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The Staats Study 


The 1983 Amendments, following a recommendation of the Greenspan Commission, 
authorized the establishment of a study panel to undertake a "thorough study with 
respect to the implementation of removing the Social Security Administration from thl.! 
Department of Health and [-Iuman Services and cstabl ishing it as an independent agcllcy 
in the executive branch with its own imil:pcndcnt 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 politics orthe independent agency were multi-I~ICill:d, although simple in a way. 
Both houses of Congress and both political parties Wl:rl: gl:nerally in lilvor of rl:lurning 
SSA to independent status. In fact, a bill passed twice in the House by virtually 
unanimous margins, only to l~lil for lack of action in the Senate. Administrations over 
the years, both Republican and Dcmoeratie, tended to n:sist the idea. The real debate in 
the Congress was over the administrative form such an independent organization would 
take, In particular, the House tendcd 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 thc agency. This diflcrenee of opinion was one of the main reasons 
that the '83 Amendmcnts called for a study of the administrutivc feasibility of making 
SSA independent, with a special charge to advise the Congress on the Board vs. single 
administrator issue. 

The Study Panel consisted of three members: E:Jmer 13. Staats as Chairman (a long-time 
government executive); Martha Derthick (a leading academic); and Arthur Hess (a 
former top-level Social Security Administration official). along with an Executive 
Director, p, Royal Shipp, and it staff of eight. The Panel's r~port, iss lied in June of 1984, 
kicked off an intense period of persistent efforts to craft legislation which could pass 
both houses of Congress and secure the signature of a usually relut:tant President. 
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CONGRESSIONAL PANEL 

ON SOCIAL SECURITY ORGANIZATION 

IU'U, " ....TI, C_ .....,. .... Plonwoc...._ ..._. 
"~T_I...... , __... 

.June 12. 1984 

The Honorable Dan Rostellkowski 
Chairman. Committee on Ways ;md McriliS 
1·louse of Rl!preSCnlrllives 
Washington. D.C. 205[5 

Dear Mr. Chairman: 

The Social Security Amendments of 1983, ]..l.L. 98-21, established a 
joint study panel under the authority of your committee and the 
Committee on Finance of the United States Senate to undertake a 
"thorough study with respect to rhe irllplclllclltil1ioJl of I"cllloving the 
Social Security Administratiun from the l)epill"(111CIl( 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 sllch a slructure headed by a board rqJPointed by the 
President. by and with the ,lclvice Hnd consent of the Scnate,H 

The law direcled the Panel to address, analyze. and report on 
1) the manner in which lhe transition to all iltdependelll agency would 
be conducted. 2) the (Iuthori( ies which would have to 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 olher details 
which rIlay be neC(~55ary for l'lle dcv(!ioPlllCIlt' ur <:Ippropriale h!gislaliufl 
to establish the Social Security AdlllinistraLion as all illdepelldellt 
agency. 

Pursual\!. to this manti,ll\!, the 1)<llll~i il(!i'(:lJy 11'<l115111iL5 its Report 
of the findings of our sLudy, including our reCOllllTlelld,llions fur the 
program responsibilities. adlninistr<ttive structure and Jhe management 
authorities most appropriate ror an ilHlependellt Social Security 
Administrilliol1. The Report. <tlso irlcludes a suggested LransiLioll plan 
and a dnlft bill implement illg our !"U:ollllllelld,Jt iolts. 
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We would like lo thank tile COlllJllitlCC for its SlI]lpOrl or the 
Panel's work . ... 

Elmer B. SWals. 
(lia i ['Ill all 

Manha Dcnllick, 
Member 

/ '-' ... ..;: =; //.
" ...... , . .'. -'" /, r 

~ Arthur E. Hess. 
Member 

Enclosure 
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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 AtllcndmenlS of 1983. P L 98-21, established a 
joint study panel under the authority of yOlll' cOllllllillee and the 
Committee on Ways and Means of the House of Representatives to 
undertake a "thorough study with respect to the implementation of 
removing the Social Security AdministraLioll from the Department of 
Health and Human Services and eSlabli.slling il as an illdepcllClclll agency 
in the cxucutive branch Willi it.s own ilHlupclHlelll adlllitlist.Ullivc 
structure, including the possibility of slicil :1 SII'uClul'e he;lClt~d by a 
board appointed by the I)resicienl, by and wit.1! the advice and consent 
of the Senate." 

The law directed the Panel to address. analyze, and report on 
1) the manner in which th(~ transition to an independent agency would 
be conducted. 2) the authorities which would ill.lve to be lr<'ll1sferred or 
amended in such a transition. 3) the progralll or programs which would 
be included in the flew agency. 4) the lewd find other relationships of 
the new agency with ol'her ol'ganizatiorls. ,Inti 5) any other dCl'iJils 
which may be necessary for the deveiopillem of appropriate legislation 
to establish the Social Security Administration as an independent 
agency. 

Pursuant to this t1lalHl~lte, the Pmwi hereby transmits its Report 
of the findings of (Jur study. including our l'econllllcrHiations for the 
program responSibilities. ,HllIliniSlralive slr'llcltJl'e ,mel the Illarwgement 
authorities mOSt apj)l'opri~ltc l'oJ' i\ll illtiepelllli!lll. Social Security 
Administration The Report ,dsu includes ,I suggested Ll'illlSiLiulI plan 
and a draft bill implementing our rCCOlllllll!lld;ltiuns, 
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We would like to thank the COllllllittee for its support of' the 
P'4'riel' 5 work. 

ChainnaJl 

/~~
M,lnl18 [)crt)\ick. 
Member 

._ 	-;>_~r_~// 
,.,-	 ""/;_;-',;" , ~~..1/ 

~ 	 Arthur E. Hess. 
Member 
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PREFACE 

---, " The CongrussiolWl P;:lIlul UII S()cicil Sl~curily Ot"gcIlIlZ,ILiull WelS established 

by Public Law 98-21, the Sucial Sl2curiLY All\l)tlcilllcnlS ()f 1983. The I)clllel was 

directed to undertake a ~'thorough study with I"l:spect to the impleillentation of 

removing the Social Security Administration from the Department of Health and 

Human Services <.mel establishing it as an imlependclll agellcy in the executive 

branch with its own inde[Jendell1 acillliniSLrrltivl! slrucLure, including the 

possibility of such a structure h(!,:lCled Ily ,\ bOilrd i:ljllllJillll!d by the President. 

by and with the advice and consent of the Senate:· (Appendix A includes the 

section of P.L. 98-21 that mandCltes the Panel's study_ It also includes an 

excerpt from the Conference Report ane! excerpts discussing the Social Security 

Administration as an indepencicnt agency frolll two n~Cel\t IwtiOlwl commissions 

set: up to study social security.) 

P.L. 98-21 directed the P<lIH~1 to ]"(!IHlrt the f"iIHiillgS of its study, 

together with any recommendations it considers i:lpproprialc. to the Committee 

on Ways and Means and to the Committee on Finance. In addition, the 

authorizing amendments specified that the l)~lllel·s study SilOUld consider: 

t.he manner ill which thc It·aJlsiLioll lU (Ill itldcp(~Jldelll agcllcy 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 

jurisdicLiotl of the new <lgellcy: 

the legrd ;:mll other rcl<lliollsilips willi olher ot"ganizatiolls which 

would be reljuircd of ;1I1 ind()p{~lld()nl sucial security ;Igency: and 
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any other details 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 Senate version and 

the final bill specified cle<lrly 111m tile p,lllel's study sllould concentrate 011 

"implementation H of cHI illdelwndellt social seelll'ity ilgency, 

Consistent with the inSlructiollS of the lilw. the P,\l1el has not weighed 

the merits of independence for the Social Security Administration as compared 

to its continued presence ill the Department of Health i:Hld I-iuman Services, 

Though the Panel's recommendations presume indepencience. they should not be 

interpreted as 8tl endorsement of it Nul' docs the Pallel endurse retention 

within the Department of Hl~,llth ,\lId HI\lll<lll Sel'viccs. 
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CHAPTER I 

OVERVIEI'I 

J. THE AGENCY AND ITS PROGRAMS 

The Social Security Administration (SSA} is one of the largest Federal 

agencies, with 84,000 employees in its ce:1tra~ offices and at mo:oe than :,30e 

field offices and regior-a: operat::,ng cer.::-'ers th:::oughout t~e !1a,:ion. Federal 

benefit payments ar-a SSA'I> at he::: exper.:i::,tu:::es fo::: FY 19a5 a:::e estima:ed at 

$200 billion, of which 1,15 percent pays for administration. SSA es~i~tes 

that it: 19S5 :;:he prcg:ams I:: ad:;)inis::ers will send about 600 mL':':cn checks to 

over 40 million recipients. In addition, the agency will process 6.2 million 

new claims for benefi:s and :ake nearly 68 mil1:cn actions to keep the benefit 

rolls current. 

The vast majority of SSAls resources are expended in carrying out its 

program responsibihties for the Old Age, Survivors and Disability Insurance 

fOASor) programs and the Supplemental Security Income {5SI1 program, Social 

insurance paid through OASDI programs provldes primary cash benefits for 

retired and disabled workers and their survivors and dependents, and the 5SI 

program provides a '.l!uform Federal benefi;: to :1eedy aged and disabled persQr.s 

with little or no other incor,;e and resources, 

SSA also administers part of the Black t~):1g program and has oversight 

responsib:.:"ity for the programs 0: Aid to Families with Dependent Children 

(AFDC). Child Support Zr"rorcer.,ent (CSE), Refugee Resettlef'".ent, ar.d Low Ir.come 

Borne Energy Assistance. Benefits aTtO servic€s under these lattCl" tour 
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programs are generally provided by State and local governments; SSA 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 OASDI and SSI (98.4% of total workyearsl and 1,400 workyears on 

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

programs and organizations of SSA.) 

Prior to the mid-1970s. SSA was considered one 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: 

o 	 experienced serious problems in implementing the major welfare 

reform provisions of the SS! program; 

o 	 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; 

o 	 took corrective action to reduce erroneous benefit payments and to 

decrease delays in processing backlogs of earnings reports only 

after such administrative failings had received widespread public 

attention and criticism; 

o 	 bore the brunt of a decline in public confidence in social security 

resulting from ~he_two major financial crises the program faced in 

the late 1970s aQ.d early 1980s; 

(I 	 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; 
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o 	 was subjected to congressional and other comp1aincs that the 

quality of public service was declining; 

o 	 was ~nable to r~intain a strong sense of organizational ~ssion 

due, among other reasons, to frequent turnover of top level 

~~nagers and disr~pcive internal reorganizatlcns. 

Cc::c:..:.rrer.:ly, the social security programs became newly vulnerable to 

critical a~ten~ion from political leaders--Presidents, Secretaries of Health 

and Huma~ Services, rembers 0: Congress--because, ra~her than beir.g reliably 

se!f-suI)port::..ng, tt:ey were unpr€d:c:ably trs':Oa::ened "."ith well-public:zed 

revenue shortages. Furthermore, ~n ar. era of sustained high inflation and 

very large Federal budget deficits, Preside;):s of beth parties have placed 

particular emphasis or;, the need to contro: governmer.t spe:;-,d:.n9, especial::'y in 

entitlement programs, anti, for the first time ;';1 thelr histo:ry, the soc:.al 

security programs became the target of c...:t:s _ Becat:se they acccu:,.:': for so 

large a share of domestic spendir'9 in ':he Federal ol;oge::.: 00 percent in 1985). 

because their outlays have grown rapidly lfrom $30.9 billion in 1970 to nearly 

$200 bElien in 1985). and because the financial condition of the tr.ust tunds 

depends heavily on the performance of the economy, the 50c:.al securic.y 


programs will undoubtedly remain under scrutiny and suscep.-:ible to controversy, 


Natior.al debates over social security's financing problems apparently 

have ur.dermined public confidence in the social security programs. For 

example, a poll conducted by Peter D. Hart Research Associates in 1980 found 

that 61 percent of non-retitcd respondents had little confidence that funds 

'....euid be available to pay their ::::et:rement benefits. Almost three quarters of. 

:hose between 2S and 44 expressed such doubts. However, bipartisan 

legislation 10 1983 .shored up the program's financing, Actuarial estimates in 

http:Natior.al
http:spe:;-,d:.n9
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the 1984 report of social security's Board of Trustees, assuming moderately 

favorable economic and demographic conditions, show the programs to be 

adequately financed through the next 75 years. Indeed, if realized; these 

assumptions would result in a large build-up of the trust funds from the early 

1990s until the baby boom generation begins 1:0 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 FOR INDEPENDENCE 

Bills to make SSA independent of the Department of Health and Human 

Services (DHMS) were introduced in Congress starting in the early 19705. 

Congress took no action on them, but mandated the present study after two 

national commissions addressed the question of independence. 

The National Commission on Social Security, established pursuant to the 

1977 social security amendments, recommended in 1981 that an independent 

agency be created in the belief that "significant improvements in the 

operation of Social Security and related programs and the public's 

understanding of those programs would result." The majority of members of the 

National Commi'ssion 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 hi-partisan board." It noted, however, that it had not 

had time to look into the various complex issues involved 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 
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organization, and it prevailed from 1935 until 1946, 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 confidence 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 prl:Jgram 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 to be considered and issues to be resolved 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 SSA 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: 

o 	 Operational Efficiency and Effectiveness. SSA is a large Federal 

agency with operations that affect virtually every citizen. 

Efficient and effective administration of the social security 

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



o Policy Coherence. Coordination among the Federal government's 

income supp~r: progl-ams is highly desiraole and may oe affec:ed by 

the distribution of functions among and within agencies of the 

exec;.:;':ive bra"ch, 

• Accountabilitv . I::: is a func.amental pri::1cip':'e ot ot.:r democratic 

system of governmer.t that executive age:lcies sha:!.l be accour.table 

to political leaders, who in turn are made accountable to the 

Supervision 

of executive agencies in the federal government comes from many 

sources. It is earned ou:;: by P!'esidents, their irrunec.iate staffs. 

and 	the control agencies of the executive branch; by coogrets and 

its 	staff agencies, including the General Accounting Office (GAOl; 

by the courts; and even to some extent by citlzens and public 

interest groups. One of the Pmncl' s central concerns was to assure 

full accountability of the social sec~rity agency to the Congress 

a~d 	 the President, while at the same time achieving an appropriate 

balance within the execu!:~ve bra71c;: between central controls ar.d 

managerial disc~etion. 

o 	 Con~i::\li~y -:.)f Leadership, SSA has haa nine Commissioners in the 

pas:: dozen yea:::s; :our of the c:.ne, :ncL:ding ::he incur:-.be::1t, have 

served on-=-y in ar: acting ca;?acity. SSA :-:as ::::dergone Sevey.al 

reorganizations since 1975, O:le result of which was to encoilragl? 

departures cf ::op·level itersonnel This experience senously 

disrupted the organizatlon and adve~5ely aEfe::ted the r:orale of its 

employees, and it is in sharp contrast to SSA's previous history 

http:Sevey.al


7 

during ~hich its leadership was exceptionally stable. No 

organization can perform well if it undergoes incessant changes of 

top staff and leadership. It is urgent to r,estore 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 stabi~ity in its corps of policy and management 

officials. 

D 	 Public Confidence. Because advocates 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 

perspect~ve 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. 
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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 plan are included as Appendices 

Band C. The Panel's recommendations are: 

o 	 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 

ADMINISTERED 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). 

o 	 TO ACHIEVE ACCOUNTABILITY AND I1ANAGEMENT EFFECTIVENESS, THE NEW 

SOCIAL SECURITY AGENCY SHOULD BE HEADED BY A SINGLE ADMINISTRATOR 

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 KNOWLEDGE OF FEDERAL GOVERNMENT OPERATIONS. 

THE POSITION OF ADMINISTRATOR SHOULD BE ESTABLISHED AT EXECUTIVE 

LEVEL II, WITH CONCOMITANT AUTHORITY AND ENHANCED ADMINISTRATIVE 

AND PROFESSIONAL-STATURE SO AS TO ENCOURAGE CONTINUITY IN TOP 

MANAGEMENT (CHAPTER IV). 



o 	 TO PROMOTE INDEPENDENT REVIEW AND ENCOURAGE BROADLY BASED POLICY 

ANALYSIS, A PERMANENT SOCIAL SECURITY ADVISORY BOARD SHOULD BE 

ESTABLISHED WITHIN THE NEW AGENCY. ITS FUNCTIONS WOULD BE TO 

'.'.. 	 OVERSEE MANAGEMENT AND ASSESS POLICY ISSUES IN SOCIAL SECURITY AND 

TO ADVISE THE SOCIAL 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) TO SUGGEST TO 

THE PRESIDENT NAMES TO CONSIDER IN SELECTING HIS NOMINEE FOR THE 

POSITION 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 6 - YEAR TERMS, WITH 

STAGGERED TERMS FOR THE INITIAL BOARD MEMBERS, AND WOULD BE 

ELIGIBLE FOR RE~POINTMENT. 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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~ 	 TO STRENGTHeN THE MANAGEMENT OF THE NEW SOCIAL SECURITY AGENCY k~D 

TO IMPROVE OPERATIONAL ACCOUNTABILITY, THE CONGRESS SHOULD DELEGATE 

TO THE SOCIAL SECURITY ADMINISTRATOR SELECTED t-I.A.},jAG&v..&\l'I' 

A:J'I'HORITIES AVAILABLE UNDER ctRRENT LAW _ SP£CI?2CALLY, CC:-JGESS 

SHOU:..D DIRECT DELEGATIO:JS CF ESSEl'i'!'IAL AUTHORITIES F'ROM THE. GENERAL 

SERVICES ADMINISTRA':'ION AND THE CPFICE OF PERSO:-J1'13L MANAGEMENT FOR 

(1) AUTOYATED DA':'A PROCESSING/INFOR;':ATION i<.C:SO];:C::::S !-V.llAGEM~7, (2) 


iWMINISTRJl.7I\'E SERVIC2S I .1\.o.'E) (3) PERSONNEL f.o'ANAGEr>lENT. 


FURTHERMORE, TEE CONGRESS SHOULD ENACT ~EGISLA7ION PROVIDING THE 


SOCIAL SECURITY ADMINISTRATOR GREATER FLEXIBILITY IN BUDG3T 


FORMULATION At"lD ;:XECU'I'ION. SPECIFICALLY, iME AGENCY'S B1JDGET 

SHOULD BE SUBMITTED TO CONGRESS BIENNIALLY, AND THE PERSONNEL 

REQUIREMENTS INCLUDED IN ITS ADMINISTRATIVE BUDGET SHOULD BE BASED 

ON A WORKFORCE PLAN RATHER THAN ON PERSONNEL CEILINGS. AT THE 

EARLIEST PRACTICAL DATE FOLLOWING ENACTMENT OF LEGISLATTON THE 

PRESIDENT SHOULD SELECT AN ADMINISTRATOR FOR THE AGENCY. IN THE 

INTERIM, THE Cm·tMISSIONER OR ACTING COMMISSIONER OF SOCIAL SECURITY 

WOULD SERVE AS AC':'I~G A:JI4INI5TRATCR ~ I'i'OUL:J ~.sTA3:"ISH A 

TRANSI':':CN TASK FORCE Pu'aD COKD:JCT T:-;:: T?Jl.liSITIOK L'f~':L S:JC{ THE AS 

':'HE ADMINISTRATOR IS CONFIR"1ED. TIm ACTI.t\G ADM::::-nSl'RATOrt. ;';O:.l1D 

ALSO BEGIN TO DEVELO? A PLA.~ A.~D NEGOTIATE CRITERIA TO EVALUATE THE 

RESULTS ACHIEVED BY THE NEWLY CONSTITG7Eu AGENC':{ AND WOULD BEGIN TO 

NEGOTIATE: APPROPRIATE OVEaSISHT ROLES POR 'THE CE."JTRAL I/.A.NAGEt>1ENT 

AGENCIES (CdAPTER V). 
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CHAPTER II 

THE SOCIAL SECURITY ADMINISTRATION: ITS MISSION, 


CHALLENGES AND PROBLEMS 


I. INTRODUCTION 

In the course of its study, the Panel was impressed by SSA's unique 

missier. 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 mission, serve its clientele, and 

operate efficiently and effectively. In addition to testimony from witoes,ses, 

the Panel had access to numerous official and semi-official evaluations of 

SSA's operations conducted by the GAO, the President's Private Sector Survey 

on Cost Control (the Grace Commission) I the Congress (in oversight hearings), 

and private contractors. Based on these assessments the Panel concludes that 

the correction of widespread 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. 

SSA's network of field offices is an important contact point with the 

Federal government for a large and growing share of the population. Except 

possibly for the Internal Revenue Service (IRS), no other Federal agency 

touches so many people or h~s so direct and profound an effect on their daily 

lives. Accuracy and reliability of payments, responsiveness to public 

inquiries, and the accessibility of local offices all can vitally affect the 

well-being of the public and influence its perception not just of SSA but of 

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

significant and fraught with emotion-~applications for survivors 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. At any given moment the waiting room may include: 

o 	 a retiring household worker who is there to apply for her social 

security benefits and for S5I as well as for Medicare (and to have 

Medicaid and Food Stamps explained to her for possible referral to 

the local welfare office). 

o 	 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, 

el 	 a disabled beneficiary called in for a continuing disability review, 

o 	 a frazzled mother with raucous youngsters trying to acquire Social 

Security Account Numbers in order to establish bank accounts for 

them, 

e) 	 an uneducated itinerant called in for an annual redetermination of 

his SSI eligibility, 

o 	 an elderly widow whose monthly benefit check did not arrive on time 

and who fears that it may have been stolen from her mailbox, 

o 	 a bewildered octogenarian with a spate of medical bills who needs 

help in filing for-Medicare reimbursement, 

o 	 an irate benefictary who cannot understand the notice he has 

received informing him that he has been overpaid, 
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o 	 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. 

The 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 operational 

and management excellence. This major challenge will require concentrated 

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

Congress. 

I I. THE MISSION OF SSA 

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

with SSA. To grasp the operational challenge the agency faces, one must 

appreciate the social significance and tremendous volume and complexity of its 

work. 

,\ 	 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 
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oSSA must receive, process and keep up to 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, SSA will have received and posted about 170 

million reports of earnings for 117 million workers. 

o 	 Social security benefits form a basic part of the personal 

financial planning of most workers and their families, and Medicare 

provides the underpinning for their health care in old-age and 

disability" people of all ages seek information from SSA about how 

social security and Medica"re 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 inquiries 

on behalf of constituents seeking assistance" 

While about half the country's population are active workers whose 

earnings are recorded by SSA nnd 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 form 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, SSA 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 million to the SSl rolls. In the years ahead, as the 

population grows and ages, these numbers wi 11 increase. 

o 	 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 SSA'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 tracked, 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. SSA must keep track of remarriages, new addresses, deaths, 

and many other changes in order to pay proper benefits. In 1983, 

SSA processed almost 66 million such changes. Reviews of 

continuing eligibility for disability benefits and for ssr benefits 

normally involve 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 

officeB, 10 regional offfces, 6 Program Service Centers, and the central 

office complex in Baltimore .. While SSA's mission centers around issuing 

account numbers, maintaining earnings records, and making benefit payments, 

the agency also 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, 

regulations development, 

actuarial analysis, 

quality control and appraisal, 

prevention of fraud and abuse, 

an independent process of fair hearings and appeals, 

analysis and development of systems methods and procedures . 

., The usual administrative staff services such as: 


budget formulation and execution, 


personnel and labor relations, 


management planning and analysis, 

facilities and material resource management. 

III. SSA'S OPERATING 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 

operating responsibilities depend ultimately on the quality of the agency's 
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managers and its employees. Strong managers, dedicated workers, and effective 

procedures and tools are necessary for SSA to produce first class work. 

Despite its efforts, SSA has, in the critical areas listed below, been unable 

to resolve numerous operating and management problems or to act on 

opportunities for improved performance and productivity--often for reasons 

beyond the agency t 5 control. The result has been labor-intensive, error-prone 

operations and lost opportunities for improved public service. 

,j Computer System Deficiencies. Despite its large computer 

installations, many of SSA's complex operations are basically 

labor-intensive, manual processes because the agency has not 

adequately kept up with state-of-the-art computer technology. The 

extent to which computer technology is applied to SSA'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 be automated. 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 people) and the 

Baltimore-based central records and disability operations (which 

employ over 11, 000 people) are other labor-intensive operations 

using manual processes that could be automated. 



Notwithstanding c.umerous studies and efforts over the past decade, 

SSA has ..at in;:;reased aL:tO::'.ation in its manual processes at a pace 

fast enough to keep ahead of growing workloads. In 1975; 

Cormniss:..oner James B. Cardwell formed the Office of Advanced 

Systems (OAS) to comply with President Ford's request in 1974 that 

SSA review its systems. Improved technology was ~xpected to offset 

dependence on ever~increasi:1g numbers of employees co perform new 

functions asslgned to ::he age;1.c:..... OM p:oposed ext.er.s.:.ve 

ac;.tomat:..on, such as co:nput.;;t :::ermir:al.s :;:n field off'::':::e empl::yees' 

desks beginning in the early 19809. Eowever, after spend~ng about 

$17 mill;.on, SSA aoa::doneci this. effort in 1979. rn 1977, SSA 

i;.it~ated an eEor:: outside the OAS project:: to redesi;?,. some of its 

sys::e;r,s in order to rea :-ize s~bscant ia:' i:up;:ovements in computer 

system support. On February 6, 1991, GAO reported that although 

substsntial cffore end cesources were invested in this "RSDHI 

redesign project, ~ it wes la;:gely unsuccessful. Inadequate 

planning and·manugemenc of che project and inadequate validation of 

changes we;:e the primaxy reasons for the proJect's failure. 

In early 1982, Comrr.lssioner John Svahn published a Sys~ems 

Modernization Plan (SMP) for overhauling SSA's systems thrQugh the 

use of modern technology. ';.'he early SLages of t:.c St<'!P have been 

vague on when and ~ow it will integrate SSA's prograFs and 

eliminate the inefficier.t, manual, error-prcne processes th"t exist 

due ::0 (;Urrent systems limitations GAO's May 28, 1982, report on 

the 8M£> pointed Ol.:t that GSA con::im:es t:Q lack an agency-wide 

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

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


respor.d~rg adequately to fature agency and program needs. 

Cot:".misg~cner t<lar:;ha McS~een ;.ecent:y ~nitia:;ed effo:cs to remecy 

SSA's deficiencies in :cn9-~ange planning. 

The s;.;? ::.s SSA's ~aces':;: effort- to modernize its ccmp',."ter syst.ems. 

Altho"J.gh computer hacci"are has tee;; sig;.i£icantly 'Jpgra;ied I,+nder 

the SMP, the grea:::est iTl'.proverr.e:1:::s in efficier.cy and effectiveness 

from modernization will come fr~ automa~in9 lahor-ictensive 

processes. Implementation of these impro\rementl3 wi~~ cemand 

skillful management because of the substantial changes required in 

SSA's operations and the consequent trauma such changes may have 

for the organization and its employees. 

Management Information System Det:1ciencies. SSA's management 

information systems are fragmented, uncoordinated, and limited in 

coverage, and they generally do not provide timely, accurate, and 
, 

reliable information to those individuals who can take direct 

action to reaolve p(oblems. Fel" example, the only systematic 

measurement of tbe quality ot p\lblic set·vice consists of data on 

the processi"g ::ir.,e and accuracy of initial cla::.ms workloads. 

Howeve::, these da;:a a:::e ;'lot statislically :::eH0hle at the 

individual office or employee leve: and by themselves go o;lly part 

way in assess:bg~t:he quality of p'..lblic service. Managers in SSA's 

field off:;.::e& have ~o develop ar.::i operate r..<1:1'..:a1 ir:Eorr.'.atior. 

systems ;:0 manage workloads and sea:;; ;;ecause t!1e exist:ng systems 

do not meet thel r needs 

http:cla::.ms
http:efficier.cy
http:Altho"J.gh
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OVer the past decade, S5-A has improved some data and reports 

produced for the agency' 5 managers. Furt;.her necessa.ry improvements 

in management information systems will require l.mprovements .(.11 

... 	 SSA! s computer systems . SSA's efforts to modernize its systems 

have included manage:nent i:ifortnatiol'. as a seconcary priority and 

have :1Ot yet beer.. completed. However, Act iog Commissioner McSteen 

has recognized ;:he deficiencies in the preser:t management 

informat~c!l sys::€::IS and has rr.ade the design and :unplemer.t:ation of 

reHab:e sys::e::ls :;ne of SSA s najor obje;::tives ter the next S years. 

SSA Staffins Prohlems. SSA's problems in hiring, training, and 

retaining highly skilled t.echnical personnel to design and install 

computer systems have been widely public 1 zed. However, the agency 

also has problems with staffing 1n 1ts E~eld offices, the critical 

points 	in the delivery of quality public service. Personnel 

ceilings and the court-Ordered ban on the Professional and 

Mmir:istrative Career Examir:ation ,PAC!::) for recruitment have tr.ade 

it difficillt to acquire :-:'igh caliber s::aff fer career entry jobs at 

a time when the comp:exi::y and difficu:'cy 0: SSA's work are 

increaSl:l9, SSA is either not competitive in the salary it can pay 

or cannot offer career positiOns to gOOd candIdates. It has chus 

been forced to ~ely primarily on incernal promotions of clerical 

employees to fil! its technical and proressional ranks in the field 

offices, Yet, according to some office managers, the pool of: 

promotable clerical employees has been depleted. 

http:necessa.ry


Over the years, SSA's work has become more complex, and its need 

for high quality staff has increased Inadequate computer system 

support. has increased the amount of manual work and made-the 

progralUs more difficult to administer Problems with the quality 

and utility of SSA's instructions, forms, a~d training and with 

inadequate office space further contribuce to a difficdt work 

environment < A September 19B3 report by the private co~sulting 

fir~ Delo1tte, Haskins, a~d Sells under an SMP contract pointed cut 

that there are "problerr,s in developing and maintaining r.igh 

employee mo!'ale and proper organizatiOnal a:::titudes.*" 

" policy and Procedural Instruct10ns Problems. The volume of new or 

changed instructions often overwhelms field office personnel. Due 

to continuing leglslative and (;ourt.~ordered programmatic cha:1ges, 

administration of the social secunty programs has become extremely 

i;:o:;',plex. While ad:ninist!'8tive co:nplexity is ar: inherent feature of 

large government programs, SSA's Byste!'.'. for issuing instructions ~o 

the field, designee to carry oue these mandated program changes, is 

disorg£mized and confusing. As a result the field office work 

environment has become needlessly complex, and the current utility 

of many changes in inst~uctions is marginal, (Acting Commissioner 

McSteen has made improvement of pt'ogramma:t ic issuances one of heY 

principal long-rqnge Objectives. 

Ie 197$, GSA began an e:fo.t to ccnsolidate over 200 manuals into a 

compreher.sive Frosrat';', Ope;:a:::ions :-:..0:...a1 Sys';;e::', [PC":<\S) ;.n response 
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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 revisions 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 bulletins which are not in 

the POMS format and do not replace pages in POMS. 

In July 1977 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. 

Office Space Problems. Convenient location, adequate waiting 

areas, privacy for interviews, and an overall businesslike office 

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 operating needs, limiting SSA's ability to 

conduct its oper~tions. 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 

1981, GSA has provided more promises than service. Improvement 



in service in flscal year 1982 was not sustained in 1983. 

According to one SSA Regional Commissioner, as of February 19B4 the 

number of critlcal offlce space cases is increasing, and. GSA is 

faill.ng to provide even marginally accept-able servlce. 

IV. FUTURE CHALLENQES 

SSA must remedy chese operationa~ deficiencies. Fu~tter~re, the 

agency ;,rust be ready to respond to even more challengbg future changes in 

technology and a rapid gr~#th in caseloads (the number of beneficiaries wl~l 

more than double over the next 50 years), Arrong the many policy and 

operational issues that SSA will face, che Panel belleves that three 

critically affect program operations and rrw.nagement: 

6 	 Designing, implementing, and ma.tnta inins state·of <he-art 

computer- based operational and inf:Ol'1T0.tion suppo~t syste:ns. 

Meeting this challenge is essential to the agency's adn:i:1istrative 

mission. In adcHlon, successful implemect3tio::1 will ;;ave a maj:.:r 

impact on ,:he type and: cu~er c~ perso:'l::1el the ",-ge::cy employs. As 

c=:rnputerization ;:orog::esses, d: F ICDlt issues of per:;:cnnel 

rec::,u:t::',ent, tra:ni::g and: reoeploymel:t will face this large age::lCY, 

incl'Jcing a possible need to decentralize certain large operations. 

f) 	 Deflnir:q and achieving an acceptable level of public service. 

The establishrr.ea!:; of approprLace service levels for applicants and 

beneficiaries represents a continuing challenge for SSA. How far 

should the a.ged and the dis.sb1.ed have to travel to reach a social 

security office? How long should t.hey expect to wait in an o:fice? 

http:dis.sb1.ed
http:establishrr.ea
http:faill.ng


How m'..lch assistar:ce SI:.ould be provided i:1 obtainlng necessary 

doct:me!l.ts? How long should it ,;:ake from filing of an initial claim 

to receipt of tr.e first ?ayme::1':? What is an acceptable error rate? 

What should the public reasonably expect in terms of personalized 

attention from an agency that will necessarily become more 

automated in the future? In recent years, the answers co such 

questions have been largely nudget drivQrL For example, SSA 

arranges for payments to third pardes who a9:t:<!~ to act on behalf 

of bene~iciaries unable to manage their own funds. Re:::e:1tly, due 

to bsdficient :unding, SSA' s tt,o:-:.i ,;;o);':'og pr:::ogram to ensure that 

the payments act.ually are being '.:sed for the benefit of the 

intended recipient has been dormant _ As a result." pressut"es have 

been brought to tiear through COurt cases and legislative proposals 

to restore a reasonable level of represe~tative payee 

aCGc>.:ntability. 

In general, t.here appears to have been very little artH;:ulation of 

what the desired levels of public service should be, and chus there 

are no well-formed goals in this ctrea. SOme witnesses berore the 

Panel advocated that the social security field offices become 

* 'one-stopn service centers- - central locations for citizens co 

reCei Ife or inquire about the range oE possible services avai lable 

from the entire spectrum of government humhn services programs, 

even beyo~d services ~o ~he elderly aea disabled a~d beyond Federal 

programs, r;hile the concept Gas ae intt:it::.ve appeal, c:::eating such 

a one-,s-:;:op service :-:;etwcrk would be comp::'ica':ed and e;.:pensive. 

http:intt:it::.ve
http:doct:me!l.ts
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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 requires careful consideration of how the agency 

defines public service and the level it should provide. 

o 	 Implementing new legislation. Most legislative changes affect 

program operations and management. During the past 10 years SSA 

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 so,me 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. SSA will have to meet this challenge during a period 

of already high workloads 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 additional policy issues that in turn will create new . 

8dmi~_1~trative burdens. As these policy issues are considered in the 

executive branch and the Congress, the agency must provide leadership in 

evaluating their programmatic and administnltive consequences. 

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

major policy issue. Because of increased labor force participation 

by women, high divorce rates and other social, demographic and 

economic forces, the system of auxiliary benefits established for 

social 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 involves the sharing of earnings between spouses and would 

greatly incre.ase administrative complexity. 

o 	 Proper age for full-benefit retirement. Increasing longevity 

raises questions 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 past 65. Resolution of this issue could lead to 

changes in the benefit structure. 
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, Program complexity. social Security and 551 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 SSA employees to 

administer them. These complexities have resulted largely from 
, " 

legislative changes designed to ensure greater program equity. 

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 have 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 

SSA has undergone. extensive change in the last decade: its mission was 

significantly altered in 1974 when it began to administer the means-tested SSI 

program and again in 1977 when responsibility for Medicare was removed; its 

internal structure was revamped through major reorganizations in 1975, 1977, 

and 1979, and "realignments" in the eady 1980s; its confidence, as well as 

that of the public, has been undermined by financing crises in the mid-1970s 

and the early 19809; its implementation of the 1980 Disability Insurance (Dr) 

amendments led to chaos and severe criticism; and it has-yet to bring to 

successful completion the decade-long 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 responsibilities and has continued to pay checks on time to 

beneficiaries, the Panel concludes that the agency needs a period of strong, 

stablll.leadersh1p 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. This 

conclusion forms the basis for the Panel's choice of organizational forms and 

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

made independent. 
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CHAPTER III 

DEFINING T:43 P~OGRAMS FOR INCLUSION :iN ;'.1'1 INDEPENDENT AGENCY 

I, INTRODUCTION 

In considedng tr.e pr::grams ':0 recommend for inc::usion in a;"l 

independent social secut."i::y agency, the Panel began its deliberacions with the 

assur.;ption ct:at 0),;5D!, ;.Jhich :he A!!';e:dcar. pubEc generaEy ::hin;'::s of as 

nsocial secl,:rity," should define the agency's b.;!sic mission. I:: then 

considemd whether the new independent agency should CQntlnue to administer 

all the programs the present SSA does and, later, considered whether 

responsibility should be added for other programs not now administered by SSA, 

but which at·€: progralrmat:..:ally or acillinist~-ative:y related, T:~,e 

recomrnenciations took accour:t of the effect removing SSA from OHES would have 

or: that Department and its other programs, The Par:el str:uc-::.ured the removal 

of SSA so that minlmum hindrance would occur to effective operation of the 

Department's remaining programs. 

Ie assure a eor.erent ocerational rnissior.., a ;].ewiy independent: soc:.al 

securicy agency should rEi resoonsible for Al:.9!!linisterinq the Old Age, 

st.:.rvivcrs, and Disabil:ty Ins:.:.rall~e and ::,e SU'Jplemental Security :n:;:crre 

programs Other programs new aciministered hY" the Social Securitv 

Adminlstration should remain in the Department of Health and Human Services, 

No program (including Meol-care) currently administered by another agency 

should be brouqht into the social security agency. 
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These re.co:nr:.e:ldatio;;,s· !:est. 0:1 the coeclusion that making the new agency 

responsible solely fo;: OASDI ar.d SSl will maximize its chances of developing a 

coheren: l'Iar:ager,ent philosophy and operating effl.ciencly and effecti.ve.ly. By 

::hemselves OAsor and SSI represent very large atd complex :72.:::ageF.e::::: a:;o 

operational challenges These programs share complemenca:::y obJectives and a. 

clientele with many common charac:eristics £I::1d ::leeds. An agency responsible 

only OASDI a::ld SSI, I.d:::: ::':5 'Tiore sharply focuss~d set of progl"BTTI 

responsibil:tie,s, offers t::'e best chance to achieve managerial and operational 

excellence, 

II, SUPPLEMENTAL SECl;RiTY iNCCME: ?ROGR.AJ;1 

The social security aGency should continue to administer the 

Sueplemer:ta: Sec'.i.rity ::ncome prcgram, while there are pr09rammatic 

differen:::es between the CASD::: and the SSI programs (particdarly :n cr:teda 

for eligibility and benefits and in sources of hnancingl, program objectives 

and admioistration are closely related. I!1dividua:'s es::.ablish entitlement 

rights t:.:: social inst:rance be.::efits by 'f.Iorkir.g if: covered employment or 

self·employment for a. specified period of time" Eligibility for 55!, on the 

other ha:ld, depends on a showir:g that the applicant is poor, making it 

d:.ffe:::ent: 1:1. pri:1ciple from social insurance, Eor which work h:stories B:".C 

earnings records qualify applicants irrespective of heed. 55! is f~~ded out 

of general revenues, whereas sc;:cial sec~rit:y :'5 funded by an earnarked payroll 

tax on €ktrnings. His;:::;dcal:y, admir.is;:raticn of means-tested programs was a 

State rssp0:lsib:licy separate fror:: federally administered insurance programs. 

~Ot until 1974, when the Congress set a Federal benefit floor and e.stablishec 

other 'J:::liform Federal standards ror aiding the nee:ciy wr:.o are aged, bl inc cr 

http:effecti.ve.ly
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d::..sabled :tht:s ::e:;;lac.ng categorical grant;.s~in~aid t.o the States with a dire::t 

Federal prcgram), did consolidated administration occur. 

SSA undertook administration of the SSI program with serious 

reservations because of the likelihood that adding a r:',eans~ tested program to 
'" 

one that provided benefits by ngr.::: co~lj caduse the p:.:blic and overwork and 

demoralize the staff. :t is now widely accepted that problems associated with 

the implementation of SSI in the mid-1970s were panly responsible tor the 

decline in SSAts sense of missiop and its operational efficiency and 

e:fectiveness. 

The administration of SSI is no'.. we!.l integrated :nto gSA's operations, 

and there has been a great investmer.:::: in achiev:ng pt:bl:c and employee 

acceptance. Despite the differences in tU:1ding and philosophy that underlie 

the two programs, their purpcses are comple:nentary and there is substantial 

overlap of c::'ientel:::lL (Some 5() percent of SST recipients a1.so receive social 

s.ecunty,: As the m.;..n:;.mum social security benefit has declir.ed ir. impor:::ance 

as a floor of income support, the SSr program has become the primary mea;;s of 

ensuring a minimum level-of income to the elder:y acd disabled, 

Removal of SSI from the sccial secucty ager.cy w;)uld be highly 

disruptive to the prc9ran~ a:::d wO:.lld require sectir.g up a new administrative 

mechanism. SSI is a u:liform, natiocal program-~fed.;:rally administered and 

financed. Many :ac:ors governing eligibility determinations rr.ade fo:: OASDI 

are appllcah:'$ to S5I, so coordination (especially of disabili::y 

determinations! must be assured. If eligibility dete::minatior:s, i:liti.tl 

benefit calculations, and beneficiary monitonng and assistance were not 

conducted by social security offices, t~ey would l:ave to be done elsewhere, 

http:i:liti.tl
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most likely in other fedcl;.;l:l facilities, ....hieb. wodd thus lead ::0 confusion 

for beneficiaries ar.d 1:0 dap:ic3tivc anj wasteful efforts. 

Ill. MEDICARE 

~edica:::e ar.d ~edicaic: shculd not be moved co the new social securit.v 

,jaencv, bMt sbc;:ld remain foXl the Health Care Financing Administratio:: a;;. 

agency of DUllS. Several witnesses before the Panel recommended tha: Medicare 

{and pe::haps Medicaid) be part of the new social security agency. (Med':'{:are 

was in SSA prior to 1977.) However, other wimesses argued stro::lsly t:'lis 

wouie be a mistake, from the point of view of both health policy and social 

secunty management, Arguments for and against :):~cin; t::ese large ?ede:al 

health care financing programs in the independent social secc:rity agency were 

carefully considered as the Pa::el recelVed extensive testimony from persons 

with spec=-al exper':lse in the adm.:.n:stratlor. of hoal::h :;are fwancing. On 

balance, the Panel cor-eludes that; (1) Medicare and Medicaid should remain 

ur:der com::;on acmbistration, and (2) t.o place them in the social secl:.rity 

agency wcdd be detn.::ner.tal to the sound future development not cnly of t~is 

agency, but of DRBS··as well as to both programs. 

MaJor arguments advanced by those favoring arc administrative re:'.!::ion of 

social secu:dty and Medicare were; 

o Program 	Similarities 

Medicare began as an adjunct to the social :ns:.:.r:an:;e progr:arns, ar.d 

most recip::..ents consider Med:ca!:e to be a:-: ir;::egr:al par:: of their 

social security entitlement:. Like OA$D!, ~edicar:e is paid for 

largely by ::hc payr:::l:' tax. Sir,ce these pc·ogra:;;s deal with 

. basica2.1y the same ciient groups and rest on the same financial aad 

http:basica2.1y


33 


philosophica; fou;;datioll, ..hid: preSUJleS chat payrnent of pay!.'oll 

taxes provides losurance against loss of income and the costs of 

illness for those who retire or become disabled, they should be 

".' adminiscered by the same agency, 

o 	 Beneficiarv Services 

Several witr:.esses tes::.:.fied that service to Medicare beneficiaries 

has s',.lffered since the program was separa!:ca from 58A. W~t:lesses 

asserted that beneficiaries have come to expect assis::ance and 

advice from SSA's distric= office persc~=el and tha~ service for 

Medicare beneficiaries has gradually deteriorated. SSA field 

s::.affi::s al::'ctments de not adequately take this service lead lnto 

acc:c~r:.t and do net generally provide for training adcq\..a:::e to <':ssist 

individuals with technical Medicare eligibility ~nd coverage 

questions, espe.c::.ally these havi.,s to do with payments for physiciar. 

se!'Vices: . 

o 	Administrative Linkages 

SSA currently-peeLor-ms certain Operaticaal ::..:n::tlons: fo~ :he Health 

Care Financing Administration (HeFA) on a ~eit1bur6able basis. These 

conslst ;:-,ainly of establ;.shing and maintaining l-ledicare eligibility 

at the social security ld offices and providing certa.;.n data 

processing services on SSA computers, fairly rou;:ine operations that 

are largely by-products of SSA' sown aligibEi::}," and 

computer~support activities. Advocates of reuniting OASDI and 

~ledicare a::-gue that these administrative operations would be 

:acil:.tat.ed bi' co-location in SSA and could suffer i: the 

organizationa1 distance between the two we.::-e increased. 

http:acil:.tat.ed


While ::here is me::it in these arguments, arguments against placing 

Mec;.care back _ll ':he socia: secl.ri ,:;y 3gen:::y are tr.ore pe,:;s..Jilsi VEl. 

The Panel cm:cluded that rejoir:.ing OP-.SDI and Medicare would be 

extraordinarily distracting and disruptive to the operatu>fls and policy 

development of the new social security agency, Furthermore. the 

orgar:.izational dis.:::uptic!l tha,: would accompar:y the transfer of HeFA' s progra::lS 

would damage that agency's program and policy development at a ti~ when it 

needs to concentrate 0:1 improvir:s both policy formulat ion and manager-.ent i;1 

its own right. 

The present administrative linkages between HCFA and SSA should be the 

subject of continued formal ",nterage,lcy ""sreer:-.ent.s. Estab~ishing workable 

relations between the soc.!',l secur.:.ty agency 5:'.C t:'e Medicare age,.cy !,;'il: not 

be substantially rore diEficdt if Medicare remains in Dims while SSA is 

removed. This:'$ not to say that the Panel is unconcerned about the need to 

improve t.he quality of field service to Medicare reclpients. The Panel 

believes its recommendations will properly address th,e overall question of 

establishing ace providi::g budge::ary sUPfor~ :or: the proper Ie',tel of pLblic 

se::vice :::0 all beneficiaries, incbdir:.9' service to ~~edicare rccip::.e;;.::s. 

Placing Medicare in the social security agency would raise the question 

of the proper organizational placement of Medicaid. The Panel believes it is 

crucial for these two large ~ealth care Eina::cing progra;ns 1:0 be admbistered 

by the same ager:cy, In the 7.years since :;:C~A was established, progress has 

been made :n policy and p!"ograr:.ma:ic coordir:a:::on of Xedicare ane t4ed::.caid as 

health financing mechani $2$ that: deal "Ii th COmmOll provider problems" 

Opportunity for further progress would be enhanced by keeping them together, 

and transfer of both to gSA would ccre?licate that agency's mandates. 

http:secur.:.ty
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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 f~r 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 closely 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 so 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 

involve ~t least two substantial and disparate administrative processes, 

currently unrelated to SSA. For Medicare, the payment agencies are insurance 

. companies and 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 with contractors as well as 

with State welfare departments. Responsibilities for such added functions 

would drastically alter the internal structure of SSA and bifurcate the policy 
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apparatus. The Panel believf:s that the hettd of the social security agency 

should concentrate on improving the operatlonal efficiency and effectiveness 

of the soclal security programS, -capitalizing on the streamlined focus of the 

new agen;::y. Similarly DRBS prcgrams will consr;itt:te it coherent je~artment if 

HCFA :e:,:,.ains in DHHS. 

IV. O?HER PROGRAMS NO'd IN SSA 

:rohe Pa:-lel recommends taking certai::! -croqrams ::lOW administered by the 

Social Security Administration out of the social security agency___and placing 

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

particular, Aid to Families with Dependent Children, Child Support 

Enforcement, Low In;::ome Heme Enerov Assistance, and ReEL:cee Resettlement 

Assis:ar;;;:e programs sh;~m:d net be part :)f ::he indecender.;:; soc:.al sec:Jri;:y 

ager:.cy but shod::! remai:: in ::he D~partment cf Health and nU:;;a!) Serv:.ces. 

While they all axe income security programs, chei: ta::get popUlations, 

eligibility concepts, and benefit delivery systems are vestly different from 

those of OAS!)! and 551..- All four are operated by Stete welfare and other 

State agencies, not by the Federal government, whose role consists largely of 

such reg:Jlatory and oversight acti7ities as r:akir:g cerca:.n chat States conform 

to Feder,ll statuary :equire::-.e::t5. Sepa!:"a:ing these pxogrars from the social 

security agency would not be disruptive either ~o the prograrc:s themselves or 

to the new agency. \;-hile admbistration of these programs now abso:bs time 

and attention of top-level ,sSA managers, they are generally not integratt;!d 

into SSA's main-line administrative operations, either' in the central or fleld 

offices. Removing them from the social se-curity agency would free its 

management fro;n tir..e and resource-cor.sur.,ing efforts on behalf of small, 

http:ager:.cy
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unrelated programs. This narrowing of focus will facilitate operational and 

management improvements in. the social security and 55! programs. 

A further consideration in recommending that these programs remain in 

ORBS "is 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 contacts for these programs to one 

departmental setting. In addition', it could facilitate continued development 

of block grants and other policies affecting Federal-State income security and 

social service programs. 

SSA currently administers the Slack Lung program in conjunction with 

the Department of Labor (DOL). The Black Lung program consists of two 

distinct parts, Band C. Part B is a residual program which pays benefits to 

individuals who filed claims prior to 1974. The Part B program was designed 

to take advantage of SSA's existing disability program framework and processes 

and is Btill 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. SSA'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 diminishing 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 Panel strongly believes that the operational responsibilities of the 

social-security agency should be focussed sharply on the OASDI and SSt 

programs, it prefers that that agency be DOL, :lowever, the Panel acknowledges 

that a decision to shift the Black Lung program entirely to DOL would require 

DOL to ~;et up field offices for taking Black Lung claims, or contract with 

others to do so. 
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CHAPTER IV 

STRUCTURING THE NEW AGENCY 

I. INTRODUCTION 

?he 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 

administ.rative structure, including the possibility of such a structure headed 

by a board appointed by the President, by and '1vith 'the advice and consent of 

the Senate. * I 

Pny 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. FOLICYMAKING 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. 

While few would dissent from this principle of administrative 

organization, 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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ribereas good adm1.l'tistraticn in the Panel':.; judgme::1::: requires 

c:::;,s:'dE:rab~~ autono:ny--!:hat l.S, the concentration of power :n a resp::msib':e 

offlcial--good policymaki~ requires the blending of comparing views and the 

balanoing of different perspec:hres ulJPolicy q'Jestions. only to a l:.mitect 

extent can this balancing and ble"ciing take place w~thin a si:'<91e executive 

agency--:::he social security ctgency in this case. it is necessarily a far rr~re 

ir.cl'.lsive process, engaging the President and Congress. who, by reason cf 

having won elections, are res:;;onsib:"e for making the mOSt important decisions 

about publ ic pol ic,/ 

It should be a responsizility of the agency :-:ead to c.evelop and 

preserve. the capacity of the social security agency to co~trib~~e to 

policymaking with advice, infom.stion, expert analysis, and the kine 0: 

judgment ::hat is bfo::med by ::r.e expedence of program operations. Along with 

the ability to recall experience--wbat is often called «institutional 

:n.emory" ~-and a greater capacity to look beyond t~,e l::'!:',eci:.ate fut~re tha::. :::hat 

possessed by elected offi:ials, who must be mindful of upcoming elec::ions, 

these are the d2stinctive contriou:ions that administrative agencies mak.e to 

policy, The orgar::za::ion ar.c lea.dership of the soc.:.al security agency should, 

in the £.lane1 '5 judgment, be designed to make these contribu'.:lons to the 

President a:ld C'Ongress as promptly and vigorously as possible. The Panel 

believe!) t:l:at an Qrg.a:;ization headed by a single executive is likely :'0 fix 

responsibility for policy advice. It would provide expert information, 

practical judgments, and a long-range view 0:'. po~:cy ques:;ions more 

~xpeditjously and clearly than would a multi-member dc:libe::at.:'ve body, which 

would be vulnerable to indecision, dissension, and dlffJ.:sion of responsibility, 

http:soc.:.al
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A form of o!'ganization designed :or deliberation, representation, and 

adj:.tsttr:e!1!: of differe,,::; vie'",?Oinls. as a suItt-member beard would he, is 

appropriate to head an agency which has received an extraord::.nary de:cgat:~!1 

of broad adjudicato~y anc rule-making power~ The leading examples are the 

Tennessee Valley Authorny, a public corporatlon created i,_ ~9]J to develop 

the Ter.nessee Valley, and the vadous independe:1t regulatory comm~ss:;,ons, 

which have broad powers to make and interpret rules--in effect, to act on 

behalf ';1£ the legislature and ;:he exe:;'.ltive- in tr.e:r respective areas cf 

jurisdiction. Congress. howevec, has made no comparably b::oad delegat:c:l to 

SSA, In the Panel'S judgment, only if such a delegation were made, in effect 

substantia:ly devolvir.g legis:ative powers for po:icymakircg, would a 

multi-;nembey board be los:..cal a:.d de:f~:lsible as a Fclicy~J1.akin9 fQ!."m, 

As a fo:::m for administratio:l, the Panel believes that a multi-member 

boa:::-d has serious disadvantages ir. that cClt!10Y1ly .1.5 dj ffused, and policy a:ld 

adll',ir.istrative roles can be co::fusec, The assumpt~on that th~ board would 

confine itself to policymaking and leave admi!listration to a chief ex€:c'Jtive 

officer assumes -incorrectly that the two spheres of ac:::ivity c'an be clear:y 

difEerer:::::"ated :"n practice, and ie overlooks or unwisely discounts the danger 

that the chairman of ttJe board and possibly other board fr.embers 1,o.'Oulc involve 

themse:ves ir. administrat:'ve ma-:::::ers properly the responsi2:lnity of the chief 

eXecutive off:..:.:er. ':'he Boe::.al security :;n:ogram, urgently in need of strong 

direction, should not Loday be exposed to the risks of this ki~d of contention 

between board members and the execu::'ve over who will be in charge. Such 

conte:lt':'on could exacerbate and prolo;":.-j precisely t!'.O$¢ adl7.inist:::-ative 

problems that a reorganization shcu16 be designed to prevent 

http:Boe::.al
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FinaJly. the preeminent position of the chain:l';r. of a board wC"Jld ::end 

to diminish b;l cOClparisor: [he stat'.!re of she' chief executive and make it mo!:e 

difficult to attract the type of streng and capable administrator '1ecessary to 

reao:;' 'Ie tr.e agency's serious management problems_ 

III 2':'RONG S"ll>JGLE ADl-1INISTRATOR 

To achieve acccuntabiJ.:.ty and ~anagement effectiveness_ the new social 

security agency sbould be _headed by a J~Jnqle Admir:istrator of tiqh rank, with 

a statutory ::erm of 4 Years, eliQ~:gle for reaooointment. The Administrator 

would renort to and, be appointed by the Presicient by and \>11th the advice and 

consent 0: the £lena::,;:. This Admim.strator should have oroven competence as a 

manager of l~J~£i~_ oraanizations and knqwl.cdQe of Fe1eral Qovernmer;t: operations. 

The positio;; of Adr.:inistrator should be established at"Executive Leve: 1:_, 

with cOIlcomit~.QJ,;' aut:r.:::trl~Y 3:1C 8nha:'.ced administ::ar*.!',g and professionfll 

stature so as to encourage cont!Jl1Jj.tY in ..\:QP' managrnent. 

Mar.y of SSA'$ cperatir.g ar.d ~~~agerrent problems have been exacerbated 

by the frequent turnov~r of co~~i$sioners_ D~ri~g the past 12years, nine 

Co:':".miss:.onen; or ac:ing cosmiss:;.oners have head,;d the agency, This· tur::over 

has prevented sustained action to 8:;':':"V~ c;:;era:~cnal prob:"ems and has 

devas:ated agency morale. For example, as noted in Chapter !I, 5SA has bee:,_ 

unable t~ keep its computer systems up to-date. Prior to the current Systems 

~lodernization Plan (st-<.P). at least two starts were reade 0:1 pla:ls to modernize 

SSA computer systems bL:.t were aba:1doned by succeeding Commissioners wieh 

c~fferent priorities. The frequent b:rr.over ~·E C:;;rrmiss:..oners tas ala:;; :"ed to 

majo::: reo:::gan:zat:,o:1s t::at were not corrpleted before the Commissioners who 
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ordered them vacated office,. leavi!1g successors to contend with or again 

modify ·.,:hat their predecessors designed, These reorganizations have confused 

the crga.r:izatioGa: ".issi~n and the ident ity of the agency 

:·,·Under the Panel's recommendations, the new socia: secur:.ty agency wou:d 

be headed by a single executive official who would repor: :0 :he ?residenc and 

in whom operational responsibility and accountability wo";.,tld be firmly lodged. 

This official should ~,ave proven competence as a manager of large 

organizations a:1d be kr:::r..:edseab:e 0: Federal government ope:r:aCiQDs. The 

p,osition of Social Security Admir::istracor should be elevated b ra:1x to 

attract the highest caliber candidates, to make the office compara~le to other 

:arge operating agencies, and to enable the Admim.strar;or to have sdfic:ent 

stature to d~al with Members of Congress, with the ~ighest offic~als in the 

Executive Office of the Presider:t., and wit:: :;:.the::: depa::tment and agency heads. 

Specifically, the Panel recommends t~at: 

",'The Social Security Adm:u:istrator be appointed by the ?:n::sident and 

confirmed by tbe Senate. In selecting a nomInee for Socia':' Sec..:rir.i' 

Ar:lmL~istrator; the President should take loto account c2.ndlda::es 

suggested CO him by the Social Secu~ity Advisory Board described i:1 

the following section. However, since the Aooi::listrator would be 

the member of the ad:n::.n::.stration p~incipal1y responsible for social 

securi<;;y, t:.c.e President ::'.i.lSt be able to select a person in 'whom he 

has cO!1fice::1ce. 

<}The oosition of Social Security Administrator be elevated co 

Executive Level 11. with the Deoutv Administrator at Level XII and 

supoor::inq executive staff of com:nensc;rate levels. 'f::'e tank. of t~e 
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Administrator ShQuld be' elevated to a level cottl::-,ensu:rate with the 

Agency's program resPQl1sibilit::::s, :ts managerial challenges, and 

its size (::'he Conrdssicner of Social security is currenxly at 

Exe<.:t:tive Level IV, a rank inadequate for the re:sponsibii:ies 

inherent in the posicion.) The Admin:stratcr would be expected co 

deal with issues at the highest leve~s of gQver~.ment--wlthin both 

the executive and the legislative bra,:ches, The recommended 

Execl.!tive :evel IT. cu~;:;er,:;~y held by administrators of major 

incepende:',:; age;,v:;'~es as well as administrators of some large 

agencies within departmenr:s, would provide the necessary stature" 

An independent agency will also requi~e additio~al executive 

·posicions ror an inspector gen€::.-ai, general counseL and legislative 

liaison functiccs. Iv addition to needing stronger cop leadership, 

the agency is sBriol.:sly understaffed at the Sedol.- Bxecu::ive Se:,vi:::e 

(SES) level. Executive developrnel'.t mcst l:e emph3:sized and 

strengthened at all levels. The Panel is not in a position to 

detenmine the~number of SES positions appropriate for the new 

agency, but has noted chat tree agency that is most nearly comparable 

:I~Sl new has substantially more SSS positions than SSA. 

o 	The Sccial Sectlt:'ity Administrator be selected en t::e !::lnSiS of prcveo 

competence as a manager of laroe orga:::za::ic::.s and k"ow~_ed9"il of 

Federal government oDc:rations. 'tlhile it is desirable for the 

Mmbistrator to have a:) understanding of and experience 'NJ:b social 

security, it is more important that the Adrninistracor have the 

abi2.i::.y co run a large organizatior.. particularly i:-. che d:.fficult 

environment of Federal operat:o:-.s. 



,,'::'he Bocal Se2'..lritv Administrator be 'appowted for a term cf <1 years 

coincidir:a with the term of the' President. with eligibillty for 

;:eaopointmenc. There is precedent for stat'.:tory teri7,S ~n certain 

agencies of the government, For example, the Surgeon Ger.eral ot the 

Public Health Service, che Director of the FBI. and the Cirector of 

the Bt:.:reac;, of Labc:- Statis:::ics a~~ have term appointments, Recent 

studies by the Grace Commission and GAO have recommended term 

appoim:mem:s for certain Federal officials ",ltn important 

operational and management responsibilitIes, The GAO and Grace 

Commission recommendations attemflt to In.:i' stab~lity :md conti:-Iuity 

of leadership in important operational and management positions 

throughout ::he govermrer::: :0 i:1creas~ professionalism. The Panel 

agrees 'Chat professionalism a:1d co!'u:inuity should be encouraged, 

'1'he s::at-..:tory c:e:clt'< of office for the P-.dministl"ator should coincide 

with the term of office of the president:. and che Adrr,ir.Istrator 

should be eligible for reappointment. 

IV, ADVISORY BOARD FOR SOCIAL SECURITY 

1:::; promoc:e inde:'Jer.aent ;::eview ad encom:2qe b=oadly based policv 

analysis, J. permanent Social Security Ad:visorv Board should be establishec 

wi:.:hin the new agency_ Its functions would be to oversee rr:a:1aoement ane 

assess po:icv issues in social security and to advise t::€ Social Securi;:v 

Administrator, the President, and the Co~cress on imPO~t~;~ deve:onwer.~s, 

Some....of the more importai:t functions 0: t!:ie 30ard wo',!ld be C.} to rr.ake 

independent.. assessments of the a:1:ma: r-eoo:::ts of the Board of Trustees, malor 



46 


studies on social. security ...3::d prooosed legislatio:t: (2l to e:1caoe in public 

dialogne and education about; social security; and (3) to !iliaC/est to the 

President r:at7.es to cor:s:der in se1ectl.::Q his ncminee for t:;e posi:::ion of 

Social security Admbistratcr. 1'his Soard would consist of nir.e members, :10 , 
mOTe than five of whom may be of the same Dolitlcal partv. Five of the 

".embers wodd be apt:cla<;;ed bv the Pres:.dent (no .El9!e than three from the same 

political partv) I and, to ..r.~.~nforce bi'3artisanship and conqressional 

be appointed by the Speaker of I;h§i. House and two other members lone from each 

partY~"9"..lld be apooi:'lted by the President Pro__.1~!;',:oore of the Senate. All 

Board members would je subject to Senate confirmat.ion, They would be 

appointed for 6-ye.~.£....~erms, With. st~ggered terms for the initial Board 

members I and w:::ould be eliqible f.er :reappointment. The Soard Chairman would be 

desic::na~ed by the ?residen'.:. '1:'3is Boa:-d wol.:1 a.....9.? part ti:ne, wi>;::: regular 

~etings held at least bimonthly, 

Social secarity policyr21king in cecent years has takEn place in an 

atmosphE!:::'e of crisis ae.a i;)p:::'ovisatioc., De:ici:::s :.ave been re:nedied :::only when 

in501 veney w.as i;,;"pending. InstitutlOnal approaches - ~ the National CXlITLissior. 

on Soci~ll security Reform most notably--had to be created ad hoc to resolve 

difficult issues. Policymaking has taker. place, too, in a context of severe 

fiscal cO:'lstraint, wh.:..ch sir:.ce the wid~1970s has exposed the soc::.al secu:ity 

programs to presidentially sponsored proposals for beneflt reductions, some of 

them hastily prepared under the pressure of the annual budget cycle. 

Ie: is largely i;, respo;".se ;::0 tf",is si::l1Elt_c;, tha: prcpcsals have-

developed to place the social security agency under directlon of a 

multi-member governing board. proponents believe that a bipartisan board 

http:respo;".se
http:soc::.al
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would [:ave a stabi.l.1Zir.g influence. :.pprove libe:::atior.. and c.e:er actions 

desigr.ed to neet the budgetary goals of any particular admhistraLion. 

For reasons already given, t~e ?anel preEe~s that the ~ndepec~ent 

agency be headed by a single Administrator, but it 30netheleS5 favors creation 

of a permar..ent bipartisan board, with relat~vely long, overl:l:pping ::':erms, to 

participate in policymaking as an advisor to the Administrator, President, and 

Congress. Such a Boa::c. wodd const:..tute 3:1 l.r:st:.tutional means tor 'deighing 

major issues of social security policy in a stable, orderly fashion, callins 

attention to developbg problems before :.:r.ey be::cne acute and prov:.ding advice 

in response to whatever proposals for actior. the ordinary processes of 

politics and PO::'lCY p::ar:ning may produce, It wC'Jld assist in sustaining 

institu:ional memory, bringing a long-term perspective to bear on policy 

questions and assuring oper: consideratior: of significant policy cr.anges. 

The Panel believes the .~visory Board could accomplish many of the 

:::.bjecti ves re2.ated to pOlicymaking that are sought by swppc:-:tet's of a 

full-time board. In pa::'ticular the Social Secudty Advisory Board would; 

~ 	 embody the bipa::t;;..sa;1s::.ip that was ccnsp:.::::.lOusly successful :n the 

work of the National Com:nission on Social Security Reform, 

he::'p to produce a more del:be::ative decision-making p~ocess w~th 

respect to significanc policy issues, 

II ir.stitut:cnalize the qt.:adrennial Aovisory Councils and mlnireize the 

need :or ~ hQ£ co~~iss:ons, a~d 

u bdcome an 1mpor~ant repository of instit'.:::1or.a: ;ner..c:::y since it 

woule be constituted of board r..embers with Qveria:;Jping G year terms, 

http:desigr.ed


Board members sho'.lld be persons ..ho by their experience, expecis€!, a::d 

accompliahmer:t9 in public 0:: ?r:"/a:.e capac:cies have dem:::ns::ratec a com~i::ment 

to the p'.1blic: inte::es::, concern for the quality of p'..tblic ad::-,;,:)1,s':.ration, 2:-::d 

a broad knowledge of social security and other social programs. The Chairman 

should be designated by the President, so that an incoming President could 

appoint the Chairman, either from among those already on the Board or ft"om 

outside. Alt.hocgh the Board would be part-time, its :;"effibers would have 

'substantia'~, ti:tte-cons:,rn:':)9 respo:.sit::lities, T':'.ere:ore, they should oe paic 

an iln::ual retai:::er cf $15, :l00 a"d, for cays wher; the Soa::d or an a:)!;r:orizeo 

sUDconmi::tee mee::s, shc:.lld re:::eive per die!" plus expenses. The !\Cmin.:s:;.rator 

would provide the Board with full administrative and analytical staff support, 

including the procurement, at the Board's request, of consultation or analyses 

from independent sources if ne~essary. 

The Board's charter would assign it responsibility :or givi~g acvice on 

social security policies and ope::-at::..o:;.al issues. While meeting, it: would 

consider a specific agenda of iSSUES formed after consultation between the 

Chctirm!l.n of the Board and the gocial Security Administrator, In addition, t.he 

Board :ould establish subcommittees with specific responslbilities to meet in 

conjunc,:,:.:ion with the regular Bo'?,d ;:",ee'.:inss, or separate:'y, Specific 

:uncticns of ::he Board w:;:uld oe to: 

I} make recQI':'Jllendat:'cns from ti~a to time as l:C the most ef:ect::'ve 

methods of providing economic security through social insurance; 

I} make an independent assessment of the annual report of. the Board of 

Trustees of the social security system and advise the President and 

the C~n9ress on :~e implications of the assess~ent; 

<j e!1gage:'::: publi:: dia:o:;ue a::d ed:.:cation abO'J':;: $:::cia_ sect:ricy; 
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o 	 suggest to the President naw~s to consider in selecting his nominee 

for the position of Social Security .~ministrator; 

o 	 on its own ::nitiativ€, or as requested by the President-or 

congress2onal co:nnittees having legislative jurisdiction over 

s:;cial secu~ity, review and assess or leg:'s:ative proposals 

regardi:r:9 OASO: ar:d SST, ;.n;;hicling their udrnir:.1.strati'J'e feas:.t::ili~y 

and probable operatior.al consequences; 

o 	 review and assess the quality of service that she ag(mcy provides 

to the publ ie j 

Q make an annual assessment:. of the progress in upgrading the agency's 

compute~-based tec:'nology for support of prog:cam operatioes; 

II revie.... a:1d <'".ake an assessmer.c of etc soc:.al securi ty 3ger:<.:y' s 

progress in developing needed managee'.ent improvements; 

Ii 	 in consu~tat ion wlth the Adlliniscra::o,:, reVleW the development and 

implementadon of a long-rar.ge research and program evaluation plan 

for the agency; 

fi 	 review and assess any major'" studies of social security as may come 

to ~he Board's attention" 

rhe Panel emphas:zes that this Boa~d would not be in the executive 

branch "f:::a.:::. :::: ~ommand,' but ',JOu:'d be adviAorJ' .:n nat,;re ':'he Admin~st:a-::or 

would h,lVe :he respor.sib:1i:y for ::he ope rat ior-.s end overa:l :nanagement ot ::he 

agency's programs and would ~epresent the administration before Congress cn 

social 3ecurity issues. 

:tn summary. assuming that an independent agency is to be creat.ed, the 

Panel believes that Ii single Administrator advised by a bipartisan Board 

constitntes the orga:1iza::ional £ramewcl'k best suited to develop managemer.t 

http:creat.ed
http:long-rar.ge
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capability, cOrrect current operational problems, and meet the long-run 

management challenges faci:",g t.he agency. At: ::hc same time. che Panel !Je::jeves 

tha: t:.i5 structure wC'Jlc bnng to bear or. pol icy questions the ::::cns:.:.ltative 

expertise and long-run poir.t of view essential to the social security 

programs. 



STRENGTHENING ;VA"tAGEMSt~':' A.'\I:J ACCO:JNTP.E:::LITY 

I. INTROnucrION 

Experts on gcvern:':"lent crga;Jlz3ticn and management 't/no met:. "d':h the 

?anel advocated expanded delegations of managerial authority fo,:: the :Ie>;' 

socia~ security agency, Accordlng to rccei1.t': stJdies by :::,e Nat:o'1al Acace::1Y 

of Public Administration (NAPA), the Grace CCHl'JlllSSlOn and others, operati::g 

restrictions imposed on government managers by GSA, the Office of Personnel 

Management (OPI>1J, and t:;e Office c: MU:lage:nent and Budge:; (O;:,Bj have impeded 

efficient and effective manager.:.e!'lt of gover:lffien: programs and agencies. 

Cor.trols exerClsed by these cectral management agencies tend to diffuse 

accountability fa: results and have often hindered rather than supported SSA's 

abil:..tr to accorrtplish :.ts mission, 

The NAPA report, MRevicalizing Fed0ral Xa:::ag0ment: Managers and Their 

Overburdened Systems, '''' advocates that the Federal government adopt a policy of 

full and complete df!legation of line a:1d 1r1'i::1agement systems authority, within 

the constraints of prudent policy ard oversig.'1t, to government<;l.l units with 

direct responsibility for program operatioj~s and management -' The report goes 

on to _~ec::::;..'7.e::d t::at central management agencies divest thelUselves, to ::he 

greatest extent possible, of their current practices of operational control 

an.d regulation, ar;c that they develop the important roles of policy 

develop:r,ent, oversight, and management inJ1OVaC10Il. 
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The Grace Commission report and the recent study done for SSA by 

Deloitte, Haskins, and Sells analyze the adverse eff~cts Ot excessive central 

rr~nage~Ent agency control on the social security programs. These-studies 

discuss the potential COSt savings and increased ~~nagement effectiveness that 

may be achieved through greater delegation of authority to SSA's managers. 

In general, management experts fr~ within the government and from the 

private sector advised the Panel co support add:tional delegations of 

rr;anager::e::t authority to the social security agency. These 2XP€C:S argued that 

the curr€nt system diffuses managerial accountability ane frustra:es 

innoYatic:1 and ::rit:a:.iv:;. 

To s::r:enm;her: the rr.anagement of 'i;he new social seC'Jrity age::cy, ll.:::2 ~c 

:m?rove cperatic:-.al ac:::c\:r.:t",oil:.ty, ::b" ::c:-:sress sr.ould delegate to tte Social 

Security Ad7:".i:-,istrator s:!lected mar:agement authori:ies available under c'Jnent 

law. SpeGficallv, Congress snol.:ld direct delegations of essent::"al 

authorities from the Ge:leral SerVlces AdT'Iir:istra:ior: and the Office of 

Personnel Management for ill automated data orocessi~q/information ~esources 

management, (2) administrative services, and (31 pers::Jnnel managemer:t. 

Furthermore, the Congress should enacr legislation providing the Social 

.§.§;S.!~E~.~Y Admimstrator greater flexibility in budget formulation and 

execution, Specifically, the agency's budget. should be submitted to Congress 

biennially, and the persor~el requirements included in its administrative 

budget: should be based on a workforce plan racher than on personnel ceilinqs. 

At the earliest nractical&date followinQ enactment of leQislation the 

President should select nn Administrator for the agency. In the interim, the 

Commissioner or Acting Commissioner of Social Security would serve as Acting. 

Aclmim.st.rat.or and would establish a transiClon task force and conduct the 

http:Aclmim.st.rat.or
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transition until such time as the Administrator is confirmed. The Acting 

Admini stratar would also begin to develop a plan and neg-at iate cri teria to 

evaluate the results achieved by the newly cO::lstituted agency and~~iould begin 

to neaotiate ape;;:onriate oversight roles for the central manaqement agencies. 

II. O'lERB:JRDENED MANAGEMEh7 SYSTE~jS 

:::n pursu.:t cf t:\e:., OWl: gouls. teA:; Fecerel governr::e:,s s cerlcra':' 

w~nage~ent agencies often impose operating restrictions that are difficult for 

SSA tc recor:.cile with its missior, For example, GSA establishes standards 

which determ~ne the location and amount of local office space tor the entire 

government. DHHS then places additional requirements designed to achieve 

departmental un: fornity among its programs" These two sets oJ; standards on 

SSA maaagers do not permit adequate consideration of SSA's goal$ of providing: 

(1) accessibility for the disabled and handicapped, (2) adequate public 

tra::.sportation a1:d parking, (3) receptior. and interviewing areas that show 

respect for the ?rivacy and disn=--ty 0: t:te ir::l:s:d'J.al, ar.d i4.: efficier.c 

workflow a~d secu=ity .precau~ions. 

Based on itS conclusio:", t:-,at the new social secunty agency needs 

g:!':eater flexibihty wlth respect to certain 1"'}IClagement auth<;).citi;:s, the Panel 

asked NAPA to prepare a report similar to its government-wide study, 

"Revital izing Federal Management: Managers and Their Overburdened Systems." 

applying appropriate management and organizational principles specifically t.o 

SSA. {NAPA's response is publistled as Appendix P,} Bdsed on this and other 

studies, the Panel coc.cluded that :.:he new soc:al se;;;'Jri::y agency sho'.;.ld r.ave 

specif~c management authorities delegated to it to the full extent new 

pe::m-=-t~ed by law foe aucoma:ed data processi:1g CA.:)P)/i::.formation .::escurce 

management, administ.rative services, and personnel management, 

http:sho'.;.ld
http:ir::l:s:d'J.al
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III. :::ELEGATION OF SP:SCIFIC r-'.A.'lAGE.."1ENT AUTll~R :::':.ES 

Spec~fic ttinagcmen~ authcii:ies should be delegated to ~he new social 

sec~z:i::'y agency. 7hese delegations cou:'d be made under c;,.rrer.:': la·.... , and the 

Congress sho'c:ld d::..rect :.heir de:egat::,cll Possession of these %thonties will 

increase the likelihood that the social security agency will be able to 

improve its performance and productivity. 

\I 	 Automated Data processinG/Information Resource Manaoement 

To strengthen the ability of the Social Security Administrator to 

upgrade a!1d modernize the agency's computer 5t'stems, the 

authc:-i:y :or auto:nated data erccessir:.g/i~.~o;:maticn reso:..:rce 

manaq:;!mer::': p1 anni::g ;;lac accu:sition, per-.ittec '.l::der curre!lt law, 

should be delegated to the social security agency. The General 

Services Adminlstratlon and the Office of Management and Budoet 

would retain volic". develol1ment and orllCllrO;:WJ.!ot; oversight 

responsibilities. 

The ::::'Jrrent [;HHS, GS,r." ar.d O~!E reles III SSA's AD? plans and 

procurernent.s diffuse accc-untability for resolving SSA' S i?rob:ems. 

Fua delegatlOo of aurhority places the responsibihty to resolve 

systems problerr.5 direc:::::'y en th~ social securiti'" agency's 

managers--and fixes accountability for results. 

The Panel believes that these delegations of management authorlty 

for AD? systems-oevelopmer:t will lead to improved 1f.a:1age!:'ial 

effectiveness. To ensure this result, inter:tal and external 

procedures should De set 'Jp to mor:itcr ::.he agency's use of the r:ew 

authcri -:y and its progress i:: i::-'F:::ovir:S operatio!":s. 
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The social security agency should develop a sucr;cssful ir.te:cnal 

plar.ning a:ld~evaluation process. the lack of which has been a 

c.eficiency b lee agency's management over the pas:: decade. ADP 

systems p':'a:1:1ir.g stould be ~;)corporatec as a~. i:l::eg;:.;.;.l par: of ::-.i5 

long-ra:1ge planning p:::ocess. If successful, this plan:ling and 

evaiuation system woule provlde tte Sccial Securi;;y Administrator 

with da::a needed to measure pr;,gress 1:1 r::.eeting goals for t>DP 

development and for management improvement in general. 

As the social security agency assumes additional authority for ~p 

development work, it must be able to hire and retain the personnel 

necessary to r..a::agc i::s AD? p:;'annil:g a:~d pro::urements and its 

operating c:J::1p'.:n:er systew.8. The age:1cy sbuld :;:o::s::.der greater 

reliance on contractir:g for ass:.stacce i:1 planning and development 

of .t;DP sys'..:ems, a:ld skilled person.nel will be require::l tc r:'.cnitor 

t.he contraCl:s. A subsequent section of ~his chapter notes t~at 

special personnel authorities regardlog pay will be necessary to 

build sufficient ADP capability in the agency. 

upo~ receipt of chis addit~cnal authority, the Social Secur~ty 

Adll'_ir.::.stratcr should work closely with GSA. O~1B aaQ OPM ::0 

establis:' apptOpdace oversig:s:: and evaluatior. ::oles. These 

agencies ar:d GA;) sr.ou:d ;nooi:::or the soc::.al sect.:.nty flge:r.cy· s 

performance to er:sure t:lat t afr:er ::.r: receives full au!;.hori::y for 

systems de'Jeloprr.ent, adequate improvements are made, 

http:flge:r.cy
http:soc::.al
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Responsibil~:y for InforIT~tion Resource Management (IRM) should be 

place': directly with the Social Security "1,dministratcr. Under 

current practic(;s, an IRM official, not the ag<4:!1cy ~ead, receives 

"', ' the Delegated Procurement Authority from GSA r~e social security 

agency's IRM official should report directly to the Social Security 

Admir::st:-ator. 'd~Jch would create valuable checks on ADP 

proc:.:.ren:ents and give the Admlnistrar::.or greater control over this 

vi<;;al area. Currently, all ADP responsibility and expe::::tise at SS;" 

reside in the systems organizational t:r.its. Tr.e SSA unlt 

responsible fer overall prOC".lrement .:.5 net a part of c"e systems 

organizatlon and conseqlAently lacks the expertlse to evaluate the 

techdcal reqdrements and j"Jstifications for ADP procurements. 

The IRM officiaL ShQuld operate independently- from computer aystem.s 

unlt6 and should have an adequate and ::ec1micaEy compete:;:;; ;:;;,;aff 

to perform needed internal controls and technical review for the 

Administrator, 

c 	 AdminLstrat:ve 5erv~ces 

'fo ensure that the social security agency is able to acquire 

appr~priate facilities for ltS mission, ~'~h~e~a=J=t~h=o=r=i~-O=-~~~r~e~ 

operate and maintain the facilit:'es needed to operate the social 

security R~9.E.f.~_'!I5 s;;o1.l:d be celpQatec to tt:." Admimstrat:or of 

Social Security, These celegations would include owning and 

:-:-ao::.gi.:'.9 ;:..,6.1 es::ate; responsibility for all 3SpeC>:S of bt:ildH:g 

acqu.lsition, maintenance, repair, renovation, service and security; 

and 	 control over uulities, includicg ~elecommur.ications, lise of 

GSA-controlled facilitic:; should be €:1couraged where SSA finds this 

cost-effect~ve a:1d ac.quate for agency needs, 

http:Admlnistrar::.or
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If!. ::ecent years.. SSA has beer: unable to acqu,l!:e and maintain 

adequate office space to conduct its business. SSt' 5 p::oblems with 

off.:..:::e space hav€ stemrned, in large part,. from an unsatisfactory 

wcr;';'ing rala::ions;;:p -",ith GSA, :;:n 1981, the HO'J.se COlflmittee on 

ways and Means published a staff report summarizing SSA's 

frustrations ::w obtaining adequate space d1.;rirt9' the per ..od ::.977*B: < 

This s:::udy ;;eco:tCenaed that GSj~ delega::e to SSA the authority to 

lease new space and to repair, alter or refuroish existing :u,ld 

(:ffice space. but this was not done. SSA COntInUes ::0 encounter 

many proble::',$ in securing _:idequate space through GSA. 

GSA has delegated authority for space acquisition and managemer:t to 

the Departments of Agriculture, Defense, and Transportation, and to , 

the Veterans Admlnistration (VAl. These delegations, resultin9 

fro:n cOJlgressional and agency pressure, "ave prover: successt:'Jl. 

The Pa~el believes that the social security agency would be a 

particularly good candidate for broad delegat:ons of authorlty to 

manage its own space needs. Over the years. SSA has developed a 

leasi:-.g handbook, a t;:"abing program, and a cadre of experienced 

space mane.ge:asnt speClalis'Cs who ere :am:..liar with GSA procedures 

3.'1.d who are competent to deal \~it:h the issues :)f space manager.·,e:~:. 

{l l?ersonn21 Mal}!?:gemenc Autho:tities 

To illlProve workforce management, the social security ;'I,ge:iCY s~ou:d 

be granted sp'~~ific delegations of oersonnel management 

autho:rit+"~"s".~~I"rCc'.,partJcu:;'ar, t!".e social securitv agency should have 

authority within the const,raints of Ti:::~e V of che \joS. Cede to 
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es~ablish: UJ its own classificat:on svs:em fc= icc cacegor:es 

identified by the Administrator as ucigue or critical to agency 

operatio(Ls and ~2) its Ot1C tecruicment and examiniJtion'pr09ram for 

..... er.trv level emnlovees. 

The specific personnel authorities to be delegated to t~e social 

security agency include: 

Class:: fiednor. 

ex:ensi '.Ie oversight, OFM attempts to ensure gove:mment -wide. 

\;nifor:::ity. The Panel recommends selective delegation of full 

clas3ifica.~.~gE! and standards development ao..:chC'!:itv tc the ne"" 

E2.~.~al secudty agency foe those categori.es of positions that 

are ei1:he~...~~~~que to tte dg2:1Cy or critical in resolving 

co::-.plex oEerati!',g oroble[',s. These include social insurance 

claims and examWH series, GS lOS, 993, and 998, and computer 

sciences series, GS 330 to 335, l'his added i1\lthority will 

enable the social security agency to respond promptly and 

equitably as sig:lificar::t changes occur ir. its workforce over 

the next several years. Specifically, SSA! s large cadre of 

employees in claims examiner positions hold jobs that may 

cha~ge subs~antially in the future as they are further 

transformed from manual to highly cOf'l'pwce:r1.zed p::ocesse:s. (r: 

addition. computer-:celated jobs will continue changing wlth 

rapid state-of-the-;:;.::t advar.ces and a;;:ency modernizat:cn 

efforts, 
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Problems with classiflcatio:: ",eye exceeded ody {jy those 

associated with performance appraisals as a source of 

irritation i11 11 re:e:1t s,lrvey of Federal :':W.::1agers conducted by 

NA?A. Accordi:::g co this survey, toe classiCication standards 

(OPM 9uidelines used to deterl~jne grade levels) are seer. by 

Feceral rr,a:1agers as outmoded, inaccurate, ar:.c unworkab2.e. 

Because they have no role in ce'Feloping the standards, 

supervisors feel they have no control over the q'JalHications 

or grades of employees r.eeded for specific jobs, Furthermore, 

OPM has fallen fa::: behi:ld age"cy managers needs in developing 

ne..... star:dards :a P::OC8SS chat no.. requires 2-to-S years to 

complete}. For example, tae jobs standards for the compu::.er 

science series were issued only cecently and ate already out of 

date. These obsolete job standards emphasize centralized 

main-frame computer eOVlr'C:1!f1e:l::s, but eccer::: tech;::ca~ advances 

leading to greater use of distribu;:ive processing have not .bee:! 

taken in::o a::COilr:t. 

C::ily tl:e specified authorities necessary for better management. 

shade be delegated to the social security agency. Thus, 

consls!:ency in the government-wide classification sysr:e:n will 

be maintained, and the exceptions granted to che new 80:.:;ial 

$~curity agency will be ~inly for jobs unique or critical to 

its operati.ons_ 

Recrui tmer.t 

To er:able the socia=. security agency to hire high quality 

professional empl.oyees, the Panel recommends that authoritv be 

http:compu::.er
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delegated to the asen~y to establish its own examinatior. and 

recruicr',er.t program fOl- entry level employees. 

The Panel heard testimony on SSA's difficulty 20 recruiting top 

quality s;.:aff and on the: problems encountered in retaining 

inc::. \ridt.als with specialized ski11s. TheSE: ::;.rob:er.s ha-,.,-e 

undermined the agency' 5 efficiency a!1G. lowered the q'Jality of 

service provided to the public. In particular, ceilings on 

::irir::9 to fi:': profess:.<mal positions have hampti!red recruit:nent 

of college graduates for claims represe~tative pcsi:ions i~ 

SSA's field offices. OPM's inability to provide qualihed 

college graduates from t!':le PI\C3 examir:atioo t discontwued after 

a Fede:::al court LC'J.:"d i::: ::0 be discriminatory, made the problem 

worse. When the traditional avenues of college recruitment 

were restricted, SSA' s clerical employees be:::afr-€ the primary 

source (through i~:ernal promotiooj for filllng professional 

vacancies. OPM ameliorated the problem somewhat in 1983 whe~ 

it delegated Schedule E author.i.ty to SSA, permittiI'.g t:.e agency 

to hire college graduaces, However, this autnority is only a 

partial solution because employees hired under Schedule B 

autnority can prcgress only to the CS-] level. 

The recruit}nem: and retention of ir:diviriuals at both the er.try 

ano full performance levels 1:: computer-related series are 

critica:' in 55;\, t:0::ause improved program administra':ion 

depends heavily on ::1cdernization of SSA's very la!:gG: scale 

computer operation, which is c\lrrently staffed by over 3,000 
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employees. Trainee computer jobs turn over capidly because of 

loW salary levels. Salaries become progressively less 

competitive as emp}oyees become more specialized, s~illed, and 

experienced. In effec:, 5SA provides basic t::air:ing for new 
-.' 

:::clf_pu:.:er specialist.s ...60 then :::eave for :-:ighe:: sala!'ies i:.1 the 

private sector. Fur:hermore. 55!>. cannet afford ::0 tire and 

canr.ot retai~ the mOst skilled computer specialists available 

because: (1) outdated classificatlcn standards do not 

recognize their types of skills or level of expertise, and 

(2)salary levels in the private sector for many of these 

positions exceed government statutory pay limitat:ions. 

I) Execut.ive S;:affina anc special Compens8.t:icn 

TO 2:-:rengthec. ::he leadership baSe of the social security agency, 

the Panel recommends that a pool of executive level authorizations 

be created and that additional Senior Executive Service positions 

be allocated to the agency. In addltion'....!;.h~....~.gency should be 

granted a Boecific n~mbe~ of positions for computer experts that 

are exempted fr:::.::t current pay ':'evels. ?he Socia:' Secur:ty 

Mmir:ist:::-ato::: should have authc::itv to Kav 'JO to the GS~15 maxi't(flJm 

:or a caere of :::cU'_ce::ent camout-ex: ex-certs. 

While the Panel doe" not make recommendations on the agency's 

internal structure, additional executive level positions are needed 

to support the management reforms and imyrovernene.s recommended in 



this report for a ::ew social security agency. Ne'4 executive level 

positions shaule include, for example, one Level II! (Deputy 

Adrninistra1:or) position and Level IV and \; positions in li:'.e v::'th 

comparable agencies for the following functions: ge~eral counsel; 

.inspector general; and Cirecl:ors 0: policy, planning and 

evaluation, le9isla~ive analysis, and fi,ancial management, I:1 

addition, executive level positions may be justified for progral'" 

cperatio:.s, systems development, act\lanal work, ar:d economic and 

other research. 

The exact fl'..1tuber 0: additional SES positions would be establish2.c 

by congressional action based on justifications sUbmitted by the 

Adm::11stratOT. If cornparaCili~y with ot':'.er large opera:::in9 

agencies were used as a guideline, a scbstan:ial number of 

additional positions could be J~stified, For example, IRS has 

slightly m~re 'employees :han SSA but has over 235 BES posi:ions 

compared t~ 76 at SSA. Furthermore, the Env:~on~ental Protection 

Jl.gency (approximately :'0,:;00 emp!oyeesJ hClS 233 SES positions; the 

National Aeronautics and Spa:.:e A:.imir.istratlon (approximately 21,500 

err.ployeesi has ever 50;: SES positions; and the VA (appn,')xlmately 

215,(;<:::1) employees) has over. 400 SES positlO:ls, 

SSA's operations have been h-smpered Oi' the agency's inability to 

compete wi::h :he priva::e sector for experts in state·cf~the~art: 

co:np'.:':er recnnclogy ilm! for technical project managers fer AD!? 

CC:ltrac!:s. Authority to pay up to the GS-2.S :7-axi:m.::n sa::'ary for a 
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specified number ot computer experts would enable the agen::y tc 

acqui:::e aha retain a technical staff with the necessa:y skills and 

experience to ca~yy out the new agencylg data processing 

requirements, This would help to ensure the cost~effectiveness of 

SSA's multimillion~dollar computer-related procurements, as well as 

the 	quali:y of servi:es received from contractors, 

(i 	 !-l~.!l?".9.~.ment a::d Executive tevel:op':'t.ent 

To achieve strong and effec~ive ll'.a::agemer.t of its operar:iaos, the 

social security agency "must have well-prepared, capable 

Isupervisors managers, and execut i yes In recent years SSA has 

established and implementec management and execut i ve develcpmer.t 

programs wh:.ch appear to prcvice t:.e proper :rame"lOrl< for ensuring 

~hat ~he agency's need for innovative, professional $snagers will 

be mel, 

However, ~re tha~ a framework is necessa~/; SSA should make 

:nanagcment: and executive development One or its highest priorities. 

The Panel was impressed to learn of the extent of the IRS's 

commitment to executive development. High level IRS executives 

devote a slgnificant portlOn of their time to the executive 

development ptogra:n. Tra~fl1c9 a;;.c. deve::'cpmcnt of subordinat.es c..S a 

crit~::al task (or every msnager in ::::RS.· A si:n:..::ar :::cmmi::::nent wo~lC: 

be required of top execut:yes a!1d rra:1agers of the new social 

security agency if an executive development program of comparable 

quality were developed, 
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Finally, the Panel no:::es that effective ma!lagemert ar.d executive 

development does not necessarily depend on promotion from within. 

Managers from other agencies and :707. outside Lhe government can 

bri~g varied backg~o~nds and fresh perspectives to ~ear on SSA's 

management problems and help prevent parochialism and st8gnatlCn, 

IV. A SIE.mJIAL B'JDGET At,I:: ~OaKFO~CE ?:.A'i FOR SCCIAL SECGRITY 

The Panel recomrr.ends modification of g,:~.~ral 90verl1ment~wide 

requirements for budget formulation and execution as they apply co the ne~ 

social se:::cr::..ty age::c¥. In ':)ar::.cdar, tlUS f;.cen;;v shot:'d ~e 2e,;th:::dzed to: 

Prase:.'.: 	 to the Office of Management and B'Jdoet and the Cor.gress 

a biennial budget request for aepropriat.ions. The Congress 

shculd ?-Rpropria:e :'iennially for admir.istra:ive ar.d 5S! 

computer modernization plan, should be appropriated on a 

f:=e~e:lt the staffinq portion 0: i';;$ ad'l'ir:istrative bucce:t to 

both the Office of ManaQement and Budqet and the Conq:r:ess as a 

wo!"kforce alar., t.o be based on dollar limitatic:<s rather than 

person;\el ceiling conn'cIs, :'he exec~::..c;; of :he workforce: 

olan t-Jould be left to the Administrator who would therefor,,; be. 
fully accountable for its effectiveness. 

o 	 Bie::nial B~ch'iet: 

NAPA's report and other studies have concluded that the annual 

budget formulation and appropriation process can be excessively 

t.,;raenso:;,e for eoth t!-'.e exec1..:.tive and l €gis:'ative ~ranc;.es. In 

respc::se to this problem, a liurnbel' of bills to ,cake tr,e budget 
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process biennial have been introduced during the current session of 

Congress. The Panel believes the oudget process should be modified 

for the s;:'2:.al sect:rlty agency ',;hich has stable and p!'edictable 

ad;n:nis-:rative eXger::i:.tures that st.:;:m direc'.:ly from work required 

to administer statutory beneCl\: pmvisions, The vast majority of 

funding for programs to be included 10 a new social security agency 

is derived from permanent trust fund appropriations,' only SSI and 

general fund reimbursements to the trust funds {the Limitