasuns {or the project's failure.

In eariy 1%82, Commissionsr Jobn Svahn published a2 Systems
Modernization Flan (8MP] for overhauling S84's systems through the
uge of sodern Lachoology.  The early suages of the SMP have been
vagua on when and how it will integrave S5A's programs and
eliminate the inefficient, manual, error-prong processes thab exist
due Lo current systems limitations. GAO's May 28, 18582, report on
the SMP polnted outr thab 858A continues to lack an agency-wide

long-range planning process, and this could prevent the SMP from


http:mill;.on
http:ext.er.s.:.ve

respording adegquately to future agency and program needs, Acting
Commiggionar Martha McSiesn recently initiatad efforis Lo remedy

58A's deficiencises in lcng-rangg planning.

The SMD iz SSA's latest effcrt Lo modernize 105 COMpuUigr SysStems.
Although computer hardware has baen slgnificantly ungraded undarx
the 8MP, the grearest improvamenzs in efficiency snd effecrivensss
from modernization will come from automaiing labor-intensive
processes. Implementation of these improvements will demand
skillful management kecauss of the substantial chanwes reguired in
S8A's operations and the conseguent trauma such changes may have

for the organization and its employess.

Management Information System Deficiencies., 585A's management

information systems are fragmented, uncoordinated, and limived in
coverage, and they generally do not provide timely, accurace, and
raliable information to those individuals who can %ake direct
action Lo resolve problems.  For example, the only systematic
measuvement of the qualigy of public gervice consists of data on
the provessing time angd accuracy of ininial olaims workloads.
However, these data are nob statistically weliable ab the
individunal office or employee level and by themselves qgo only part
way in zssesging-the guality of public service. Managers in §85A's
field offires have o develop and operate manual information
gystems to wanage workioads and staff bacause the existing aystems

do pot meer thelr neads.
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Over the past decade, 85A has improved some data and reports
produced for the agency's managers. Furgher necessary improvements
in management informatlon sysbems will regquire iunprovements in
S84's computer systems. $8A's efforts to wodernize its systems
have included management information as a secondary priority and
have not yet hesn completed. Howgver, Acting Commissicner MoSteen
nas recognized fhe deficiencies in the preszent mansgsmeny
informaticn gystems and his made the design and {mplementation of

reliazble systems one of S8A's maior obisctivaes for the next & yvears,

8SA Staffing Problems. SS&'s problems in hiring, training, and

retaining highly skilled technical personnel o design ang install
computer systems have peen widely publicized., Howgver, he sgenoy
also has problems with staffing in its field offices, the cxicigal
points in the delivery of qualiuy public service. Persuonnel
eeilings and the court-ordered hap on the Professional and
Administrative Career Examination {PACE] for recruitment have wade
it difficalt teo acguire high caliber staff for carser entry iohs st
2 time when the complexity and diﬁéicuity af S8A's work are
ingreasing. 55A is either not competitive in the salary it can pay
or cannot offer carser positions to good candidates. It has chus
been forced to rely primarily on internal promotions of clerical
employess to fil] its technical and professicnal ranks in the field
offices. Yer, according to some office managers, the pool of

promotable clerical employees has been depleted.
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Gver the years, 8333 work has becosg more complex, and its need
for high quality gvaff has increased. Insdeguate compuler System
support has iacressed the amount of manual work and made-the
programs more difficulr Lo administer. Problems with the guality
and urilicy of B88&°'s instructions, forme, and oraining and with
imadeguare office space furthey contribure we g difficeln work
environment. A Beptomber 1983 raport by the privare consulting
fires Deloitte, Hasking, and Seils wsder an SMP concract poinved gut
that there are “probiems in developing and maintaining high

employee morale and proper organizacional attitudes.++

Policy and Procedural Instructions Problems. The volume of new or

changed instrucrions ofcen overwhelms field office personnel. Due
to continging legisiative and court-ordered programmatic changes,
administration of the soclal security programs has become extremely
gomplax,  While adminiscranive complexicy 1s an inherent feature of
large governwent programs, B8A's system for issuing iassctructions o
the field, designed o carry out hese mandated program changes., 18
digorganized and confusing. &s a gesult the {ield pffice work
enviggnment has hecome needliessly complex, and the eurrent utilicy
of meny changses in instrpuctions is marginal. {Acting Commissioner
MeSteen has made improvement of programmaiic issuvances one of her

pringipal long-range obijectives. )

In 1978, 58A negan an 2lfort Lo consolidate over 200 manualsg ingo a

comprehensgive Progran Operavicns Manual 8Systes [(PGMS} in respopss
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to employee complaints that there were too many instructions from
too many sources. The Grace Commission reported that POMS is a
large (some 25,000 pages over 4—feet thick) comprehensive document
with over 12,000 revisicns in one year. Operating personnel do not
have time to read and file all of the revisions and amendments.
POMS issuances are frequently amended by builetins which are not in

the POMS format and do not replace pages in POMS,

In July 1577 field office employees reported that the part of their
job they liked the least and spent the least time on (but felt they
should spend more time on) was keeping current with instructions.
If in fact employees are unable to keep current on instruction
changes, there is a danger that SSA's national programs may not be

uniformly administered.

Cffice Space Problems. Convenient location, adequate waiting

areas, privacy for interviews, and an overall businesslike cffice
appearance are desirable for SSA's field offices. However, SSA
must rely on the General Services Administration {GSA) for its
office space needs, and GSA's response has been lethargic and
erratic. GSA's criteria and agenda have taken precedence over
SSA's mission and aperating needs, limiting S8A's ability to
conduct its operations. Despite pressure on GSA from SSA,
including the loan of SSA personnel to reduce backlogs of space
requests, and from the Congress in hearings conducted in 1980 and

1881, GSA has provided more promises than service. Improvement
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in service in fiscal vear 1982 was not sustained in 1983,
According to one $8A Regional Commissioner, as of February 1984 the
number of critical office space cases is increasing, and.GSA is

failing to provide even wmarginally acceptable servige,

¥, FUTURE CHALLENGES

83A must zvenmedy these operationz! deficiencies. Furthermove, the
agency mush be ready 1o respond 1o even more ¢hallenging futurs changes in
technology and a rapid growsh in caseloads {the numbery of bhensficlaries wil}
more than double aver the next 54 yvaarst. Am&ﬁg the many pelicy and
operational issuss that 388 will face, the Pansl belisves that three
eritizally affect program opsrabions and management:

&  Desioning, jmelementing, and maintaining state-of.the-art

computer-bpased operational and information support systems,

Mesting this challenge Is essentisl to the sgency’s administrative
mission. In addivion, successiul implementation will have a major
impact on th‘ type and number of personnel the zgency employs. As
compaterization progresses, 4ifflevle issues of parsanngl

recruitment, training and redeplovment will face this large agency,
inciuding & possible need vo decentralize cgevvain large operatbions,

. Befining and achieving an acceptable Jevel of wpublic service.

The establishment of appropriste service levels for applicants and
beneficiaries represents a continuing c¢hallenge for 55A. How far
ghould the aged and the disabled have to travel to veach a social

security office? How long should they expect Lo walt in an office?
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How much assistance should ke provided in cobtaining necessary
documents?  How long should iv take from filisg of an dnitial olaim
to receipt of the first payment? What is an acceptabls error rate?
What should the public reascpmably expect in terms of personalized
attention from an agency that will necessarily become more
automated in the future? In recent years, the answers Lo such
guesticns have been largely budgeb driven. For example, &G8A
arranges for payments to third parties whe agres to act on behalf
of beneficiaries unable to manage their own fundz.  Recently, due
to insufficient fundimg, S5A's monitoring program to énsure thab
the payments actually are bheing used for the bhenefit of ths
intended recipient has bean dormant. As a2 rezull. prassuras have
neen brought Lo bear through court cases and legislative proposals
Lo restore & reasonable level of representastive pavee

asgountabilicy.

in general, there appears tc have been very little articulation of
what the desired levels of public servige should be, argd thug thaye
are no well-formed goals in this ares.  Some witnsssas before ths
ransl advocated that the social securiny fleld offives baoong
*ane-3top® servige centers--central locations for civizens o
regeive Or inguire about Che range of possible services available
from the entire spectrum of government humsn services programs,
even heyond services to the elderly and disabled and bheyond Federal
programs.  While the concept has an inbuigfive appeal, creating such

a pne-stop service nefwork would be complicated and expensive.
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The Grace Commission study of SSA recommended reducing the number
of field offices from 1,300 to 500. This would tend to reduce
face-to-face interviews (because of the inconvenience of-traveling
greater distances] as a way to respond to inquiries from
beneficiaries and the public. Increased depersonalization of
service would result since larger offices would lend themselves to
the mass handling of claimants and would place greater reliance on
mail and telephone service. In general, establishing proper
national policy reguires careful consideraticon of how the agency

defines public service and the level it should provide.

Implementing new legislation. Most legislative changes affect

progkam operations and management. During the past 10 years S5SSA
has experienced successes and failures--with the latter
attributable not only to insufficient lead time and a lack of
adequate congressional recognition of the administrative burdens
imposed by some legislative provisions, but also to insufficient
tools and manpower. For example, the provision in the 1983 social
security amendments that taxes social security benefits of some
recipients also mandates that each beneficiary be provided an
annual statement of his benefits. As a result, field office
workloads will rise, as thousands of beneficiaries, most of whose
tax liabilities will not be affected, visit the offices for
explanations. 88A will have to meet this challenge during a peried

of already high workleads without any additional staffing.
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The Panel believes that the foregoing major tasks constitute the most
immediate operational and-management challenges facing the agency, but beyond
them lie new additicnal policy issues that in turn will create new -
admiq%gtrativeburdens. As these pelicy issues are considered in the
executive branch and the Congress, the agency must provide leadership in
evaluating their preogrammatic and administrative consequences.

6 Equity for women. The appropriate level of benefits for women is a

major policy issue. Because of increased labor force participation
by waomen, high divorce rates and cther social, demographic and
economic forces, the system of auxiliary benefits established for
soclal security in 1939 is increasingly perceived as inadequate or
inequitable. Also, elderly women constitute one of the poorest
groups in the total population, which heightens concern about the
level of social security benefits for women. An extended debate is
likely over potential changes in the benefit structure. One such
change inveolves the sharing of earnings bhetween spouses and would
greatly lncrease administrative complexity.

8 Proper age for full-benefit retirement. Increasing longevity

raises guestions about the normal retirement age of 65. The 1983
social security amendments raised the full-benefit retirement age
in the next century and called for a long-range study of the
effects of doing so. Social security affects incentives for
continued work in old age through reduced benefits for early
retirement, the retirement earnings test, and credits for
retirement delayed ﬁast 65. Resolution of this issue could lead to

changes in the benefit structure.
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o Program complexity. Social Security and SSI have become so complex

over recent years that it is difficult for the public to comprehend
its rights and duties under the programs and for 55A employees to
administer them. These complexities have resulted largely from
legislative changes designed to ensure greater program eguity.
Program simplication, desirable from an administrative point of
view, would require abandonment of certain principles of program
equity and would thus raise extremely controversial policy issues.
Historically, the social security programs héve been dynamic. While
the programs' maturity will likely slow the pace of further changes, it will
still be necessary continually to review and adjust the programs to changing
social and economic conditions. Future changes will require a highly

efficient, well-managed agency to implement them.

Iv. CONCLUSION

S5A has undergone extensive change in the last decade: its mission was
significantly altered in 1974 when it began Lo administer the means-tested S8SI
program and again in 1977 when responsibility for Medicare was removed; its
internal structure was revamped through major reorganization; in 1975, 1977,
and 1979, and "realignments" in the early 1980s; its confidence, as well as
that of the public, has been undermined by financing crises in the mid-1970s
and the early 1980s; its implementation of the 1980 Disability Insurance (DI)
amendments led to chaos and severe criticism; and it has-yet to bring to
succesgsful complecion the decade—iong struggle to design and implement a

modernization program for its aging computer system.
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All of these events continue to cast shadows over SSA. While it has
met its basic regponsibilities and has continued to pay checks on time to

beneficiaries, the Panel concludes that the agency needs a period of strong,
stable leadership to resolve continuing operating problems.

'without attempting to ascribe cause and effect, the Panel concludes
that a variety of external and internal factors have contributed to the
agency's recent state of administrative disorientation. The agency needs an
organization that will minimize such problems and will support strong,
leadership capable of addressing the issues facing the agency--a leadership
that possesses authority commensurate with its responsibility. Thig
conclusion forms the basis for the Panel's checice of organizational forms and

management authorities to recommend for the social security agency if it is

made Iindependent.
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DEFINING THE PROGRAMS FOR INCLUSICH IN AM IMDEPERDENT AGENCY

I, INTRODUCTION

In considering the nrograms Lo recommend for inclusion in an
independent social security agency, the Panel began its deliberations with the
assumption Lhat QASDI, which the Americar public genarally thinks of as
*goctal segurity,® should define the agency’s basio mission. Iz then
congidered whether the new independent agency should continus Lo administer
all the programs the present S8R does and, later, considered whether
respongibility should be added for other prograsms not now administersd by $8A,
but which are programmatically or administratively relatsd, The
recommencations Look account of che effect removing S84 Frowm DHES would heve
on that Departwment and its other programs. The Panel structursd the removal
of 884 so that minimum hindrance would occur to effgotive operation of the

Department's remaining programs.

Te aggure & coherent operational mission, a newly lndepsndent social

gecurioy agency should ba respmonsible for administering the 0id has,

Survivers, and Disebility Insureance and zhe Supplemental Security Insome

programs . Jbher Drograns now administersd by Lhe Social Baturity

Adminigtration sheuld remain in the Department of Healih and Human Services.

He progvam lincluding Medicare! curreably adminigtered by anpther agency

should be brouoshs into the social security agsncy.
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These recommendatbions: rest on the conclusion thap saking the new agency
regponsible solely for CASDI and $81 will maximize its chances of developing a
coherent management philosophy and cperating gfficisntly and effectively. By
themselves OASDI and SS8I represent very large and complex management and
apsr&ﬁéaﬁal challenges. These programs sharg complemencary objeciives and a
clientele with many common characteristics and needs.  An agency responsible
Galy for DRSEDI and 881, with ite more sharply focussed set of program

responsibilities, offers the best chance to achieve managerial and operational

gxeellence,

SUPPLEMENTAL SECURITY INCCME PROGRAM

-
—

The social security acengy should continue to administer the

Supplemental Security Income program. While ghers are programmaric

differences betweean the CASDI and the 351 programs {parbtigularly in oriteria
for eligibilicy and benefits and in scurces of financing}. program objectives
and admicistration are closely related. Individuals establish entitlement
rights to social insurance benefits by working in covered employment or
self-empioyment for a specified period of time. Eligibilicy for 88I, on the
other hand, depends on a showing that the applicant is poor, making it

& ffeveny in principle from social insurance, for which work histories and
sarnings records qualify applicants irrespective of need. $8I is funded out
of general revenues, whersas sccial secarity iz funded by an earmarked payroll
tax on sarmings. ﬁistcricgily; administration of means-tesied Drogrssws was 3
State respongibilicy separate from federally administered insurance programs.
Mot uneil 1¥74, when the Congress set a Federal benefic floor and establighed

other unifors Pederal standards for aiding the needy who are aged, biind or
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digabled {thusg replacing categorical grantg«in-aid Lo the States with a dirsct
¥ederal program), did consolidated administration occur.

55A undertook administration of the 88! program with sericus -
reservations because of the likelihood that adding a neans-tested program to

-
one that provided benefits by right could confuse the public and overwork and
demoralize the staff. It is now widely acceprted thab problems assoclated with
the implementation of 88T in the wid-1970s wers partly responsiblie for the
decline in 858A's sense of mission and itg operallionsl effisiency and
effecviveness,

The administration of 881 is now well integrated into $8A7s operations,
and there has been a greal lavestment in achieving public and employee
acoeptance. Despite the diffevences in funding and philosophy that underlie
the Lwo programs, thelr purpoesss are complemsutary and there is substantial
oyeriap of clienfales. (Scome 50 percent of §87 reciplents also receive social
security.]  As the minimum social security benefit has declined in importance
as 8 floor of income support, the SSI program has become Lhe primary means of
gusuring & minimum level-of income to the elderly and disabled.

Removal of 88T from the sccial security sgspoy would be highly
disruptive (o the program and would require s8Lning up & nsw administrative
mechanism. 881 is & uniform, natioral program--federally administered and
financed. Many facrors governing eligibilicy detevminarions made for QASDI
are applicablsg te 531, so coprdipation (gspacially of disabilicy
daterminations) must be assured. If eligibilicy determinabions, initial

- bangfic caleulatvions, and heneficiary monitoring and AESistance were not

conducted by sooial security cffices, they would have to be done elsewhere,


http:i:liti.tl
http:declir.ed
http:e:;;lac.ng

most likely in orher Federal facilitvies, which would thus lead o confusion

for beneficiaries and to duplicative and wzsteful sffores.

I1T. MEDICARE

Medipare nnd Medicaid should nor be moved o the new social gecurite

agency of DHHS,  Several wiinesses before the Panel recommended that Medicare

{and perhaps Mediczid} be part of the new sccizl security agency. {(Medicare
was in 883 prior to 1977.) However, obher witnesses argued strongly this
would be a mistske, from the point of wiew of borh healch policy and social
pecurity management. Arquments for znd against placing these large Federal
health care finsncing programs in the independent social security dagency were
carefully considered as the Panel received extensive testimony from persons
with special expertise in the administration of hsalth care financing. On
balance, the Pansl concludes than: {1} Medicare and Medicaid should remain
under common admindstration, and (2] to place ﬁhem in the secial security
agency would be detrimental to the sound future development not only of this
agency, bul of DHHS-.as well as to borh programs.

Major arguments advanced by ﬁhose favoring an administrative resunion of
social security and Medicaye were:

G Program Similarivies

Medicare began as an adiuner te the sccial insurance programs, and
most recipients consider Medizare to be an inlegral part of thelr
gocial sscurivy enpiviasment. Like QASDI, Medicare iz paid for
largely by the payvoll rax. Since thege programs desl with

basically the same ciient groups and vesh on the same f{inancial and
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philosophical foundation, which presumas that payment of payrpll -
taxes provides insyrance against loss of income and the costs of

illness for those who retire or become disakled, they ehould be
administered by the same agency.

o Beneficliary Services

Several witnesses testified that service to Medicare bensficiaries
has suffered singe the program was separaved fyom S8A. Witnesses
asserced that beneficiaries bave come Lo &xpect assistance and
advice from $3A'%s distyict office perscnnel and that geyvice for
Medicare beneficlavies has gradually deteriorated. $5A field
staffing allctsments do not adeqguately take this service lead inte
account and do not gensrally provide far training adeguabs Lo assist
individuals with technical Medicare eligibility and coverags
questions, especially these having to do with payments for physiciasn
sarvicas,

0 xéministrative Linkames ’ -

S8k currently-performs certain opsraticnal functicng for the Health
Care Financing Administration (HUFA} on & reimburssble bhasis. Theua
consist mainly of ssteblishing and maintaining Medicare eligibility
at the socizl sgecurity field offices and providing cervain data
precessing services on §8A computers, fairly roubing operacions thac
are largely hy-products of $8&'s own sligibility and

computer-support activitiss. Bdvooates of rauniting CASDI and
Medicare argue that thege adminierrstive operalicong would be
fagilitated by co-location in S84 and could suffer 1% the

crganizational distance belwsen phe two wars increased.
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Wnile there ls merit in these arguments, &arguments against placing
Medicare back in the social securily agengoy &7& WOrEe persuasive.

The Panel cormcluded that rejoining OASDI and Medicars would be
extracrdinarily distracting and disruptive to the operations and policy
development of the new social security agency. Furthermore, Che
srganizational disrupticn that would accompany the ﬁr%nsf&r of BCPA's programs
would damage that agency's program and policy development at a time whan it
needs Lo concentrate on lmproving both policy formuiation and managament in
it own right.

The preéent administrative linkages between HCFA and $SA should be the
subiect of continued. formal interagency agreements. Establishing werkable
relationg bhetween the socisl security agescy and the Medicars agency will not
ba substantially move difficelr 1f Medicare remuing in DHHS while 85 is
removaed. This is nob £o say that the Panel is uncoocerned about the need o
improve the quality of field service fo Medicsrs resipients. The Panel
bhelieves its recommendations will properly address the overall question of
eztablishing and providing budgetary support for the proper level of public
servire to all beneficiaries, including ssrvice to Medicare recipisnts.

Placing Madicare in the social security agency would raise the guestion
of the proper organizational placement of Medicaid.  The Panel balieves it is
crucial for these two large healch care financing progeams te be adwinistered
by the same agency. In the 7.years since HCP& was established, progress has
been mada in'§olicy and programmalic coordinalion of Medicsre and Medicald as
healch financing mechanisms thar deal with common provider problems.
Opportunity for further progress would be enhanced by keeping them togsther,

and transfer of both to 88A would complicate that agency’s mandabes.
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However, the principal reason for recommending that Medicare not be
moved to the social security agency is that such a move would make the
coordinated development of national health policy more difficult.' Control of
rapidly rising health care costs is certain to remain a major domestic policy
issue for the foreseeable future. Medicare and Medicaid now pay almost
one-third of total health care costs in the United States, and changes in them
influence the entire health care system. Development of Federal health
financing policy must be coordinated clasely with policy development
concerning the quality and availability of health care and the prevention of
disease. These interrelated policy functions are more likely to be well
coordinated if the major health financing programs remain in the same
Department with the Federal health programs administered by such agencies of
the Public Health Service as Centers for Disease Control, Food and Drug
Administration, and National Institutes of Health. Moreover, from an
organizational point of view, removing HCFA could sc diminish DHHS's programs
and mission as to jeopardize its departmental status.

If health care financing policy and programs were a responsibility of
the social security agency, they would be an enormous drain on the social
security agency Administrator's time and attention. HCFA program operations
invelve at least two substantial and disparate administrative processes,
currently unrelated to SSA. For Medicare, the payment agencies are insurance
. companies énd other contractors that serve as intermediaries. For Medicaid,
the administration of the program is in State hands, and service to
beneficiaries often involves concurrent dealings Qith contraccors as well as
with State welfare departments. Responsibilities for such added functiéns

would drastically alter the internal structure of SSA and bifurcate the policy



apparatus. The Panel belisves thar the head of the social security agemcy
should concentrate on improving the operational sfficiency and effecriveness
of the social security programs. capitalizing on the streamlined focus of the

new agency.  Similarly DHHS programg will consiivule & ccherent department if

- -

HCFA remains in DHES.

1Y, OTHER PROGRAMS NOW IN S8A

The Panel recommends taking cervaln programs now administered by the

Sorial Security Administration out of the smocial security agency and placing

them elsewhere within the Department of Health and Human Services, In

particular, Aid to Families with Bependent Children, Child Support

Enforcement, Low Income Home Enerav Assistance, and Refucee Hegertlement

Asmistarce programs should not be part of the independent soclal security

agency bub should remain in the Decaviment of Health and Human Ssrvicss,

while they a1l are income security programs, thair targed populations,
aligibility concepts, and benafit delivery svstems are vestly diffarent from
those of CASDI and SSI..- All four are operated by 5tate weifare and other
Svate agencies, not by the Federsl govermment, whose role coasisets largely of
such regalatory and oversight aczivitiég a8 making certaln that States zonfom
to Federal statutory reguirements. Separating these programs from the socizl
security agency would not be disruptive either o the programg themselves ox
t0 the new agency. While administration of these programs now absorbs time
and atbtention of top-level $SA managers, they are generally nob integrated
into $5&'s main-line administrative operations, either in the central or field

offices, Removing them from the social security agenoy would free its

management from time and resource-consuming efforts on behalf of small,
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unrelated programs. This narrowing of focus will facilitate operaticnal and
management improvements in the social security and SSI programs.

A further consideration in recommending that these programs remain in
DHHS “{s that having them there, along with Title XX Grants for Social Services
and Medicaid, would keep together in one department most of the major human
resource programs that depend on Federal-State cooperation, enabling State
welfare agencies to confine their centacts for these programs to one
departmental setting. In addition, it could facilitate centinued development
of block grants and cther policies affecting Federal-State income security and
social service programs.

SS8A currently administers the Black Lung program in conjunction with
the Department of Labor (DOL). The Black Lung program consists cf two
distinct parts, B and C. Part B is a residual program which pays benefits te
individuals who filed claims prior to 1574. The Part B program was designed
to take advantage of SSA's existing disability program framework and processes
and is still administered entirely by SSA. This workload primarily involves
maintenance of service to a steadily decreasing beneficiary population. Part
C, on the other hand, represents a legislative decision to have DOL administer
the ongoing Black Lung program. Part C pays benefits to persons filing Black
Lung claims after 1973. Thus DOL's Black Lung workload involves an increasing
beneficiary population as well as maintenance of existing rolls. 8SA's
involvement in Part C is limited to the use of its field staff for taking
initial claims. DOL reimburses SSA for these claims-taking services.

The procedures for dealing with SSA's diminishiné administrative
responsibility for Part B are currently well integrated into the organization,

and continued operational responsibility for this part of the Black Lung
)
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program is not a significant burden. Nonetheless, both parts of the Black
Lung program should logically be administered by the same agency, and because
the Pane.l strongly believes that the operational responsibilities of the
social-security agency should be focussed sharply on the OASDI and SSI
proarams, it prefers that that agency be DOL. However, the Panel acknowledges
that a decision bo shift the Black Lung program entirely to DOL would require
DOL to set up field offices for taking Black Lung claims, or contract with

others to do so.
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CHAPTER 1V

STRUCTURING THE NEW AGENCY

I. INTRODUCTION

The statutory provision governing the Panel's study calls for it to
present an implementation plan for establishing the social security agency “as
an independent agency in the executive branch with its own independent
administrative structure, including the pessibility of such a structure headed
by a board appointed by the President, by and with the advice and consent of
the Senate.*'

Any new organizational structure for the social security agency should
be well suited to both policymaking and administration. The Panel has sought

to design the new agency to meet these essential organizational requirements.

II. FOQLICYMAKING AND-ADMINISTRATION FOR SOCIAL SECURITY

Strong management of very large and complex organizations requires the
concentration of responsibility and authority in a chief executive--a single
official capable, ideally, of providing energetic and decisive leadership.

wWhile few would dissent from this principle of administrative
organizarion, differences of opinion do arise over how best to organize
executive policy formation, which in our government includes both the
preparation of proposals for congressional action and the exercise of

executive discretion in interpreting legislative intent.
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Whersss good administraticn in the Panel's judoment reguires
considerable sunonomy--that is, the concantzation of power in a responsible
official-~good policymaking reguires the blending of compering views and the
balancing of diffsrent perspectives oepolicy questions. Only &0 2 limited
extent ¢an thig balaneing and blending take place withia 2 singls executive
agency--the soclal security agency in this case. it is necessarily a far mors
inclusive process, engaging the President and Congress, who, by reason of
having won elections, are responsible for making Lha most important decisions
about public policy.

It ghould be a responsibilicy of the agency head to devalop and
preserve the capacity of the social securily agemcy ©o contribute to
policymaking with advice, Informstion, expert analysis, and the kingd of
judgment vhat is informed by the experience of progresm operations. Along with
the ability to recall experience--whai is often cailed “inscitutional
memory” «~and & greatey capacity to look bevond the ismedisce future then rhstg
pongessed by slected officials, who must be mindful of upcoming elesctigns,
thess are the distinctive contributions thet administrative agencies make to
policy. The organization and leadership of the social security agency should,
in the Panel's judgment, be designed ro maks these contributions to the
President snd Congress as promptly and vigorously as possible. The Papel
believes that an organization hesded by & single exegcutive is likaly o fim
vesponsibilicy for policy adwice. It would provide expert information,
practigal Jjudgments, and a long-vange visw on policy gquestions mors
expeditiously and clearly than would & mulei-membar dzliberacive body, which

would be vulnersble to indecision, dissension, and diffusion of responsibiiivy.


http:soc.:.al

41

A form of organization designed for deliberation, representacion, and
adjustmant of different viewpoints, as a muiti-member board would be. is
appropriace o head an agsnoy which has recelved an extraordinary delegatisn
of broad adjudicatary and rule-meking power. The leading examples are the
Tennessae Valley authority, 2 public corporation creatsd in 1933 to develop
the Termessee VYalley, and the various independent regulatory commissions,
which have breoad powers to make and intberpret rules--in effect, to act on
hehalf of the legislature and the executive-~in theilr respective azrsas of
jurisdiction. Congress, however, hai made no compavably broad delegaticn to
8SA. in the Panel’s judgment, only if such z delegation wers made, in effect
substantially devolving legislative powsrs for peoligymsking, would a
multi-member board be logical and éaiq&sible g & policymaking form.

Bs a form for administration, the Panel believes that a multi-member
hoard hag sarious digssdvantages in thar zuthority is diffused, and policy and
administrative roles can be confussd. The assumption thit rhe board would
confing itself o policymaking and leave administration te & chief exgoutive
officer assumes incorractly that the two spheres of activity carn be cleariy
differenciated in practice, and it overloocks oy unwisely discounts the danger
that the chairmen of the beard and possibly other bhoard members would involve
themselives in administrative watters preperly thes zésponsikilivy of the ¢hisef
exgeutive officer. The social pecurity program, ureently in need of strong
direction, should not today he exposed o the risks of this kind of contention
between beard members and the executive over whe will be in charge. Such
gontention could exacerbate and prolons precisaly choss sdrinistravive

problems that a reorcanization should be designed to prevent.
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Finally, the preeminent position of the chairmar of a board would tend
to diminish by comparison che stature of the chief executive and make it more
difficult to atiract the tvpe of sireny and capable administrator necessary Lo

resoive the agency's sericus wmanagement problems. .

111, ATRONG SINGLE ADMINISTRATOR

Tc achisye acgounbability and management eifectiveness. the new social

security agency should be headed by a sinale Admipdistrator of high rank, with

A4 statutory Lerm of & vaars, eliaible for reaosoointment. The Administyator

would report to and be appointed by the President by and with the advice and

vonsent of the Senate. This Administracor should have nproven competence &g a

manager of large organizations and knowledas of Fedsral government operations.

The posttion of Adedsistrater shoulsd be sstablished at-PBaecutive Level 17,

with concomitant autharisy and snhanced administravive and srofessional

ghature 80 as Lo engourage continuity in Lop managment,

Many of $SA's operating and management problems have been exagerbated
ty the frequent turndver of Commissioneys. During che past 12years, nine
Commissioners oy auting Commigsiongrs have headsd the agsney. This- urnover
has prevented sustainad action to solve operational problems and has
devestated agency morale. For example, as noted in Chaptexr II, S5& has bheen
unable o keep its computer systems up-to-date. Prior to the current Systems
Modernization Plan {5MP), at least two starts were wade on plans to modernize
554 computer Systams bul wers abandoned by sugcesding Commissioners with
ifferent priorities. The frequent turnover of Commissicners has also led o

major recrgamizations that were not completed before the Commissioners who
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ordered them vacated office, lesving successors Lo contend with or again
wedify what thelr predecesscors designed. These reorganizations have confused
the crganizational wmission and the identity of the agency.

,.Under the Panel's recommendations, the new social security zgency would
ke headed by a single executive official who would repor: to the President and
in whom operational responsibility and asccountabilivy would be firmiv lodged.
This official should have proven competence as a managsy of large
organizacions and be Xknowledgeable of Federal govermenit operations.  The
position of Soclzl Security Administrator should he elevared in rank to
attract Ghe highest caliber candidates, to make the office comparable to ocher
large opsrating agencies, and to enable the Adminiatrator to have sufficient
stature to deal with Members of Congress, with the highest officials in the
Exgoutive Office of the Presidenc, and with other deparoment and agency heads,

Spenifically, Bhe Panel recommends Lhat:

oThe Social Security Administrator be appointed by the President and

confirmed by the Senate. In selecting a nominee for Scclal Securicy

Administrator; the President should take inte aceount candidates
suggested ©0 him by the Social Security Adviscry Board described in
the following section. However, since the Administrator would be
the member of the adminisiration principslly responsible for social
security, the President must be able to selegt & persor in whop he
has confidence. -

«The position of Sccizl Security Adminisrraror be elgvyaced o

Fracutive Level 11. with the Desurv Administraror ar Level TIT apd

supnorring executive staff of commensurate levels, The rank of the
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Bdministrator should be slevaced to 2 level commensurate with the
Agency s pregras responsibiliczes, ifs managerial challanges, and
irs size. {The Comissicner of Sccial Sscurity is currently at
Executive Level IV, & rank inadequate for the responsibiicies
inherent in the position,) The Administrator would he sxpected o
deal with issues ab the highest levels of gavarﬁ&antw“wiﬁ%in nash
the executive and the legislacive branches. The reoomnendsed
Execurive Leve! II, curreatly held by administrators of mator
independent agensiss as well as administrators of some Large
agencies within departmente, would provide the necessary stature.

Are independent agency will alsc reguire additienal execunive
positions for an inspector general, general counsel, and legislative
lizgigon funcpions.  In addition to needing strongex top leadership,
the agengy is ssriously understaffed at the Senioy Execulive Hervics
(SES) level  Executive development must be smphasized and
strengchengd ar all lewels. The Pancel is not in 2 position o
determine the-number of $E5 posicions appropziaig for the sow .
agency, bub has noted that the agengy that is aost nearly gomparable

{IR€] now has substantially more SES positions than 833,

o The Social Sscuxity Bdministyator be selected on Lhe basis of proven

comperence &8 a manager of laree organizaticns and knowlpdae of

Federal qovernment aperations. While it is desirable for the

administrator ©o have an undersranding of and experience wich social
security, it is wors important chat the Administrater have the
ability to run a large organization, particularly in the difficuix

environment of Pederal operations.



pointed for a term of 4 vears

coinciding with the term of bhe Pregidenr, with eligibiiity for

reappuintment.  There is precadent for statutory terms In certain

agencies of the government. For example, Uhe Surgeon Generazl of the
Public Health Sarvice, ths Direcror of the F5I, and the Birscior of
the Bursau of Labor Statistics all have term appointments. Recent

svudies by the Grace Commission and GAD have recommended ferm

[£4]

pspolincmencs for certain Vederal officizlis with important
operational and management responsibilivies. The GAG and Grace
Commission vecommendations atkémpt 1o build stability and continuity
gf leadership in important sperational and nanagement positions
throughout the government 1o increase professionalism.  The Panel
agress that professionalism and continuity should be encouraged.

The statutory Term of office for the Administrator should coincide
with Lhe term of office of the President, and the Adminisirator
should be eligible for reappointment.

v, ADVISORY BOARD FOR S0OCIAL SECURITY

To nromote indenendent review and encoursoe broagly baged npolioy

analysis, a permansnt Social Security Advisory Board should be established

within the new seency.  Its funciions would be ¢ overses manatement angd

aspess weiev issuer in socisl securiiv and fo advims the Social Secprity

Adminisrrater the Bragident and the Conoress on important developments.

Some of che mors imporcant funcoions of the Board would be (11 o make

indevendent asngessments of the annual reports of the Board of Trustess, major
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studies an social. security, and proposed leaisiavion: (2} to entage in nublic

dialogue and education about social security; and {3)io suguest to the

Froasident names to congider in zelecting hic nominasse for the position of

Social Becvurity Administrater. This Board would censist of nine members, no

wore than five of whom may be of the same political party, Five af the

members would be appeinted by the President inc more than thyee fyom the same

political parcvi, and, to reinforce binarvisanship and conaresgional

participation, Two of the Hoard marbers (ene from each polibtical parovi would

bo swnainted by the Speaker of the House. and twe other members fone Erom sach

party) would be appointed by the President Pro Teopors of rhe Sanare  All

RHoapd members would be subiject te Benate confipmscion. They would be

appointed for 6-yvear terms, with staggered termg for the inigial Board

membezrs, and would be eligible for reasppointment. The Board Chairman would be

Gealenared by the Dresidens, Thisz Doard would be part time, with regular

mearings neld ab least bimoochly.

Social security poligymaking in recent yeavs has taken place ia an
astrogsphere of crisis and improvissvion. Beficits have besn remedied only when
insolvency was impending. Institutional approaches-~the National Commission
on Social Security Reform most netably--had to be creaced ad hoc to resolve
difficult issues. Policymaking has taken place. ton, in a context of severe
fiscal comstraint, which gince the mid-1879s hag exposed Lhe social securicy
programs to presidentially sponsoved propossls for henelin reducticns, some of
them hastily prepared unger the pressure of the asnual budget cycle.

It is largsly in response Lo this situaticn that proposals have
developed to place the social sescurity agency under directicn of a

multi-member governing hoard. Proponents believe that a bipartisan board
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would have a stebilizing influence, irprove delineration, and deter actions
desigred to meet the budgetary goals of any particular administracion,

For reasons already given, the Panel prefers that the independesnt
agency be headed by a singls Administrator, but 1t nenetheless favors ¢reation
of a permanent bipartisan board, with relatively long, overlapping ferms, to
participate in policymaking as an advisor ro che Administrator, President, and
Congress.  Buch a Bosrd would comstitute an instibutional means for weighing
maior issues of social security policy in 2 stable, orderly fashion, calling
acrention o developing problsms before they become acute and providing advice
in response Lo whatever proposals for action the oodinary processes of
polivics and policy planning may produce, It would assist in sustaining
instituvional memory, bringing a long-term perspective £o bear oa policy
guastions and assuring opern consideraiion of significant policy changes.

The Panel belisves the Advisory Board could accomplish many of the
obiectives related to pollcymaking that sre sought by supperters of z
full-time beard. In particular the Social Security advisory Board would:

s ewmbody the bipartisanship that wag conspiguously suscessful in che

work of the ¥ational Comsission on Sozial Security Reform, .

3 help to produce & more deliberative decision-making process with

regpect to sigaificant policy issues,

¢ institunignalize the ouadrennial Advisory Councils and winimize the

need for ad ho¢ commissions, and

s  betome an importent repository of institutional memory since it

would be constituied of board members with overlapping 6-year terms,
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Board members should he persons who by theiy experiencs, eaperiise, and
anconplishwents in public or private capacitiss have dempnatrated 2 commitment
v the publiz interest, concern for the guslicy of public administration, and
a hroad knowledge of social security and other social programs, The Chairman
should be designated by the President, so that an incoming Fresident could
appoint the Chairman, either from among those already on the Board or f{rom
outside. Although the Board would be part-time, its members would have
‘substantial, time-consmuming respoensibilities. Therefore, they should be paid
an armomual reteiner of $15,000 and, for daye when Lhe Board or an authorized
subsommibtes means, should receive per diem plus expenses. The Administirstor
would provide che Beard with full admianistracive and analyoicel sraff support,
insluding the procurement, abt the Board's requast, of congsultation ¢r analyses
from independent sources if negessary.

The Board's charcer would assign it resgponsibiliry for giving advice on
social) securivy policies apnd operaticonal issues. While meating, it would
consider o gpecific agenda of issues formed afrer ¢onsultation hetween the
Chairman of the Board and the Social Security Adminigbrator. In addition, the
Board sould establish subcommittees with specific respongibilibies Lo meet in
coniunction with the regular Board meetings, or separately. Specific
funcrions of the Boayd would be to:

§ make recommendarions from time to fisme as o the most effective

methods of providing economic security through scclal insurance;

¢ make an independent assessment of the annual report of the Board of

Trugtesn of the sorial security system and advige (he President angd
the Congress on he implications of the aseegsment;

9 sgnrage in public dialogue and education aboub spelal segurity:
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s  suggest to the President names Lo considey in selecting his nomines
for the position of Social Sscurivy Administyator:

o on ips own iniviative, or &5 veguested by the President-or
congrassional commiltees having legislative jurisdiction over
secial security, review and assess meior legislative proposals
regarding OCASDI and 88T, including their administrative feasibility
and probable cperational conseguences;

o review and assess the guality of service that the agency provides
to the publig;

o make an anmual assessment of the progress in upgrading the agency's
computer-based technology for support of program operations;

0 review =nd make an assessment of the s0¢ial security agency's
prograss in developing needad management lmprovemants;

g in comsuitation with Che Adminisiyanor, review the development and
implementation of 2 long-range ressarch and program evaluation plan
for the agency;

@ review and assess any maﬁcf’sta&iég of social security ag may come
. £o the Board's attention.

the Panel emphasizes that this Board would nob e in the executblve
branch *chain of command,*’ buf would be advisory in nature. The Administrator
would have the vesponsibilicy for the operations and overall management of the
agency's programs and would repressot the administracion before Congress on
social zecurity issues.

In summary, assuming that an independent agency i& to be creared, the

Panel believes that a single Administrater advised by a bipartisan Board

constitutes the organizavional framewerk best suited to develop management
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capability, correct current operational problems, and meet the long-run
management challenges facing the agency. Ab thg same time, the Panel believes
that this structurs would bring to bear on policy guastions the consultative

expertise and long-zun point of view essenvial to the social security

Programs.
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CHAPTER ¥

STRENGTHENIEG MANAGEMERT AND AUTCUNTABILITY

i. INTRODUCTION

Experts on govasrmuent organizatién and management who met with che
Panel advocated expanded delegations of managerial authority for the new
social security agency. According to recent studies by the Hational Academy
of Public Administration (NAPA), the Grace Commigsion and others, operatin
regstrictions imposed on government mansgers by G854, the Gffice of Personnsl
Management (0PM}, and the Office of Menagement and Budget (OMB) have impeded
efficient and effective managenent of governmeni programs and agencies.
Cantrols exercised by theae central managamanl agencies vend to diffuse
accountability for results and have ofven hindeved rather than supported SSA's

ability to accomplish its mission.

The NAPA repori, "Revitalizing Fedeval Management: Managers and Their
Overburdened Systems,’r advocates that the Pederal government adopt a policy of
full and complete delegavion of ling and management systems authority, within
the conetraints of prudent policy and oversight, Lo governmental units with
direct responsibilily for program operaticons and management. The report goes
on to secomsend that cenbral managament agencies divest chewselves, vo che
greatest extent possible, of thely current practices of operational coutxol
ang reguigtion, and that they develop the important roles of policy

development, oversight, and managemernt lonovacion.



The Grace Commissicn report and the recent study done fov S8R by
Deloitte, Haskins, and Sells analyze the adverss effecrs of sxcessive cenural
wanagement zgency control on the sccial security programsg.  These-studies
discusg the potential cost savings and increased management effectiveness that
may be achieved through greater delegation of zuthority to $SA's managers.

In genersl. management experts from within the government and from rhe
private sector advised the Panel {o suppori additicnal delegations of
management authority oo the social security agency. These experts argued that

the gurrent system diffuses managerial accountability snd frustrates

innovaricn and initiative.

Toe strenathen the manaqement of the new sogial gesurisy agency, and o

impreve aperaticnal accoumgfzbilivy, the Congress should delegate to the Social

Security AGministracor sslected maragement authorities available under current

law. Bpecifically, Congress should direct delegations of essential

authorities from the Seneral Serviges Administration and the Office of

Peysonnel Management for {1} auromated data processino/information resources

managenent, {2} administrative services, and {3} personnel management.

Furthermore, the Congress should enact legislation providing the Social

Security Administrator greater flexibility in budget formulation and

gxecution., Specifically, the agengy's hudget should be submitted to Congress -

ftennially, and the personnel reguirements included in its administrative

hudger should be based on a workforce plan rather than on personnel ceilings.

At the earliest oractical&date following enactment of leaislacicon the

President should select an Administraror for the agency. In the interim, the

Commizsioner or Acting Commigsioner of Social Security would serve as Acting.

Administrator and would establish a transigion task force and conduct the
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transition until such time as the Administrator is confirmed. The Acting

Administratoy would also begin to develop a plan and negotiate criteria to

gvaluatbe the results achieved by the rnewly censtituted agsney and-would hegin

to neqotiate appronriate oversight roles for the central management agencies.

ii. OVERBURDENED MANACEMENT SYSTEMS

In pursuint of thelr own goals, the Federsl government s central
macagement agencies often jepose operating restrictions that are difficule for
56& t¢ raconcile with lts mission. For example, 454 establishes standards
which determine the location apd amount of local office space ioy rhe entive
government. DHHS then places additional requivements designed io achieve
departmental uniformity ameng ivs programs.  These nwo sets of standards on
5857 wmanagers do not gexmi% adeguate considervation of SSA's goals ¢f providing:
{1} zccessibiliny for the disabled and handicapped, {27 adeguate public
transportation and parking, {3} reception and interviewing aveas that show

F

respect for the privacy and dignity of the individual, and {4} efficient
workflow and security precautions.

Based on its gonclugion that bthe new soolial securiby agency needs
greater flexibility with respect to certain management autheritiss, fhe Pansl
asked NAPA to prepare a report similar teo its government-wide study,
"Revitalizing Federal Management: Managers and Their Overburdened Systewms,”
applying appropriace managemgnt and organizational principles specifically to
S5A. {(HFAPA's response is published as Appendix P.} Based on this and other
studies, the Panel concluded chat the new so¢ial securivy agency should have
specific management authorivies delegated $o iU Lo the full extent now
permitted by law for: automated data processing (ADR)/information rescuyce

management, administrative servicesg, and persomel mansgament,
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I11. DELEGATION OF SPECIFIC MANAGEMENT AUTHORITIES
Specific maaagement autheritiss should be delegated vo the new sccial
gegurity agency. These delegations oould be mads under current law, and the

=

Congress should dirvect thely delegation.  Possession of these authorities will

L

increase the likellhaood that the sovial security agency will be able to

improve irs performance aad productivity.

8 Aubomated Daga Processing/Information Rescurge Manasgement

To sgraengthen the ahilivy of the Bocial Security Administrator to
upgrade and modernize the agengy’'s computer sysbtems, the

authority for automated date orocessinufinformabion resource

managament planning and acquisition, permitted undey current law,

shovld be delegated Lo the soclal gecurity agency. 'The General

Services Administration and the Office of Manacement and Budget

would retain gallcy develonment and ovrocurewent oversight

responsibilities.

The current DHHS, G5A, and OMB roles in 884's ADPF plans and
procurements diffuss accountabilicy for resolving §SA's probliems,
Full delegation of authority places the responzibility to rssolve
systems problems directly on the social sgcurily agency's

managers - -and fixes ascoountability for results.

The Pansl believes that these delegations of management authoriny
for ADF systems-development will lead «o improved managerial
effectivenass. To ensure this vesult, internal and external
procedures should be seb up to musizor the agenoy's use of the naw

authcrity and its progresg in lmproving operations.
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The social security agency should devalop a successful internal
plarning and-evaluation process, the lack of which has been a
deficiency in the agency's menagement over the past decade. ADP
systems planning should be incorporated as an integral part of chis
long-range planning process. 1L successful, this plamning and
avaluation gaystenm would provide the Scoial Securiyy Administrator
with dara nesded to measurs progress in m&eciég goals for ADP

development and for sanagesenty improvesment in general.

A5 the social security agency assumes additional authority for ADP
development work, it wust be able to hire and vetain the personnel
necessary Lo manags its ADP planping and procursements and its
operzbing computer systems. The agency should conmider greater
relisnce on contracbing for assistasce in planning and development
of BDP syvstems, and skilled persoumnel will be regquired {0 monitor
the contracts. A subsequent section of this chaprer ncotes that
special'persannel authorities regarding pay will be necessary to

build gufficient ADP capability in the agency,

Upon receipt Of this additional authority, the Social Security
Admiristrator should work closely with ¢S3, OMB and OPM o
establish approoriate oversight snd evaluation rolas, These
agencies and GA0 should moniior the social sscuxity asgency's
performance Lo ensure thalb, after v raoeives full aunthority for

‘systems Gevelopment, adequate lmprovements ars made.
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Respounsibility for Information Resource Management {(IRM) should be
glacsé‘diracaly with the Social Security Administraver. Under
gurrent pracuiges. an IEM official, not the ageney head, racelves
vhe Delagated Procurement Authority from $8A.  The social security
agenoy's IRM official should report divsctly to the Sppiasl Security
Minipistrator, which would create valuable checks on ADR
procuremencs and give the Administrator greatver control over this
vital area. Currently, all ADP responsibilivy and expertise at §8a
reéside in the systems organizational units.  fThe 588 unit
responsible for overall procurement 18 not & part of Lhe systans
organization and consequently lacks the expertiss o evaluate the
vechnical reguirements and justificaticns for ADP prucurements.

The IRM official shonlé operare iandependently from cosputer systems
unibs angd should have zn adeguates and technicelly competent staff
o pericorm needed internal controls and technical review for the

Administrator.

Administrative Serviges

To engure thet the social securiry agency is able Lo acguire

appropriave facilicies for its mission, the authorivty o acguirve,

operate and gainctain the facilities needed wg onerale the social

gecurity programs should be delecared to the Administrator of

Social Security. These delegations would include owning snd

sanaging real estate; responsibility for all agpects of bullding
aoguisition, maintenance, repair, reémavation, service and securiny;
and conlyel ovey utilities, iacluding :eiecomm;aicétianﬁ, se of
GSA-controlled facviligies should be ancouraged where 88A finds chis

cost-eifective and adequate for agency needs,
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In recent vears, $8A has peen unable to acguire and maintain
adequaﬁe office space Lo conduct ivs businsss., 334's problems with
pffice space have stemmed, in large parv, from an unsatisfactory
working relationsbip with GSA.  In 1981, the House Committee on
Ways and Means published a sraff report summarizing S5SA's
frustrations in oblaining adequate spave during the period 1977-51.
This study recomuendsd chat GSA delegale (o $82 the authority o
lease new space and to repair, alter or refurbish existing field
cifice space, bul this was not dope. S8A continues Lo encountey

many problems in securing adequate space through GSA.

G52 hag delegared surhority for spece soguisitisn and management to
the Departments of Agriculiuze, Defenge, and ?r§nsgcxtﬁziaﬁ; and to
the Veterans Administration (VA]. These delegations, resulting
from congressional and agency pressure, have proven successiul.

The Panel believes phat the social securivy agency would be a
parvicularly goed cendidaze Ior broad delegaticons of authority to
manage iLs own spece needs,  Over the vears, S5A has developed a
leasing handbook, 2 training program, and a cadre of experisnced

space managewmsnt specialists who are familiar with GSA procsdures

and who are gompétent to deal with the issues of space wanagenend.

Personnel Managsment Authoritvies

To improve workforse management, the sosial security agency should

be granted specific delegations of parsponnsl management

auchorivies, n parbicuiar, the sosiasl security sgency should have

authority within the constraintz of Titis ¥ of tha U.S5, {ode to
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establish: (1) its own claszsificatien system for ok catsgories

identified by the Administrator as unigue or critical to agency

pperations and {2} 1ts own recruitment and examinstion'program for

entry igval smplovess.

i

The specific personnsl authoritles te ba delegated ¢o the social
security agency include:

-~ Liassificaiion

undar the current system of limited delegated authority and
extensive oversight, OFM attempLs Lo ensure government-wide.

uniformity.  The Panel recommends selective dalegation of full

classification and standards develooment authoribty te the new

social security agency for thoss categories of positions that

are either unigue to the agency or gritical in resalving

compler opsrating problesms.  These includs social insurance

clains and examiner series, @8 1085, 993, and 38, and computer
scisnces series, G5 330 to 335, this added authoriby will
gpable the social security agency o respend promptly and
sguirably as significant changes occur in its workforce over
the next ssveral vears.  Specifically, $8a's large cadre of
emplovees in claims examiner positions hold jobs that may
change substantially in the future as they are further
rransformed from manual to highly compuberized orocesses. Ip
addition, computer-related iobs will continue changing with
rapld state-of-the-art sdvances angd agency modernization

effores,
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Froblems with classificablion were excesded only by those
associated with perfovmange appraisals as a source of
irritation in a4 recsat survey of Federal managers conducted by
NAPA. According to this survey, the classification standards
(OB guidelines used to determine grade levelsg) are seen by
Federal managers as outmoded, ilnaccurate, and unwarﬁabl&.
Because they have no role in developing the standards,
supervisorsg feel thaey have no control over the gualifications
or grades of emplovess needed for sps¢ific jobs.,  Furthermore,
CPM has falien far hehind sgendy mansgers’ needs in developing
new standards {3 pgrocess bhat oow reguires 2-to-% years Lo
complete} . For example, the jobs standards {ov the computer
selence series wers issusd only regsntly and are algeady out of
date. These cbsolete ob standards emphasize centralized
main-frawe compuber environmenis., b recent Lechnical advances
leading to greaber use of distributive processing have not been

taken InLoc agoount.

Only the specified authorities necessary for hetuver management
should be delegated to the soclal securivy agency. Thus,
consistency in the government-wide c¢lassification systiem will
be maintained, and the exgeptions granted to the new sogial
securicy agency will be mainly for jobs unigue or ecrivigel o
its operations.

~« Regcruitment
To enable the socisl security agency to hive high gualioy

profaescional employees, Lhe Pansl rescmmends that subbsrity be
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delegated Lo Lhe agency Lo establish its own examinacion and

recruitmaent proaram for enktry leve) smplovess.

The Panel heard testimony on S8&'s difficuliy in recruiting top
quality staff and on the problems encountersd in retaining
individuals with specislized skills. These problsms have
undermined the agency's efficiency and lowsred the quality of
service provided to the public. In particular, ceilings on
hiving to £i11 professional positions have hampered regruitment
of ccllege graduates for claims rebresentative posivions in
S8a's field offices. OPHM's inability to provide qualified
college graduates from Lhe PACE examination, dis¢ontinued after
a Federal court found ir to be discriminaiozy, made the problem
worse. When bthe traditlonal avenues of college recpultment
were restricted, 85A°s ¢lerical emplovees became the primary
scurce {through internal prometics) for filling professional
vacancies., OPM ameliorated the procblem somawhat in 1583 when
it delegated Schedule B authority tc S5a, permitting the agency
te hire vollege graduates. However, this authority is only a
partial solution bestause employees hired under Schedule B

authorify can progress only to the §§5-7 level,

The recrultment and retention of individuals at both the entry
and fuil parformance levels in computer-relatsd saries are
critical in 883, bacause leproved program adminlstration
depends heavily on medernization of SSA's very large seals

computer operation, which is currently staffed by over 3,604
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employess., Traines compuler jobs Uurn over vapidly because of
low salary levels. Salaries bhecowe prouressively less
competitive 3= emplovees bevome more apecislized, skilled, and
experienced. In effect, S8A provides basic training for new
computer specialists who then lsave for highsr salaries in the
private secter. Furthermore, S85A cannct afford o hire and
cannot retain the most skilled cowputer specialists available
because: {1} outdated classification standards do nob
recognize their types of gkills or level of expertise, and
(2)salary levels in the private sector for many of these

positions exceed goverament sfatutory pay limitacions.

Execubive Seaffing and Special Compensation

To strengthen the leadership base of the soolal security agenoy,

rhe Panel recommends that 2 pool of execubive level authorivarvions

he preated angd that additicnal Bspigr Exscurive Bervics positions

be allocared to rhe aoency, In addition the agmenpy should he

&1

computer gxpsres fhar

granted a apecific numbser of positions £0

are exemphed from current pay levels.,  The Socia. Security

Administrarar should have autheritv Lo Say g ko bhe G%-1% maxivum

for & vadre of comperenh COMDULOT oxports.

While the Panel does not make recommsndations on the agency's

internal structure , additional executive level nositions are needed

to support the management referms and imorovements recommanded in
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this report fovr @ new social securily agency. New execurive level
pﬁsiéions should include, for example, oneg Level III (Deputy
Administrater) position and Level IV and vpositions in line with
comparable agencies for the following funciions: sereral counsel;
-inspector general; and directors of policy, planning and
evaluation, legislative anslysis, and financial ssnagement, In
addicion, exsoupive level positions may be jusrified for progras

cperatiang, systems developmenz, actuarial work, and econcmic and

othey ressarch,

The exact mumbar of additional SES positionz would bhe established
by congressional action based on justifications submitted by che
Administrator. If comparabilivy with other large operabing
agencies wares used as g wuldelina, a suhsrantial number of
additional positions could be justified.  For example, IRS has
slightly more emplovess than 52 but has over 235 $ES positions
compared & TS5 abt BBA. Purthermore, the Eavivommenzal Brocsction
Bgency {approwimabtely 10,000 emplovees) has 233 SES positions; the
Hational Sevonauticy and Spzre Adminiscration fapproximately 21,500
employees: has gver 500 SES positions; and the VA [approximately
215,084 employges) has over 400 SES positions.

35A's operations havg been hampered by the sgency's inabllity to
compete with the privaze ssctor for experts in state-of-the-art
compurer vachntlogy and for technical projecrt managers for ADE

contracts.  Authority to pay up to the GS-I5 maximum zalary for a
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specified number of computer experts would enable the agansy o
acquirg and retain a technical staff with the necessary skills arnd
gxperience Lo carry out the new agency’s data processing
requiremsnts, This would help to ensure the cost-sifectivensss of
$8A's multimillion-dollar computsr-related procurements, as well as

+

vhe gualisy of services recelved from conpraciors.

Management and Ewxecubive Developuonk

To achieve scrong and effective management of ity operations, the
social security agency must have well-prepared, capable
supervisors, managers, and executives. In recent years 55A has
established and implemented management and executive develcpment
pragr%ms which appear bo provide the proper framework For ensuring
that the agency’s need for innovabive, professional mansgers will

he met,

However, more than a2 framework 1s ngcesszary: 58A should make
managament and executive development oné of its highest priovities.
The Panel was impressed to learn of the extent of the IRS's
commitment to executive develppment. High level RS executives
devote a significant portion of their time to the exscutive
development proagram. Training and develcopment of subordinates is a
critical task for every msnager in IRS.. A similar commilment would
be required of top execuiives and wanagers of the npew social
sacurity agenoy 1f an executive development program of comparabls

quality were developsd,
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Finaily, the Panel notegs thatl gffective management and execurive

&é?&i@%&@ﬁﬁ does nof necessarily depend on promotion from within.

Managers from other agencies and from outside the governmenh can
- bring variad backgrounds and fresh perspectives to bear on §8A's

management problems and help prevent parochialism and stagnation.
I%. B BIENNIAL BUDGET AKD WORKFORCE BLAM FOR SCCIAL SECCRITY

The Pane: recompends modificarion of general govermment-wlide

requiremencts for budeet formulation and execution ss they apply to the new

gocizl security agency. In particular, this goency should be sutherizad o

«« Pregenc ro the Office of Management and Budeet and Eh nErens

a bilennial budget request for appropriations. The Copgress

sheuld appropriate biennislly for administrative and 881

wrovram costs.  FPunding for long-term prodects, such as phe

compurey modernization plan, should he aopropriated on a

fuilecost [no-vear) basis.

N

-~ Fragent the staffing portion of ivs administracive budoer oo

both the Qffice of Management and Budget and che Congress as a

workforce pmlan, Lo be based eon dollar limitations racher than

personnel ceiling contrels.  The execuricn of che workforce

plan would be lefr ¢o the Administrator who would therafore bs

fuliv aceountable for its effecriveneas.

] Biernial Buduet

NaPA's report and other studies have concluded that che annual
budger formulacion and appropriation process can be excessively
urdensong £or poth the executive and legisgistive branches. In

regponse to this problem, a3 number of bills to make the budgst
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process biennial have bsen introduced during the curyent ssssion of
Congress. The Panel belisves the bhudgel process should be modified
for the social security agency which has stable and pradictable
administrative expenditures that stem directly from work reguired
to administer statubory benefit provisions., The wast majority of
funding for programs to he included in a new social security agency
is derived from permanent grust fund appropriacions; only $SI and
general fund reimbursements to the boust funds {rhe Limitation on
Administrabive Expenses and the Payments 0 the Trust Funds

acoounts) ars subjecht Lo annual appropristlon acrtion,

Budget accounts for the social security agenoy ¢8n be estimated in
advancs; indeed, maijor unanticipated changes in funding levels for
ORSDI resuls largely from leglisiarive changes in program
eligibility and benefir calculacions., Despire iittle siguificant.
year-to-year change in the reimbursament asccounts, $8A's Lop
mAanagement curgently spends an ilnordinate amount of time justifving
and expleining these changas within the executive branch and
testifying before Apprepriations Committees. The effort would be
justified if important policy or funding issues weve being decided,
but thay rarely are. Thus, a biennial %ppragriation would not be a
radical departure for the social security egency; the usual
supplemaental appropriation and resecision processes would be used
when significant changes were necessary. The sontingency fund,
which provides for reascnable fluctustions in administvative

gxpenditures, would be retained and alsc provided biennially.
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Horkforce Plan

Under the present budgeiing sysien, Federal agencies are given
fized employment celliings, sxpressed as specific staffing limivs.
SBrudies by NAPA, GRD, and the Grace Comnission have concluded that
this system, while a politically acceptable device for visibly
controlling the total Federal workforce, has emphasized short-run
budgetr contrel rather rhan long-run program management and policy
development, and thas it has impeded the devslopment of move

effective workiorce planning.

The work product is difficult o define and measure for government
agbivicies such as policy analysis, regulabion, liazisen, Lechnlcal
assistance, etc. For these activities, estimating workforce needs
ig difficult, and controlling the size of the workforce through
cailing restraints may have fewsr adverse effscts on the agsney's
abilivy bo carry oub its missidan.  Hub ceiling restraints have
handigapped S8A which has large operating responsibilities and
meagurable work activities, These restraists have impeded 382
planning for workioad changas and have routingly resuleed in many

workyears of zostly overtime.

The studies cited above all urge a different workforce planning
gystan in which the amcunt of work ko be dong is calculated in
dallar terms, and furds for the work are spprooriated on che basis
of these planning figures rather tharn for spacific numbers of

ampicyees. 1 the sosial security sgency provided an overail
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summary portrait of its programs based on a workforce plan, tha
Pregident and zhe Congress could meke better long-oun progran
policy decisions. Managers would be responsible for reaching
objectives within the dollar limius assogiated with the workforce
plan, but thay would retain the latitude to decide how best to

auhieve those obj sctives.

workforce planning Is particularly appropriate for the social
securily agency because much of the workforce is already covered by
a work messurement system, and because the breadth and pace of
vechnologically induced change will have a crucial sffest osn the
AGENCY TS perscﬁaeé needs in the next & vears. lUnder irs internal
workforce placning system, 5354 assesses the tofal work to be dons
by using established and verified measures of the time necessary fo
aceomplish this work, including productivity assumptions. For
example, the SSA agtua;@al staff estimaces the number of claims
’th&t will be filed in a given year bagsed on demographic trends and
economic forecasts. Using this estimate, the budget staff can
§stimaze the number of workvears necessary to process this workload
by applying data derived from prior years' experienre in processing
initial claime for bemefits. Adjvstments are made [or productivity
changes. The same process is used for each of the major workloads
in the fisld offices, the Program Service Ceataers, and other agency
operacionz, and it results in a work mgasuresent plan which details

with 2 fair amcunt of objectivity the amount of work Lo be done and
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the type of staff necessary Lo accomplish that work within & given
amount’of time.

:
Continued improvements and refinements in the work measurement
system are possible, and the new social security agency should work
with OMB and GAQ to improve dsvd collection and time
allocation-- and to develop standards for processing workloads, If
implementad, the Panel's recommendation would encouvage “
improvemants in the workforoe plan and thus enhance the
administyator:s ability o uilllize effectively the asgency's most

valuable resource-~the tens of thousands of SSA emplovees.

Funding for Long-Term Projsctsy

The Panel recommends that certain long-ferm proscts be funded for

the 1ife of the protect rather than bieanially.  Full funding

incrgases the llkelihood that: (1 detalled project planning will
socompany initvial requests [or approval and funding, and

{2} projects will be completed wichout interruption after they have
been approved. Annual funding may mean that a change in leadership
{in either the executive or legislative branch) wey jeopardize the
project or delay iv as the ravionale for the project =must be
defended anew. As with a blennisl budger, a long-tersm projsct can
siways be cancelled through resclsions if the President or the
Congress declides that drastic change s necessary. Examples of
multi-year projects would include computer procurements and

facilities® construction.
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V. TRANSITION, EVALUATION PLAN, AND ACCQUNTABILITY

w

The Panel helisves that the bemefits to be geined from these

delegations and axpanded aurhorities dictate prompt action. It racommends,

therefore, at the earliest opopsible date after spacrgent of legislation

establishing a new social security agsency, thal bhe President salect ag

Adminigtrator, In the interim, the fommissioner or Acting Commissioner of

Sorial Security would serve az Acting Adainisurateor and would establish a

transition taak force and conduet vhe transition until sugh time an tvhe

Administrator is confizmed. The Acting Administrator would alsoc beglin to

develop a plan and negotiate criteria bto evaluate the resulis achieved by the

newly rponstitubed agency and would begin to negotiate appropriate oversight

releg for the ceatral management agencies.

4  ‘The Transition Task Fores

As soost as pragtical aftsr enactment, the President should
degignate the Administratcr of the new agency. In Lhe meantime, &n
koting Administrator should set up a transicion task force, which
would be compriged of S3A& and DHHS sraff aleng wich representatives
of OMB, OPM, and 0O8A. A detailed plan would be prepared by the
task force for the orderly transfer of responsibilities and
authorities and any organizatiornal changes desmed approprisite. To
the maximgm extent possible, che Administrator of the naw agsney
should be involved in planaing and caryying out the transition.
{S3ce Zppendix £ U¢ this report for addivional details vegarding the

suggested trangivien plan.}
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A Plan for Bualuabion

The Panel sxpeciz thar Lhe organizational independence and
additional authoritises given to the social security agency will
result in improved program periormance, public service, and
productivicy. To ensure this result, the Administrator sheould
develop objectives for management improvements, an initial action
plan, and criteria Lo measure progress and final results. Although
the abjectives and plan should be the new agency's statement of
what it expects to achieve, the involvement of OMB, CBM, GS&, and
GAO are important in develooing approprizte and raasonable

objectives and criteria for shorv~ and long-range evaluarions.

As a wminimum, the evaluation plan should address two maioy Lopics:
(1) operavicnal efficiency and effectivensss and {2} the abilizy to
confront and regolve major management issues, including the

establighvent of long-rvun planaing capabliivy.

Plans Eor zesolving pressing operstional issues should incorporate
S84's internal measures of progrém performance, produceivivy, and
public service. While these weasures are currently used to monitor
performance, thely acsuracy, reolabilivy. and coverage of the
agenay’'s operaticms shouid e improved. In addition, external
measures of public service should be developed to corroborate
improvements indicated by internal measures and vo discover whether
these improvements have affected public opinion on the guality of

serviga.
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Plans for respiving lonwer run management issues should address,
{1} the types and levels of public service to be provided; {2) che
future role ¢f the fleld offices, Program ZService Centers, and
ather centralized operations; {3} the axient Lo which opsrarions
will be automared and whather they will he cencsralized or
decentralized; (4) the extent to which staff raductions will resuls

from auromation and productivity improvements; and (5) the type of

crganizacion that will be nzeded in funure years.

Afrer the 3001zl Securiny Advisory Board has been sert up, it ghould
participace in developing crizeria for measurement and evaluarion,
and it should assist the overall assessment of the new agency's

progran in improving managerial and operational performance.

Actountabliicy

Harked improvemsni in Agency management ind operations can be
achieved only over an extended period, The evaluation oriveria
developed to measure the agency's progress should recegnize the
time required for substantial improvements to occur. In addition
vo raegular oversignc by the newly crested Social Securivy Advisory

Board, phe Pansl rocommends thar during the firse § vears siter

enackmeny of this legizlation GAD monitor and report on the sogial

sacurity auency's use of rhe gurhorities and orogrsss in ismorovioc

its orowcam olanning and onersvional efficiency and effaryivensss.,
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Five vears after enactment of the legislation, GAQC should prepare a

formal report to the President and the Congress.

VI. STRENGTHENED MANAGEMENT WITHIN DHHS

Ahs noted in the Preface, the Panel's instructions from Congress

directed it to study how to remove SSA from DHHS and set it up as an

independent agency. Accordingly, the Panel has concentrated on how an

independent agency should be structured and managed. However, the Panel

believes that many of its recommendations would improve the management of the

agency should it remain within DHHS. Even in the absence of action to create

an independent agency, the Panel recommends that:

o

SSA have program responsibility only for 0ld Age, Survivors and

Disability Insurance and Supplemental Security Income,

Strong professional management and ceontinuity of leadershin for

the agency be emphasized and the rank of the head of the agency and

deputy be raised,

The present provisions for gquadrennial Social Securitfy Advisory

Councils be changed to provide a permanent Social Security Advisory

Board within DHHS, and

Operational accountability and responsibility be placed squarely

with the agency head by delewating to SSA specific management

authorities and by redefining the responsibilities of the central

control agencies.




AFPENINN A

97 STAT. 132. . PUBLIC 1AW 38-21--APR, 21, 1983

BPTUDY CONCERNING THE B¥TABLIZHMENT OF THE 80C1AL BECURITY
ADMINIEFTRATION A% AN INBEPENBENT AGENCY

Joint Stud SEc. 338, (a) There i lrevdly ostablished, under the sutherity of
SP"‘.*‘! Birey  the Committer o Ways aid Means of the lbuse of Representatives

Admingtration,  and the Connuitice on Finunce of the Seaste, g eiut study panelw

17USC90Z aote  be kuown ae the Joint Study Vanel oo the Social Security Adminis
tration {hereafter in this section reforred to a5 the “Panel™), The
dukioy of e Paozt shall be o eonduct the stady provided for in
& sheectioa(e)

Memberakip. {B%1) The Paael shall be composed of 3 mumbers, appeinted jointly
hfr the ehatrmzen of the Comesitos op Ways aad Mueans of the Hause
of Representatives sud the Committer on Fissnce of the Seaute and
such chairmen shall joiaily select one miember of the Pasel to serve
us chalrman of the Panel Moembers of the Puned shall be chosen, on
the basis of thelr ntegrit), mnia}it& and govd judgment, from
individuals whe, sxa resu t hiritrianing, experience, and atiain-
ments, are widely reopnized by grofossionalsy in the Belds of govern-
ment sdministration, secial iostrsncs, s lahor relstons as exparts
in those fislds,

Vacancies. {21 Vacuncies in the manborship of the Panel sindi not afect the
power of the remaining monbers to parform the duties of the Pancl
and shull be filled in the same manper I which ihe veeininsd
appotntment weg made. - )

Pay. ! Ezch mumber of the Pand sot otherwise in the em ploy of the
Uinitd States Government shull roceive the daily equivarent of the
apnual rate of busic pay perable for level of the Executive
Schedule uader section 5316 of itle 8§ United States Goda lor sach
day during which such member is actually engaged in the parform-
ence of the duties of the Panel, Bach member of the Panel shall be
sttowed travel expenses in the same manner as any individual
cmployed intermittently by the Federul Government is allewed
travel expenses under section 3703 of titie 8, United States Cadde

14} By c.ﬂccmcnl berween the chaivmen of the Commities on
Ways and Means of the House of Representatives wnd the Comamies
fee on Finance of the Senate, sucl Commiltees shall provide fhe
Punel, on a reimbursible busis, office space, elerical personnel, and
such supplics and squipnivite & 1y by neceseary (o the Pang (o
carry oul its duties unda iy scction. Subject fe such limitetions sy
the chuirmen of such Comuritiess may joengy preseribe, the Paned
muay appoint such wdditicusi persenned as the Panel coosiders neces
sary and fix the compeasation of sueh persanest s 6 coaseders
approgriate st ot aobual eite which does oot exceed the rate of
hasic pay then pavable fur G5-H8 of the Guneral Schedale under
section 3332 of tithe 5, Untted Siates Code, and may progure by
goptract the tomporary or infermnttenst servives of clerical pursoanyd
ung ex sr consultants, of erimssutivag thereel,

Apprapristion (3 There are herehy suthoriznd W be apprapristed o the Panel,

puthorration. from minousts in the genvesl fuad of the Tramury not otherwise
x?pmpriasegr such sullis as 460 necessary W onrey ani the purposes
uf thir section.

{tX1) The Panel shulf sadertake, 33 200 93 e ufter the date
of the enactment of this At 8 therough study with respect o the

&
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PUBLIC LAW 98-21—APR. 20, 1982

frplementation of removing the Socint Scondly Administration
from the Depertment of b snd fhuman Services 2 establish-
ing it as an mdependent agency In the executive branch with its
own independent adminisegive ” stuchuie, iz:ciud‘u:ﬁ;hu possibiliny
of such & structure heuded by # board ¢ g{)mi{:é by President, by
and with the advice and conson of the Senate,

&) The Panel In ls sﬁ? under paragroph (1) shall address,

anniyze, and report specificady on thefellowing matters
{A] the manner in which the trangition 0 un independen
ageney would be conducted:
{B) the puthoriiies which would have 10 be transferred:ar
ammended i such a transigon; . .
{C) the prograre or programs which would be included wighin
the wrisdiction of the new sgency,

i the legal and other relationships o the Sociul Security
Adapmgtzation with other organizations which wauld be
required a3 a result of establishing the Soctal Seounty Adwminis-
tration a8 an independent agency, and .

€1 my other details which miyy be necessury for the develop
ment ol appromiaie legislation o cawblish the Social Secwrity
Administratien 33 un independent dgency.

{d) The Panel shall sobmit to the Commiftée on Ways and Means
of the Howse of Hepresematives and the Comnitter o5 Finance st
the Senate, ast ey then Aprii 1, 1UR4, o repart of the lindinps of
the study couducted under subseetion (¢), together with any recom-
mendations the Panel considers gppropriaie, The Pancj and all
auzhur:zg geanted 1o this section sluz]li expire thirty duys after the
date ofibe submission of s report under this szetion,

97 STAT. 133

Pg’v,t.efx w0
& analyeed

Hrpart w0
songrissional
HE T

Expiratitn stz
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CONFERENCE REPORT ACCOUPANYINT TEE SOCIAL SECURITY
AMERDMENTS OT 1883 {P... 38-21)

]

6. FTUTY OF BEA AR AN INIEFENDENT AGINCY

Prewent ko

The Social Security Administrativs # curTently peri of the De
partment of Health 208 Human Services,

KHoupe il

Authorizes a feaxibility and imslcmenun‘on study with m];m:t
to sstablishing SSA as an independent agency. Such study shall in
clude but wot be hzztz!ad 1o %exgaglalu';z1g NGHLS; thﬁm&ibiﬁty of
chasging the surrent statug o ; how %0 manage the Sransition
what authorities would seed to be transferved or smended, what
programs would be involved: what sgendy Q&minisirative relation-
ghinx would need 12 be adjurted, st The mtudy would be conducted
Gn consuliation with the Commimsioner of Socid Becurityl by »
paze! of sdministrative riz ® ppointedy the House Committes
or Ways snd Means and the Senste Commitiee on Finance, with a
report and recommendations to 11t submitted w the Committees no
later chan January 1, 18984

Serate umendmaent

Simiiar & the House provision exoepi— )
3] commision would be sppointed hy the President with
sdvice and coneent of the Senae
(2 report wnuid bedue no Iater than Aprill, 1984 and
{3} uplementation, not fessibility, of independent BBA, iy in-
tluded in study mandats.

Conferenie agreement

The wnference agreement providee 100 the following: _

_In keeping with the recommendations of the National Commis-
sion on Sociw) Security Reform, a study shall be conducted with re-
spect 1 the emtablishasent of the Bovial Scourity Administration s
an independent agenty under s bipertisan bosrd appointed by the

President, by xod with the sdvice aud ponment of the Senate. The
study shall be tonductad by & Comuinimio consisting of experis
widely recognited in the fHelds of ﬁemem pdmiaisyaton, secial
fnaurinve, and labor relations. : sudy shall address, anal
and report to the Congress on: how o munage the transition, what
suthorities would peed t 0 be triasferred or amended, t h @
) which should be included within the diction of the
pew agency, the jagrl and other relsdonships of the Social Securisy
inigtration Wit other orgenizati s which would be required
a8 a rewuli of ertablishing the Scoial Ueecurity Adminigtration ss an
independent sgency, and any other i:iails which may be nacemary
for the development of appropriat: lsgislation o establish tvhe
Bocisl Sccunty Administretion a2 ax ndependent agency.

The study would be conducted (in s:nscltaticn with the Commis.
soner of Social Sccurity) by o pari: of experts appoinied by the
House Committee on Ways and Me s and the Senate Committee
o6 Finance, with m report and recom: sendations to be wubmitied o
the Comraitions o later than April &, 1984,
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Excerpted from the Report of the National Commission on Social
Security (1$81).

Greater independence for Social Security Programs

, ‘Because the Nationaz! Commission believes that significant improve-
ments in the opsration of Social Sscurity and related programs and the

public’s understanding of those programs would resuit, it recommends

the ¢reation of an independent agency. to be called the Bocial Securily

Board, The Beard sheuld be responsible for adminisiering the QOld-Aqgse,

Survivers, and Disability insurance program, the Supplemental Security

Income program, and the Medicare and Medicald programs. The day-to-

day operations of each program shouid be directed by three carger
employess --an exscutive director and two chisf operations officers who
would report to the executive director. One operations officer would
be rssponsible for the gash benefils programs and the other for the

heaith care programs.

The independent- agency the Commission recommends would resemble
the original Social Security Board In that it wouid be governed by a
three- or five-member board reporting directly to the President, The
Board would be appeinted by the President with the advice and consent
of the Senate. Not more than two members, In the case of a three-
member Board {or three in the case of a five-member Board), at any
one time could be members- of the same political party, One member
would be desigaated by the President as Chairman and would be ap-
pointed for a fixed term which would coincide with the term of the
Pregident, Ths initinl appointments would vary 50 that as more thau

one term would expire in any calendar year.

by

hote: See dissenting view by Chairman Gwirtzmen.



Rissenling Statement on an Independent

Social Security Board and- on Removina Social

Sacgurity from the Unified Budaet

by Mr. Gwirtzman

1 am not impressed by the argument for removing the Sociai
Security Administration from the Department of Health and Human
Services and setting it up as an independent agency. Other pro-gram’4
financed through separate taxation and frust funds, sugh as unempioy-
ment compensation and the Federai highway program exist under the
general supervision of Cabinet departments. The iaternal admisistrative
problems of the Social Security Administration seem to me to be of the
type endomic to any large government organizatien, and which would be
neither helped nor hart by creating an indgpendent board,

I am concerned that ihis proposal would mean further dismember-
meant of the Department of Meaith and Human Services, which has already
seen s education programs transfgrred to the new Depariment of
Education.  Severing 5ocizl Secucdity, Medicare, and Medicaid would
regilt in the loss of about BU gercent of the Department’s personnel,

and would leave liitle to lustify its continued exisienge as 3 separate

Gablaet department,



ig

Excerpted fyom the Report of the National Commissicn on Socisl
Security Relorm (1983).

Social Security Administration as an Independent Agency .

{227 The majerity of the wembers of the Nutvional {ommission believes -- as

ahroad, gencral pringiple ~- that 4t would be logical to have the

Social Security Admisistration be a separate indepcendent agenty,

perhans headed by a bi-pactisan board. The National Commizsion
récommends that astudy should be mode as to che Feasibility of doing
this.”

The Social Security Administration is now part of the Department of Heulth
and Human Services. Its fiscal operations and the size of its staff are larger

than those of the remainder of the Departwent combined.

The National Commission bas not had the time co look into the various
complex issues invelved in-such an administrative reorganization and, therefore,
recommends rhat a study group should be formed co look into chis mateer.  Issues
involved include whether the leadership of such an jwdependent agency should be
assigned to a single individual or whether there should be a goveruing beard of
several members, selected on a bi-pactisan busis, and whether the operations of
the Medicare program should be included in such an independent agency, eor
whether they should remain 23 a subsidiary agency within the Department of

Health and Haman Sevices, asstpresent.

* Sec additional vicws of Commissioners Ball, Keys, Kirkland, Moynihan, und
Pepper in Chapter 4.
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SUPPLEMENTARY STATEMENY
; 34
Commissioners Robert M. Ball, Martha Keys,

Lane Kirklaud, Basniel Pateick Hoveibon asd (laade Pepper
{members selected by the Bemocratic leadership of the Congress)

Social Security as an isdesendent Agency

We believe that it would improve the operation of “che Svcial Security
system and strengthen public confidence iun the integrity of the program if ic
were adainistercd as an independent apency under o bi-parvisan 302rd as 1t #as
in the early days of the program. We do not beliceve that an in-depth stody is
necessary,  but rather any study should be confined co the details of

implementation.
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APFENDIX B

A DRAPT BILL

To establish the Social Security Administration as an independent agency
vesponsible for the administration of titles IT and XVI of the Social Security
Acttand certain relatsed funchions.

BECTION 1. This Act, with the following table of sontents, may be cited as
the "Social Security Heorganization Act of 19

TABLE OF CCHTONTS

TIraEe ¥ = LDECLARATION QF PURPOSE

TITLE II = ESTABLISEMENYT OF THE SOUIAL SECURITY ADMINISTRATION

Sec. 241. Establishment of the Social Security administration as a
separate, indepsndsnt agenay; Yesponslibilities of the agancy.

Sec. 202. administrator of Sonial Security

See. 203, Smeial Sepurity Advisory Board

TITLE IIT ~ ADMINISTRATIVE PROVISIONS

Sac. 3101, Personnel Provisions
Ber. 302, Budget Provisions

e, 303, Facilitlies Provigions
Sec. 3103, Procurement Frovisions

Ser, 305 Seal of office

PTLTLE I¥ - MISCELLANECQUS AND CONFORMIEG AMENDMENTS

Sec. 401.  Amendwents to title II of the Sccial Security Act

Bew. 402, Amendments to title IV of the Social Security Aot

Sec. 403, Amendments 00O Lille VII of the 3ocial Segurnity At

Ser. 404,  Amendments to titis X1 of the Social Security Act

Seq. 405, Zmendments to title XVI of the Social Security Act

Ber. 40%. amendments o tivle XVIIT of the Social Security Act

Ber. 457, Amendments to title IV of the Fedeyal Mine Safsty and Heaslth Act
of 1377

Sec. 408. Ceher Amendménts
Sew, 405, Transfer of Functions and Savings Provisiong
Sec. 4148, Effective Dates
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TUTLE 1 - BECLARATION OF DUKRFOSE

SECTION 101. The purposes of this bill are zs follows:

{a} o establish the Sovial Security Administration as an independent agendy,
.separate from the Department of Health and Human Services:

{h) ko charge the Social Security Administration with administration of the
OLd-age, Survivors and Disability Insurance and Supplemental Securicy
Income programs and with part of the 8lack Lung program;

{e)to create the office of Administrator of Socizl Security and gefine the
powers and duties thereof,;

{d} ro create the Zocial Security Advisory Board and define ive membership
s functions; .

{e} to provide for delegating major management authorities to the
Administrator of Social Zecurity.

TITLE 11 ~ ESTABLISHMENT OF THE SCQUIAL SECURITY ADMINISTRATION

SECTICH 201, {a) Title VII of the Social Security Act ig amended by striking
Section 701 and insertiny in lisu thereof the following new sechlion:

"Socisl Security Administration
¥ :

ag an independent agency of ths

tnaction 741, {a} There ig hereby established,
executive branch-of ths government, a 8Socizl Sequrily Administration

{hereinafter in this section zefsrred to as the *'Adminigbracione'}.

"{b} It shall be the duty of the Administrabion Lo adminisiey the progring
sstablished by titles IT and XVT of this act and to diascharce the duties
and respopsibllities imposed (as of the date of enactment of the Social
Security Reorganization Act of 1% on the Secretary of Health and Fumen
Services in connection with the adeinistration of the program established

by title IV of the Federal Mine Safetv and Health Act of 1877.

“{¢3 There shall be in che Administration & Gznersl Counsel, who shall be
appointad by and serve at the pleasure of the Administrator and whe
shall be the principat legal officer in the Administration.

"{d} There shall be in the Administration an Inspecior Gengral appoinbed in
agcordance with the Inspector General Act of 1978 las amended by Section

40%ial of zhis Actd.
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(b)

{c}

£2

(1) Whenever any reference 18 made in any provision of law {other than
this Act or a provigion of law amended by this Rord, regulation, rule
record, or' document to the Departmant of Healvh and Human Servicas
with regard to-that Department's responsibility for sdminigterin
Ticlets IT or X¥I »f the Social Security At or Title IV of che
Federal Mine ZSafery and Health Act of 1977, such reference shall be
congidered & referente o the Social Security Administracion as
established By Section 201 of this Act.

{2} Whesnever any refsreace i made in sny provision of law {other than
this Act or a provision of law amended by this Act), regulation, rule
record, or document to the Secrstary of Health and Human Services with
regard to that Secretary's respousibility for sdministering Tiftles T!
or XVI of the Social Securiiy Act or Title I¥ of the Federal Mine
Safety and Health Act of 1977, such refgrence shall be considered &
reference te the Administrator of Social Security as established by
Saction 202 of this Act. Whenever any such reference is made 1o any
other officer or employee of the Department of Health and Human
Services or the Deparument of Health, Bducatilon, and Welfare, such
referance shall be considered a reference ¢ the appropriate officer
or employee of vhe HSocial Security hdministration.

The pargommel emploved in comnection with, and che assete, liabilities,
goentracts, preoperty, vecords, and unexpended balance of appropriatioms,
authorizations, allocations, and other funds emploved, held, used, arising
from, availabls to, or to be made available in connection with the
administration of Tigles 11 and XVI of the Spcial Security Bct or those
responsibiliries imposed (as of enacumen: of the $ocial Securicy
Recrganization Acr of 19 ) on the Secretary of Health and Human Services
in connesction with the administration of the program escablished by Titlse
¥ ¢f the Federal Mine Safery and Health Acg of 1977, shall be vracsferced
w0 the Administrabor of Socizl Security (as eutablished by Sectien 202 of
this Actl for appropriaste zllozacion.  Unexpsnded funds transferred
pursuant to this subseciion shall be used only for the purposes for which
the funds weye griginally authorized and apepropriatsd.

SECTION 202. {a] Ssction 7402 of the Social Security Act i3 redesignated
1.

section 71 A new section 742 is insersed as follows:

"hdwinigtrator of Socizl Security

“3ag, 702, {a} There shall be in the Saocial Security Administration an

Administrator of Sogial Security {hereinafter in chis secticn rasferred zo
as the Administrator) w«ho shall be appeinted by the President, subjecn o
the advice and consenc of the Senate, who shall report to the President,
and whe shall be removable enly for cause.

The Administrator shall be compensated at the rate provided for Level T1
of the Executive Schedule.

The Administracor shall be appeinted fov a rerm of four yesrs wolncideng
with the rerm of the President. The Administrator may be appointed fox
additional terms at the desire of the President.
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"(d) The Adwinistrator shall be selected on the basis of proven competence as
a manager of large organizations and a knowledge of Federal government
operations. . In making his gelection for the post of Administrateor, the
President shall take into account candidates suagested to him by the
Souial Sgcurisy Advisory Beoard establishad in gsction 703, .

“{e) Ihe administrator shail be responsible for the exerciss of all powers and
Lthae discharge of all duties of the Sccial Security Administration, and
shatl have asuthority and control aver all personnel and activities
thereof.

“{f} The Administrater may assign duties, and delegate, or authorizs
successive redelegations of, authority fo act and o rendey decisions,
with vespect o all Isws administered by the Social Security
Administravion, to such officers and employees as he may find necessary.
within the limitatlons of such delegaticns, redelegabiong, or
assignments, all official acts and decisions of such officers and
employees shal)l have the same force and effect as though performed oy
rendered by the Adminisvrater. .

“{g) The Administrator is authorized to prescribe such rules and regulations
az the Administrestor determines necessary or appropriatse to administer
and manage the functions of the Administrator or the Adminiscration.

“{h} The Admin is traor is authorized to establish, alter, consolidate or
discontinue such organizational units or components within the
Adminigtyation as he may deem to be necessary or appropriate. Sugh
zuthority shall not exrend o the aboliticn of any pogitions established
by this Aob,

“{1} There shall be in the Social Security Administration a Deputy
Administratar, who shall be appointed by the Presidest, sublect o the
advice and consent of the Senate. and who shall be compensared an the
rate provided for level 111 of the Executive Schedule.

“{3) The Deputy Administrator shall perform such dufties and sxercise such
sowers as the Administrator shail from time £ fime assign or delegate.
The Depuly Administrstor shall be Acting Administrator of Social Securicy
during the absence ov disability of the Administyetor and, uniess the
President shall designate another officer of the Government, in the svent
of & vacancy in the office of Administrator,

"(k) The Administrator shall have the duty of studying and making
recommendations as to che most effective methods of providing economic
security throtugh social insurance, and as to legislation and matters of
administrative policy pertaining thereto.”

{b} Until such time as the President appeints an Administrator, th
Commissioner {ox Acting Commissicner, 1if applicable) of the gurrent Sccial
SBecurity Administravtion ghall seyve as Acting Administrator.
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SECTION 203. Section 703 of the Social Security Act is redesignated section

712.

A new section 703 is inserted as follows: °

"Social Security Advisory Board

"Sec. 703. {(a) There 1s established in the Sccial Security Administration a

Social Security Adviscry Board (hereinafter in this section referred to
'as the Beard). The Board shall consist of nine members, five of whom {no

" more than three from the same political party) shall be appointed by the

n (b)

"{c)

Pregident and two each of whom {no more than one from the same political
party) shall be appeinted by the Speaker of the House of Representatives
and by the Speaker Pro Tempore of the Senate. Members shall be appointed
with the advice and consent of the Senate and shall be remcvable only for
cause, The President shall designate cne ¢of the members as Chairman of
the Board.

Recommendaticns and findings of the Board shall be by majority wote. Tie
votes (in the event of the absence of one or more members) will be broken
by the vote of the Chairman. At least five Board members must be present
at full Board meetings, as a quorum, in order to act as the Board.

Each member of the Board shall serve for a term of six years, except that:

"{l) a member appointed to fill a vacancy occurring prior te the
expiration of the term for which his predecessor was appointed,
shall be appointed for the remainder of such term, and

"(2) the terms of service of the nine members first taking office after
enactment of the Sccial Security Recrganization Act of 19 shall
expire as designated by the President, the Speaker or the President
Pro Tempore at the time of nomination, one at the end of one year;
two at the end of two years; one at the end of three years; two at
the end of four years; one at the end of five years; two at the end
of six years; The Speaker and the President Pro Tempore shall each
make one of the initial appointments for two and six years.

“{d) The first nine board members will begin service effective six months

after enactment of the Social Security Reorganization Act of 19 . Terms
of service will end on the anniversary of six months after enactment of
sald Act in the years designated in subsection (¢}, and all subsequent
terms will end on the same date of the applicable years.

"(e) Members of the Board may be compensated at the rate of $15,000 per year

||(f}

and, for days when the Board or any authorized subcommittee thereof
meets, may receive additional compensation not to exceed $500 per day.
When so serving away Frow their homes or regular places of business,
members may be allowed travel expenses, including per diem in lieu of
subsistence, as authorized by section 5703 of title 5, United States
Code, for persons in the Government employed intermittently.

The Board shall meet at least bi-monthly to consider a specific agenda of
issues agreed to by the Chairman of the Board and the Administrator of
Social Security.
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*{g} The Beard shall be exempt from the provisions of the Federal Advisory
Jommirtes Act except for section 1D ralating to Advisory Commizgee
provedures.

“(h} 3pecific functions of tche Board shall include, but not be limited to, the
following:

« ® *{1) making recommendaticns from time to time as to the moat effective

] {2)

i {3}
{43

bi{ﬁ}

methods of providing economic security through gocial insurance;

making an independent asgessment of the annual report of the Board
of Trustees of the social sacurity gystem and advising the
Pregident and the Congress on the implicabliong of the assasamant
fand ransmitbing that pssessmest 10 the President and the
Conaressl;

engaging in public dizlogue and educanion aboul soclial secuvity;

guggesting to the President candidares Lo gunsider in selsciing his
nomines for the position of Administzaror of Social Security:

on its own initiative or az reguested by the President or
pongressional committees haviag legislatvive durigdictlon over
sowial sequrily, reviewing and assessing major legislative
propusale regarding social security, inciuding an asgessment of the
administracive feasibility and probable operatiosal consequences of
those proposals;

reviewing and assessing the guality of service that the agency
provides to the public;

"(7) making an annual assessment of the Scocial Securivy Administration's

ity

")

"{107

progress in upgrading its computer-based technology for support of
program  operations;

reviewing and assessing the Secial Security Administrabion’s”
progress in developing needed management improvements;

in consultation with the Adminiscrater of Zosizl Bscurity,
veviewing the development and implementation of 3 long-ranue
regesrch and program svaluation plan for the agency; and

reviewing mul assessing any major studies of zoclal security as may
coma to the Boardis attention.

"{i} In the event of a vacanuy on the Board, whether because ol the scheduled
sxpization of a term or for any other reason, the President, the Speakey
ax the President Pro Tempore, as applicable, shall submit o the Senate
the name of g candidate to i1l the wvacancy no later than 30 days afrer
the vacancy oocurs. A vagancy on the Board shall not impair the right of
the remsining members o exercise all the powers of the Board. ®
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TITLE ITI - ADMIMISTRATIVE PROVIEIONS

SECTION 301. {a} The Administrator of Social Sgourity {hereinafter in this

{bi

title referred to &s the Administrator? is awthorized ro appoint and fix
the compensation of such officers and employees as way be necgssary to
carry out the functions of the Adminisirator and the Bocial Security
Mministyation. Excepr as otherwise provided by law, such officers and
‘smployees shail be appolnted and thelr compensation fixed in accordancs
with title % of the United States Code {hgreinafter in this title referred
o as titls 33,

The Administrator ghall have those authorities permitted to be delegated
by Section 1104 of tinle 5 which are neceéssary for the Administrator oo
establiish, within the constraincs orherwise isposed by title 5, the Social
Security Administration's own:

{1} recruirment and examination program fov entry level employees;

{2} ciassification and standards development systen and pay ranges for
those job catesories identified by the Adminissravor as unigue and/for
critical to agency operations.

The Director af the Office of Personnel Management shall provide any
asgistance reguested by the Administraror in assuming these delegations.

{¢) The Admipmistrator may ohtain the services of experrs and consultanis in

(d)

(e}

accordance with the provigions of zection 3123 of oigle §.

The Administrator may appeint, without regard to the provisions of pizle §
governing appoincments in the competitive service, a nuwber (Lo bs
devarmined by the Administrator] of sschniezal or professicnal employees
and may compensate emplovess so appointed without regard to the provisions
of chapter 51 and subchapter 111 of chapter 53 of tizle S relating o
classificaticon apd General Scheduls nay rates.

Herwichstanding any requirements of section 3333 of ticis 5, vhe Direcrtor
of the Office of Personpnel Management shall authorize for the Social
Security Administration a total of _ Senior Exgcutive Ssyvice positions,
ard the bpotal number of zuch posicicns authorized in fubure vesyrs pursuant
to the aforementionsd section 3132 shall not be less than [game numberl.,

In addition to the Execurive #chedule positions gpecified in section 42

Cof thig Act, the Eoclal Security Administrarion is authorized

additional posizions at Exeguiive Levels IV and V,

SECTION 352, {a) Notwichstanding any provision of Title 33, United States

Code, or any other provision of law, o©r any reguirement pursuant to law,
the Administrater shall prepare and submit to che President sppropriaticons
raquests for the 5ocial Security Administration on a bisunial basis and
all appropriations for the Social Security Administravion shall be made on
z blemnial basis.
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(b) Appropriations requests for staffing and other personnel shall be based
upon a comprehensive workforce plan, as determined by the Administrator.
The entire amount of appropriations provided for the administrative costs
of the Administration shall be apportioned in the time period provided in
Title 31 for apportionment and shall be apportioned for the entire perioed
of availability without restriction or deduction by the apporticning
officer or employee of the Office of Management and Budget or any other
entity within the Executive Branch, except as otherwise provided in this
'section.

{¢) The report submitted pursuant to Section 704 of the Social Security Act,
as amended by this Act, shall include a section reflecting the use of
budget autherity provided to the Administraticn by quarters.

(4} (1) Appropriations for administrative expenses of the Administration are
authorized to be provided on a biennial basis and authority for
automated data processing procurement and facilities construction
shall be provided in the form of contract authority covering the total
costs of such acquisitions, tc be available until expended.

(2) Amounts necessary for the liquidation of contract authority provided
pursuant to this section are hereby made available from the Federal
0ld-Age and Survivors Insurance Trust Fund and the Federal Disability
Insurance Trust Fund to the extent that the Administrator, with the
concurrence of the Secretary of the Treasury, determines that such
amounts are not necessary to meet the current obligations for benefit
payments from the Funds. '

(3) Funds appropriated for the Administration to be available on a
contingency basis shall be apportioned only upon the occurence of the
stiputated contingency, as determined by the Administrator and
reported to the Congress.

SECTICN 303. The Administrator shall have all authorities permitted to be
delegated under title 40 of the United States Code that are necessary for the
acquiring, operating, and maintaining of the facilities needed for
administration of programs for which the Administrator is given responsibility
under this Act. The Administrator of the Ceneral Services Administration
shall provide any assistance requested by the Administrator in assuming these
delegations.

SECTION 304. The Administrator shall have the authorities permitted to be
delegated under section 759 of title 40 of the United States Code relating to
the lease, purchase or maintenance of automated data processing egquipment.
The Administrator of the General Services Administration shall provide any
assistance requested'by the Administrator in assuming these delegations. The
Administrator shall have the authority to contract for any automated data
processing equipment or services necessary for the efficient and effective
operation of the agency.



BECTION 10%. The Administrastor shall cause & seal of office to be made Ffor
the Social Sequrity Administration of such desion as the Administrascr shall
approve. Judleigl sotice shall be taken of such sesl.

TITLE IV » MISCELLAHUOUS AND CUNFORMING AMENDMENTS

SECTICH 401, Tiule II of the Sogial Sepurity Act is zmended as follows:

[}

b

] by striking out wherever it appears therein **Sscretary of Heslth and Human
Servicest' or ++8zgretary of Health, Bducation, and ¥elfare*' and imserting
in liev thervof »'Administratoy of Socizl fecuriiy. ** axcept that che
designation ‘*Secretary of Health, Education and Welfare'* shall remain
anchanged in Section 201igi{l} {except for clauge {(ii) charein which is
amended as indicated earlizr in this subssction) and in Section 201ia) (3}
which 13 amended hy subsection (B) below.

(b} hy striking out the words “Secretary of Healch, Bducation and welfares’ in

ic

{4

Secriorn 201{a) (3} and inserting in lisu rvherasl *Adminisirator of Social
Securizy (hersinafiey refsyred Lo as the "Adminigtrator)®.

} by imgerting ilmmediately after *Administracor® wharever it ocours in
Bection 2021t1{4) (D) {except when it iz directly followed by "of Veterans’
Rffairs¥) the words *of Veterans' &ffairse and by striking out the word
*Secrerary® and inserting in lieu tChereof “Administrator of Secial
Securivy.®

i by styiking ouu wherever 1L appears therein *Secretary" (except when it is
directly foliowsd by *of Health and Human Bervices" or *of Health,
Edueation, and Welfave®! and ingerting in jisu chersof ~*administyater,®
it only 1L ¥Sscretary" refers to the Sacretary of Health and Human

services {(formerly-Heaith, Bducation, and Welfars), except:

{1) in sections 203{13(53{8X(11), 226, and 2268 the word "Secretary’ ghall
be amended, wherever 1t appears, £o read ' Secrstary of Health and
Human Sexvices*’:

{2} seetion 202ir)i4){p: is amended as gspecified in subsection g} above;
and

{3} Ssction 231{c! 1s amended as specified in subseccion ik below,

{e) by striking out wherever it appears therein ' -Deparcment of Health and

Human Services*s or “"Deéparcment of Mealrh, Bdugarion, and welfare' and
inserting in lieu thekeof *Bocial Security Adminigiration,” except that
repapariment of Health, Education and Welfare:' shall remain unchanged in
Seccions 201 {g)(13{A){4) and 201{(3).

{£) by astriking out wharevey it appears therein *'Commisgioner of Sogial

Securityt’ and inserring in liev thereof ' ~Administrator of Sccial
Sacurity,” except in Section 20Yici which is avended a3 specified in f{g)
helow,
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{gl by striking out in section 201{¢) "The Commissioner of Social Security
shall serve as® and ingerting in lieu therecof “The Managing trustee shall
designate an individual other than one of the wembers of the Board of
Trustess as".

{ht Becnicom 201{g) is =zmendsd as follows:

{1} by inserting immediately afrer *+Secretary of Health, Education, and
Relfares: wherever iU appears therein [axcept ip clause {11} and
subparagraph {2}, which are amended 3s specified in subsection (3}
above! the words and che Administrator of Social Security*'.

{2) Bubsection {g){1){(A) (i) thereip is amended by striking out '*Department
of Health, Education and Wellare® and inserting in lieu therect
*'Deparrment of Health and Human Services, the Sorial Security
hdministrationt+,

S
o

by styiking out “him and the’ ir ¢lause (1) therein and inserting in
lieu thereof *him, thav. .

{4} by striking out *is responsible® in subparagraphs (A} and (B) therein
and inserting in lieu thereof "are responsibie+’,

(1) Section 201(1) is amended by inserting immediately after "Welfare’ the
words “or the Social Security Administrationt'.

(3} Section 201{m} is amended by inserting immediately after “Services" the
words “or the Administrator of Social Securicy, as appropriater’.

(k) $eerion 231{c) is amended by striking out "Secretary" and inserting in
Mieu thereof *'Administrator of Social Security and Secretary of Health and:
Human Serviges".

SECTION 402. Title v of the Social Security Act is amended as follows:

{a} by striking out wherever it appears in section 402 *Administrator" and
irmarting in lisu thereof "Secvetary'.

{(b) by striking out the firszt vime it appears in section 411 *Secretary® and
irserting in lieuw thereof +‘Administrator of Social Secuvicyr-,

SECTION 403, Title VIT of the Scrial Security Ast is amended as follows:

{a} BSection 704 ig amended vo vead as follows: "The Secretavy and the
Bdministravor shall mske full reports to Congress within cone hundred and
wwensy days after rhe deginning of each regular session, of the
administration of the functions with which thsy are chargad under this
Aou.  In addition to the number of copies of such reperts suthorized by
cther law o be printed, chere s hereby authorized to be printed not more
than five thousand copies of sach sueh repory fov use by the Secretary and
Administvator for distribution o Members of Congress and to Btate and
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other public or private zgencisg or organizstions parbicipating in oy
concerned with the programs provided for in this Aop o

{py Section TFi% {5 amended:

{1} by striking out in subsection {a) “Fedaral Old-Age and Survivors
Insurance Trust Fund, the Federal Disabilipy Insurance Trust Fund, the
. Federal Hospital Insurance Trust Fund,* and inserting in lisu lhereof
’ fFaderal Hospital Insurance Trust Fund®;

{2} by striking oub in subsecticn (a} vrold-sge, survivors, and disability
insurance program and the?,

{3 by inserting after ‘public® in subsection (b} the werds ", and shall
irciude individuals who represent the interasts of groups sost
affected by Medicare programs and policies”;

{4} by striking out in subsection (£} *'Department of Health, EBducation and
Welfaret' and insercing in lieu therscf *'Department of Health and Human
Services®; and

{5

by striking out paragraph (1)} inm subsaction {d) and by redssignating
paragraphs (2] and (3] paragraphs {1} and (2} respecUively.

{c) Section 709(b} (2} 1is amended by inserting lmmediately after “Secratary”
the words "or the Administrator, as appropriatev.

(d) Section 711 ias established by Secrion 202 of this Act)l is amended:

(1) by striking *'Administrator** and ingerting in lieu thereof +¢+Secretary
of Health and Human Services";

{2) by inmserting immediately before the pariod at the end thereof:
"except that ncthing in this section shall be construed to require the
Secretary teo make studies of or recommendations with respect to
programs administered by the Social Security Administracion'+; and

(3} by striking the title and ingerting in lieu thereol "Duties of the
Secrefary’. :

{e) Sectipn 712 is amended:

1} by gtriking *Admipisztratort and inserting in lieu thereof "Secratary™:
: Yé g 4
an

{2} by striking the title and ingertving in lleu thereof “Expenses of the
Secretary®. *

SECTION 484, Title XI of the Social Security Act is amended ze follows:

{a) by adding a new section 1101{a3(i0} to read as follows: "The terw
*idministrators’, except whers the context otherwise reguires, means the
Administrator Of Social] Security.?

z
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{®} Section 1142 %45 amended by inserting immediately sfter che word “Labor,®
the words “the Administrater of Social Ssourioy.’

{c} Section 1106 iz amenged: _ :

{1} by striking out *Federal Security Agency® wheraver ir appesrs therein
o and insertisg in lieu thersof "Social Seguripy Admindstrapion''; and

{9 by striking out “Saecretary” wherever It appesrs tharein and ingerting
in lieu thereof *Administrazoret.

(4] Becticon 1147(b! iz amended by insevting immediastely afver "Welfare® the
words ‘“or to the Administrator of Social Security®.

(e} Section 1110{(a) and 1310ib} {1} are amended by striking cut wherever it
appears therein "Secretary’ and inserting ic lien thersof *Secretary or
Administragor's.

{£) Section 1110(b){2) is amended by striking oub wherever it appears thersin
"3ecretary” and inserting in lieu thereof *Admindistrator®.

{g) Section 1127 is amended by striking out "Secretary" and inserting in lieu
thereof *+*Administrator+’.

{(h} Section 1131 is amended:

(1) by striking cut in subgection (a) (1) "Secretary makes" and inserting
in lieu thereof **Becretary oy Administrator make“;

(2} by striking out in subsection {a) (2} "Secretary" and inserting in lieu
therenf “Secrgtary or Administrator®; and

{2 by striking our in subsection {b) {2} "Secretary" and inserfing in lieu
thereef *'Administrator",

SECTICY 445, Title XVI {as it pertalins to the Bupplemantal Security Income
proeuram} of the Social Security Act is amended as follows:

{a} by striking out wherever 1t appsars thevein "Secretary® {excapt when it is
directly followed by *of Health, Educaiion, and Welifsre"! and inserting io
ligy ghereof #*administrators, but only if the word ?5ccretary® refers to
the Secretary of Health angd Humen Serviges {(forwmerly Health, Educatiecn,
and Welfare}. .

{b} by striking out in Sedtien 1607 "Secrebary of Health, Rducation, and
Weifare® end ingerting in lieu thereof *'Administrator of Social Securitet’,

{cl by striking oub in ssotion 1831{a) {8} (B) Commissioner* and inserting in
lisu theveol *Adminisgralorss.



92

SECTION 406. Title XVIII of the Social Security Act is amended as follows:

{a) by striking out wherever it appears in sections 1817{a} and 1817(f)
"Secretary of Health, Education, and Welfare" and inserting in.lfeu
thereof "Administrator of Social Security". '

{b).Section 1840 is amended:

(1) by striking out in subsection ({(a){l} "Secretary" and inserting in lieu
thereof **Administrator*+*; and

(2) by striking out in subsection (a){2) *'Secretary of Health, Education,
and Welfare** and inserting in lieu thereof -*Administrator of Social

Security”,

SECTION 407. Title IV of the Federal Coal Mine Health and Safety Act of 1969
is amended as follows:

(a} by striking out wherever it appears therein +**Secretary of Health,
Education, and Welfare*r and inserting in lieu thereof "Administrator of

Social Security", except

{1} in section 402(c) which is amended as specified in {(c) below, and

{2) in section 427.

(b) by striking out wherever it appears in parts A and B therein "Secretary"
{except when it is directly followed by "of Health, Education, and
Welfare) and inserting in lieu thereof "Administrator", but only if
"Secretary" refers to the Secretary of Health and Human Services
(formerly Health, Education, and Welfare), except in section 402{c) which
ls amended as specified in (c) below.

{c) A new section 402(c) is inserted as follows:

"(¢) The term "Administrator" where used in part B means the Administrator
of Social Security. The term "Secretary" where used in part C means

the Secretary of Labor."

(d) by striking out in section 435{a) {3){B) "Department of Health, Education,
and Welfare" and inserting in lieu thereof "Social Security

ddministration."

SECTION 408, (a) Title 5 of the United States Code is amended as follows:

(1} by adding at the end of Section 5313 the following new paragraph:

*'Administrator of Social Security."
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{2} by adding at the end of Section 5314 the following new paragraph:
* *Deputy Administraror of 3Soclsl Securiiy.
{3} by adding at the end of Section 3$31% the following new paragraph:
s*General Counsel of the Bocial Securivy Administyation.*»

7 positions in the Sooial Security Administracion.®’
*{4} by adding at the snd of Secrnion 5316 che [ollowing new paragrach:

*Ingspacror General, Social Sscurity Administration. !
T positions in the Social Security Administration. ¥t

(5} by striking out wherever it occurs in Section 8341 **Secretary of
Health, Bducsztion, and Welfare+' znd ilnsgrting in lieu thereof
viadministraror of Social Security®,

(b} Title 7 of the United States Code is amended as Lollows:

{1} by striking out in section 2015 *'Zecretary of Hsalth and Humsn
Services't and ingerting in lieu thereof '+Administrator of Social
Security. "

(2 by inserting immediately after *Services" in secticn 2026 "and the
Administrator of Secial Security+'.

{ciTitle 14 of the United States Code is amended by striking out wherever it
ocgurs in section 707 *Secretary of Health and KHuman Services'+t and
ingerting in ligu thereof +**Administrator of Social Security’.

{4} Title 2530f the United States Code is amended by striking out wherever it
poours in section 3121 "Segretary of Health, Edecation, and Helfare" ang
inserting in lieu thersof *“Administrator of Social Securiby.

{e} Title 3% of the United Svates Code iz apended by striking out wherever it
oceurs in section 3005 #+Gecretary of Health and Human Ssrvices® or
“Secretary® and inserting in lleuw theresi oddministraior of Social
security®.

(£} The Inspector SGenersl Act of 1878 {as amendsd) is amended

{1} in Section {1}, by inserting 7the Social Security Administration®
immedistely afver “Trangportation, ®;

{2} in Sectian 9(a){1}, by inserting immediztely zfter subporagraph{a)
the following new Subparagraph

“{o) of the $ceial Security Administracion, 41l functions of the
Inspactor General of the OGepsyiment of Health and Human Services
relazing to fupctions Ipr which the Social Security
administration was glven responsibility by the 7Soccial Security
Reorganizavion Aot of 1984¢;
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(3) in Sectlon 11{1) by inserting "Administrator of the Social Security
Administration, the" immediately after *'Transportation or the";

(4} in Section 11{2) by inserting "the Social Security Admlnlstlatlon
the" immediately after *'Transportation or the." ‘

SECTION 409. (a) There are transferred to the Social Security Administration

{b)

(c)

(d)

{established by section 701 of the Social Security Act under the amendment
made by section 201 of this Act) all functions carried out by the
Secretary of Health and Human Services with respect to the administration
of programs and activities the administration of which is vested in such
Administration, by reason of this Act and the amendments made thereby.

There are transferred to the Social Security Administration {as
established by section 701 of the Social Security Act under the amendment
made by section 201 of this Act) all personnel, assets, liabilities,
contracts, property, and records, which the Director of the Office of
Management and Budget determines to be employed, held, or used by the
Secretary of Health and Human Services primarily in connection with the
functions, activities, and programs which, by reason of this Act and the
amendments made thereby., are vested in or become the responsibility of
such Administration.

All orders, determinations, rules, regulations, permits, contracts,
certificates, licenses, delegations of authority, and privileges-

(1) which have been issued, made, promulgated, granted, or allowed to
become effective, in the exercise of functions (A) which were
exercised by the Secretary of Health and Human Services {or his
delegate), and (B) which relate to funcrions which by reason of this
Act and the amendments made thereby, are vested in the Social Security
Administration- {as established by section 701 of the Social Security
Act under the amendment made by section 201 of chis Act), and

{2) which are in effect at the time this Act takes effect, shall (to the
extent that they relate to functions described in paragraph (1) (B}
continue in effect according to their rerms until modified,
terminated, suspended, set aside, or repealed by the Social Security
Administration {as established by section 701 of the Social Security
Act).

The provisions of this Act ({including the amendments made thereby) shall
not affect any proceeding pending at the time this Act takes effect before
the Secretary of Health and Human Services with respect to functions
vested (by reason of this Act and the amendments made thereby) in the
Social Security Administration {as established by section 701 of the
Sccial Security Act under the amendment made by section 201 of this Act),
except that such proceedings, to the extent that they relate to such
functions, shall continue before the Social Security Administration {as so
established}. Orders shall be issued under any such proceeding, appeals
taken therefrom, and payments shall be made pursuant to such orders, in
like manner as if chis Act had not been enacted, and orders issued in any
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such proceeding shall continue in effect until modified, terminated,
superseded, orrepealed by the Social Security Administration {(as so
established); by a court of competent jurisdiction, or by operation of law.

{e) Except as provided in this subsection--

(1} the provisions of this Act shall not affect suits commenced prior teo
the date this Act takes effect, and

‘{2) in all such suits proceedings shall be had, appeals taken, and
judgments rendered, in the same manner and effect as if this Act hud
not been enacted. No cause ¢f action, and no suit, action, or other
proceeding commenced by or against any officer in his official
capacity as an officer of the Department of Healtch and Human Services,
shall abate by reason of the enactment of this Act. Causes of action,
suits, actions, or cther proceedings may be asserted by or against the
United States and the Social Security Administration {as established
by section 701 of the Social Security Act under the amendment made by
section 201 of this Act}, or such official of such Administration as
may be appropriate, and, in any litigation pending when this section
takes effect, the court may at any time, on its own motion or that of
a party, enter an order which will give effect teo the provisions of
this subsection {including, where appropriate, an order for
substitution of parties).

(£) These amendments shall not have the effect of releasing or extinguishing
any criminal prosecution, penalcy, forfeiture, or liability incurred as a
result of any function which (by reason of this Act) is vested in the
Social Security Administraticn.

{g) In the exercise of the functions vested in it under this Act {and the
amendments made thersby), the Social Security Administration shall have
the same authority as that vested in the Secretary of Health and Human
Services with respect to the exercise of such functions immediately
preceeding the vesting of the same in such Administration, and actions of
such Administration shall have the same force and effect as when exercised
by such Secretary. ’

SECTION 410. (a) Title II of this Act is effective six months after enactment,
(b} Title III of this Act is effective upcn enactment.
(e) Title IV of this Act is effective six months after enactment except that

sections 408(a) (1}, (a){2), (a)(3), (a){4), and 408(f} are effective upon
enactment .



APPENDIY C

SUCGGESTED TRANSITION PLAN

& Transition Task Force should be established ag soon as posasible after enactment. The
incumbent Sccial Security Commissioner would be degiunated as Acting Administraior of the
new agency until g permanent Administrator nas bsen appointed and confirmed and would
carry out the transition plan until that time, The Acting Administrator would establish
an unkiased mediation/farbitrztion process as soon as posgible Lo resolve any disputed
issues which may impede the progress of an orderly transition. Arrangemsnts for formally
transferring all manzgement delegaticns* Ffrom GSA, OP¥, and OME should be sgreed to as
socn as practical after enactment of the legislarion. Members of the task force would be
drawn from both SS5R and HHS and a time-phased action pian would bhe developed. A plan
fwith target dates} would include the following activities/ivems:

Avountable
Grganizatian
Maior Activitv/Key ltem Official Targer Datex+s
A. Determination Order--Formal transfer
of positicns, personnel and other fiscal
and real property resourges.
-- Identify all accounts for transfer Secretary, HHE; 30 davs
Identify ¢rants Administrator, S3h++;

Director, Office of
Financial Resources
(OFR), S8A;

Dep. Asst. Secretary,
Finange, HHE

-- Determins unobligated balances " 32 days
-- Raach agrasment batween HH3 " 50 days
and 854 on final halance of
BCCOUNts
-~ Recelve OMB approval N %0 days
~~ Sbecure Treasury Department warrant ! 40 days

{authorization for expenditures)

T s * s Losgx .
These delsgations aye essential o che Administrator’s abilivy to proceed with the
transicion implementation.

** any responsibilities assigned to the Administrator will be performed by the Acting
Administrator unril an Administrator is confizmed,

**% Many activities will be performed concurzently. 211 dates sre from enacument.



¥aior Activity/Kev Item

B.

Continuation of Serviges

-- Identify chose sepvices which nust

be continued for limited and/or
indefinite periods. {(Exssple--
payroll/parsonnel services
prorided)

-~ Firal/interim service agreswents
tincluding cost] betwesn HHES and
55A negetiated and asigned

-« Interagency agreements signed
{i.2., GSA, HCFA/Madicare, IR3,
Selactive Service, ate.)

Transfer of Positiens {(included are
overhead pogitions currently paid
for by agency tap)}

-~ Prepare final draft including
numbers, procedures, sto.

-~ Negotiate/Arbitvste agreement
~~ Agreemsnt signed

+- lmplement trassier ag specifisc
in the Determination Ordsy

Develop revised and/or new
Organizational Stymeture

-~ Draic

-« Revigion

-~ Epproved fimal organization
including numbsrs of positions,
rentative grade levels and

functionsl statemsnts and Pederal

Reagister notice

X

coountable
Croanization/
gfficial

Trangition Task Force
{TTF) Diractor;

Assor., Commissioney, QIF.
of Mgt., Budger and
Fersonnel {AC, OMEPR},;

dzst. Secretary for Mgt.
and Budger, HHE [ASMB}

L

"

Administrator,
TTF Birector;
AT, OMBP

S54;

Tarcet Dagpe:+

Lo 49 days

B davs

73 davs

15 days

680 days
73 days

94 days

128 davs

135 davs

180 davs
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i

¥aior BActiviiby/Key Item

E.

Prepare jcb descriptions for new
positiane

-~ Draft

-- Classification of top positions
down to Division level ang
inciuding journeyman level position
for each major function

~-- Classifization of all other positions
Reassign Statf

-- Designation of key officials (board
menpars, acting sdministrator, etc.

-- Notification letters to employess
regarding procedures and informing
of new positions

Union notification and negotiation,
re: methodology and impact

-- Impact bargaining hegins after
management tear has established
bargainable issues and their
strategy ia cleared with top
management

-~ Cornclude with agresment or 4o to
impagse or proveed and assume
settlement can be reached laver

Budget

-~ Asgess all emplowvee Cosus, ssrvices
rendered, and caloulals oost
obligations (o transfser date

-- Reach augreement between HHE and
88A on all related costs-and
final scoounting ¢loseocyip

-- figned sgreecmsnk
-« Ulossout acoounts in HHR and transfer

obligetions as appyopriste in che
Datermination Ordey

Avcountable
Qvganizavion/
Dffieinl

<, GMBP

President;
Administrator

AC, OmBE,

Transition Task

Force

TF Direcior:
AL, OMBB;
ASMB

Tavgel Dalers

120 bays

135 days

180 days

1 Lo 4fdays

Hto 60 days

1 to %0 days

18C(+} days

45 days

60 days

75 days

83 days
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Ascountable
Grganization/
Maior Activity/Kev ftem Dfficial Target Datg***
I. Administyative Support
-~ Review current inventoriss on all TR Direcror: ' 45 days
real property, files, ebo,, and AL, OMBR
develop wmethodology and draft
aoreement on tranafer
-- Sign fipnal real oroperty b 8¢ days
transfer agreemsnt
-- Implement agresment in conjunstion v 30 days
with Petermination Urder
J. Delegations of Authority
-~ Establish procedura for crans- 310 days
ferring neaded programmatic and
administrative authorities
-« Issue new authorities £0 days
X. Provide Rescurces for Transition
-~ Budget plan to include transition AC, OMBP 15 days
funding
-~ Establish Trangsition Task Force Administrator 15 days
-= Establizh unbiased mediation/ " 15 days
arbitration process .
L. Pelicy and Procedures
-~ Identify and develop policies Adwministrator 30 days
and proceduras for the new ageney
in draft
~~ Iggug in final : &0 days
¥, Interagency Agreomenis
-~ Identily sgroemenis Administrator 15 days
-~ Hegotiate new agreswents, modify " 45 days

and secure old agreemgnts

-~ Implement all agrsemenis 75 davs
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Accountable
Qrganization/

Major Activity/Key Item Qfficial

0.

Contracts and Procurements
-- Identify any affected by transition AC, OMBP

-- Develop methodology to accommodate
problems

-- Implement new methods and procedures

Regulation Authority/Secretarial
Decisions

-- Action plan to transfer authorities TTF Director;
not c¢overed in legisglation AC, OMBB;
4SMB

-- Set transfer date for decisions
and initiating new actions

-- Implement plan to avoid issues,
decisions, etc., being delayed

Address any miscellaneous issues TTF Director
which arise such as changes in

letterhead, buildings, official seal

or symbcl, correspondence contrel,

etc.

Prepare a final report summarizing TTF Director
all action taken, the rationale

and problems encountered and a

statement of all resources in the

new organization

Target Date**+

30 days

60 days

90 days

30 days

45 days

60 days

180 days

180 days
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APPENDIN D

WITNESSES AT PUBLIC MEETINGS

Bobere #. Ball . . . . . . . . . . Visiting Scholar,
Center for the Swudy of Public Policy

cmmissioner,
Secial Securiyy administracion,
1862-1973

Charleg Bevnhardy . . . . . . . . . Labor Relavions Spacialisc,
Wational Federstion of PFedersl Employees

William P, Bolger . . . . . . . . . Pogtmaster Gengral,
U.5. Pospal Bervice

Daniel P. Bowrgue . . . . . . . . . Deputy Adminlstrator,
Healch Care Pinaneing Administration

Daniel Brier . . . . . . . . . . . Group Director for Walfare,
Human Resources Division,
General Accounting Office

Rale Champion . . . . . . . . . . . Executive [ean,
John P, Kennedy Schoel of Governmenc,
Harvard University

mder Seorelary,

fepariment of Bealch, rvdocatlion, and
Welifare,

1671-19%¢%

Jacobh Clayssn . . . . . . . . . . . President,
Savional Council of Senior Citizaens

wilbury J. Cohen . . . . . . . . . . Professor of Public Affazirs,
LBY Schanl of Pubilc affairs.
Universivy of Texas ay Austin

Becrerary,

Department of Health, Education, and
Walfare,

19684968

Carolvne K. Davie . . . . . . . . . Adsministrator,
Health Care Financing Administration

James B, Davis, ¥.D. e - . ... Vice Spesker of rhe House of Delegates,
American Medical Rssociation



Alan L. Bean . . . ., . . . . . . . Congultant and Mgmber,
Mational Academy of Public Adminigtration

Chairman,
Havional Aoademy of Public Administration
318718481

Francis D. Defeorge . . . ., , . . . Deputy Inspector Senersl,
' Daparomens of Commaeroe

Deputy Commizsioney {Operazions),
Scrcial Seguricy Administravion,
1579

Joseph Delfice . . . . . . . . . . Assoolate Director,
Ingcome Bgourity Programs,
Human Resources Division,
Gengral Avcounting Office

Robert A. Derzon . . . . . . . . . Vige President.
Lewin and Associabes

Aduninistrator,
Health Care Financing Administration
19771978

Herbert R. Doggette Jr. . . . . . . Deputy Commisgioner (Operations),

Social Security Administration

Thomas Dowdal . . . . . . . ., . . . Groupn Director for Medicare,
© o Human Resources Division,
General Accounting Office

Louis B. Enpff | . « - . . 0 . L L Asting Deputy Commissioner
(Programs and Policoyy,
Bacial Ssourity Adninistration

Frank Ferzis . . . . . . . . . . . Hrector,
Negotiagrlons Depariment,
Hupional Treasury Buployasss Union

Repert P Fleminger . . . . . . . . President,
Netional Council Sogisl Begurity
Management Assouiations, Ing.

Richard L. Togel . . . « » . . . . Birscior,
Human Ragources Division,
Genersl Accounting Offige
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John Harris . . . . .

Parricia Hobergs Harris .

Timethy P. Kilcullen

Lewis J. Krulwich . . . &

Ancirew Kulanko

Jerome RKurgz

103

gpecial Assistant o the Narional
Pregident,
amgrican Federation of Governument
Emnloyees

Coungil President,

Navional Council of $$A Fleld Operations
Locals, ’

Amevican Federation of Government
Emplovess,

14749.1983

Profeggnr of lLaw,
Harional Law Center,
Geprge Washington Universiny

Sugrenary,

Depariment of Healibh, Bdusation, and
Waifare/Health and Human Services,
1975~198]

Agmociate,
Gingon-Hunt Assoclates

Doputy Project Manager.

Social Sesuricy Task Forge,
Pragidentts Privete %gctor Survey on
Coat Conbteel {(Grace Commisszion),
19821983

Paryner,
Price wWarerbouse

Protocs Managers,

Pedoral Management Sysvems Task Forcs,
Preogidenty’s Poivate S2000r Survey on
Cosr Convrol {Grace Tommigsion),
19821983

Group Director f{or 834 Bervivement,
Humin Eesouroes Division,
General Accounting OFfice

Partaer,
Paul, Weisz, RBifkingd, wharion & Garrison

Commisaioner,
Internal Revenue Service,
1971980
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Jokut W, Laishart IV . . . . . . . . Director,
Ooffice of ADP Audivs and Technigal
JuppOrt.
Offige of tha Inspector Seneral,
Department of Tranasporiaticn

group Dirscior for Human Services,
Information Management and Technology
' Divisgion,

General Accounting (ffice,

1583-1584
Marshall 5. Mandell Dapucy Commissicner (Systems),
Sooial Security Administration
Joln L. Mclucas Executrive Vice President and Chief
Strategic Dificer,
Communications Sacsllite Corporation

Administrator,
rederal Aviation Administration,
1975-1977
Martha A. McSteen Acting Comnissioner,
focial Security Administration

Rufus E. Miles Jr. Writer and Consulvant

Assistant Secretary for Administration,
Departuant of Health, Bducation, and
Welfare,

1881~1865

#William A, Morrill ... . . . . . . PFresidenc,
- Mathematica Policy Research, Inc.

Assistant Secretary for Plannlng and
Evaluation,

Department of Heslth, EBducation, and
Welfare,

1973-1877

Assistant Direcuor,
Offige of Maragement and Budger,
19%3-1587%3
Thomes D. Morris . . . _« » . . . . Inspector General,
Department of Health, Bducation, and
Weliara,
19771879



Robert J. Myers

Richard P. Hathan

paul K, O¢'Neill

Jack ¥, Owen

Rohert B, Rinshimer ’

Stanford 4. Roess

Nelson J.

Sabatini

£

Consulting Actuary

Executive Direcror,

National Commigsien on Social Security
Reform,

1382-1983 '

Deputy Commissioner,
Social Securivy Administravion,
1981-1983

Professor of Public and Inrérnational
Aaffairs,

The Woodrow Wilson School of Public and
International Affairs,

Princeron Univeraity

Depuby Undey Sagrenary,

Department of Heslth, Bducstion, and
welfars,

i971-1972

Senior Vice Prasident,
Paperboard amd Packaging,
International Paper fompany

Deputy Directar,
Office of Management and Budger,
1974-1977

Executive Vice President an
Cirvecoor of the Washinguon Gifice,
hmerican Hospital Association

Censultant in Health Insurasngs
Administranion

President,
Peansylvanis Blue Shield,
1970-15981

Parinevr,
Aroold and Portsr

Comnissionar,
Social Security Admisistration,
1978-1979

Roting Deputy Commisglonsr
(Management and Agssessmenti,
Social Security Aduinistration
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Leenard D, Schaeffer

¢

Riphard 5. Schwsiker

Iawrence 7. Suedley

Parer L. Szanton

Bayyy Tiee . . . .

Edwazd L. Toby

Barry L. ¥Yan lLare

Aubrey J. Wagner

BEdward T. Weaver

President and Chief Executive Gfficer,
Group Health, Inc.

Administrator,
Heslch Care Financing Administration,
197815980

Prasident,
dmerigan Louncil of Life Insurance

Secretary,
Department of Bealch and Human Services,
1981~1582

aepocliare Direotor,

Beparcment of Occupational Bafety, Health,
and Bocial Bequrity,

BFL-CIG

Policy and Management Consultant,
Hamilton, Rabinovivz, & Szanton, Inc.

Agnooiate Director,
Sifies of Mansgement and Budge:,
1831973

Group Dirsotor for Oisabilicy Programs,
Human Resourges Division,
General Acoounting Office

immediave PBash President,
Navional Council Bocial Zeguerigy
Managemenl Associations, Inc.

spaff Director,
Committes on Human Hespurces,
Navional Governors Association

.

Associate Commissioner,
Social Ssourity Administration,
TOFT-1930

conasulvant

Direcror and Chairman of the Board,
Tennessea Valley hAuthority,
19611978

Exeoutive Diveonar,
American Public wslfare
Association, Iing.
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Paul R. Willging . . . . . . . . . Executive Vice President,
Naticonal Council of Health Centers

Vice President,

Blue Cross/Blue Shield of Greater
New York,

1982-1983

Deputy Administrator,

Health Care Financing Administration,
1981-1982

Suzanne H. Woolsey . . . . . . . . Partner,
Health, Education, and Legal Services
Consulting Group,
Coopers & Lybrand

Associate Director,
Office of Management and Budget,
1977-1980

Don I. Wortman . . . . . . . . . . Management Consultant

Project Director,

Federal Management Deregulation Project,
National Academy of Public Administration,
1582-1883

Deputy Commissioner and Acting
Commissioner,

Scocial Security Administration,
1977-1978

Acting Administrator,
Health Care Financing Administration,
1977

John D, Young . . . . . . . . . . . Professor of Public Management,
American University

Assistant Secretary for

Management and Budgec,

Department of Health, Education, and
Welfare,

1977

. Assistant Secretary,
Comptroller,
Deparctment of Health, Education, and
Welfare,
1973-1877
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APPENDIX E

SCOYAL SECURITY ADMINISTRATION:  PROGRAM

AND OROANIZATIOHAL HISTORY

The following chronology briefly describes the mejor program and

organizational events in che avolution of the Social Segurity Administration.

1t does not cataloy every change in program goverage or eligibility; only

thogse program changes which had ¢ sigmificant impasr on the smission and

arganization of the agancy ars included.

1935 -- Passage of the ariginal Sovial Ssourity ACT established old age

annuity, unesployment insurvsnge, aid e dependsnat children, and aid to
the hiind programs under tha jurisdicetion of the 8ocial Security Board
{888}, an indepandent, thres-member bipartisan board. The SSB created
an e#ecutive director with responsibility for administration, three

operating bureaus, five service bureaus, and twelve regional offices.

1837 -- Report ¢f the President’'s Commictes on Aiministrative Management

1938

{Brownlow Committee! recoasmended thab the independeny Federsl agencles
that had prolifessted during the sarly New Deasl years pe consolidated
intoe new or existing departments. The repovr formed the basis for
President Rooseveli'e raorganizdbion plan discussed balow.

Passage <of the 1%3% Hocial Securivy Amendments significantly broadensd
the hasic social securlty prograsm by establishing purvivors and

+

dependents benefits. In additicn, Redrganizasion Plan No. 1 crsated
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1946 -

158G v

1383 -~

1954 «-

1956 -

143

the Fedeyal Security Agency (FEA} and placed the Bocial Securigy Board
under ¢he ¥83A.  The plan reguired that the *Cheiyman {of the 388}
shall perform such duties as cthe Administrator {of ¥8a) shall direct. 't
The Plan also bransf=rred the Uniced Staces Emplovment Service from
the Deparcment of Labor to FBA/SSSEER; in 194% the Bmployment Service was

rewurned to DOL,

Reorganizatvion Plan No. 2 abelished the Social Sevurisy Board and
created a Commissionar for Socisl Security within the Federal Secuwiry

Agangy.

Maior expansion of coverage included farm angd domestic worksrs,

salf-emploved, and others.

The Department of Health, Education and Welfare szeplaced Lhe Fedsral
Sgeurity Agenrcy. Disabilicy "freeze" legislation passed, presaging
the digabilivy insurance program. 552 esitablished a Division of

Digabilivy Operations in 1954,

Coverage expanded to include self-employed farmers and professionals,
most homeworkers, state and local govermment emplovees 1 acoepted by

referandum,  and misisters if they opted for coversge,

Bisability lnsurapce program enacied to provide bensiizs for workers

age $0-84 and disabled children age 18 and over,
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1958

14965

1372

1975

1977

110

Benefits extended to .dependents of disabled workers in same manner as -

dependents-of retired workers.

Reorganization of HEW separated Bureau of Public Assistance and

Childrens Bureau from SSA and created a Welfare Administration in HEW.

Passage of Medicare led to creation of Bureau of Hospital Insurance in

S5a.

Enactment of Supplemental Security Income program (replacing aid to
aged, blind and disabled administered by Social and Rehabilitation
Service) led to creation of Bureau of Supplemeﬁtal Security Income in
S5A in 1973; OASDI benefits indexed to cost-of-living effective in

1975,

Internal SSA recrganization reduced Commissioner's span of control by

consolidating bureaus under an office of program operations.

HEW reorganization created Health Care Financing Adminiscration X
{Bureau of Hospital Insurance moved to HCFA) and abglished the Social
and Rehabilitaticn Service {AFDC and Child Support Enforcement
programs shifted to SSA; Medicaid shifted to HCFAE and Grangs to

States for Social Services (Title XX) was established in a new agency,

the Office of Huwman Development Services).



1i1

1978 -~ Peparument of Bducation established, consolidating education

funetiong.' New Deparviment of Health and Human Services organizad wich
4 operating bureaus: 58A, HUFA, Public Health Service, and Human

Development, Services.

1578 -= Inrernal B8A reorgacization abolished program bursaus and oreaded

functional offices, expanding the Commissionar's span of contyal by

providing direst reporting by each Reglonal Commissionar.

1881 -+ Inrernal realipscents added fwo depuby commissioagrs {in addition to

-83

exigeing deputies for 1) operations and 2} program and policy,

deputies for 3) systems and 4) management and assessment were created).

Summary of Program Changes

Old Age, Susvivors Insurancs--0ld age annuities established is 1835, survivors

and dependants benefits sdded in 183%; sundry eligibility

-

modifications {decreasing age of eligibility from 65 Lo B2, abc.! made

ovEY the yeary.

Disability Insurange--Inivial #-freeze+’ legislarion passed in 21953, allowing

vears in which worker is disabled to be dropped in caleulavtion of
retirement benefits; disability benefits for workers passed in 1556;

survivors and dependents bapefits added in 1938,

Hospital and Supplemenial Medical Insurance--Passed in 1883 $S8A administered

progras from 1%8% uneil 1977 when HCFA was created.



Aid to Dependent Children--({"Mother's Pensions") passed in 1935; S5A
administgred thig State grant-in-aid program until 1963 when the
Welfare Bdministration was created. Program returned to SSA in 1977
when the successor tec the Welfare Administraticn {Social and

ot Rehabilitation Service) was disbanded.

Aid to the Aged, Blind and Disabled--Established in tho original 1935 act; SSA
administered these State grant-in-aid programs until 1963 when they
were transferred to the new Welfare Administration. In 1972 these
programs were replaced by the Supplemental Sesurity Income program,

with direct Federal administration by SSA.

Child Support Enforcement--Created in 1975, this State grant-in-aid program

was administered by the Social and Rehabilitation Service until SRS

was disbanded in the 1977 recrganization of HEW.

Black Lung Benefits--Enacted in 1969; SSA administercd direct Federal payments
to ceoal miners disabled by pneumoconiosis and to their widows and
certain dependents. Since the Black Lung Benefits Act of 1972, SSA
has been responsible for miners' benefits filed between 1965 and June
30, 1973, or for claims filed within 6 months after the death of a
minor or widow already on the beneficiary roll established by SSA.

The Department of Labor 1s responsible for claims filed after June 30,
1973, although SSA <wontinues to accept claims and to forward them to

DOL for adjudication and payment.:



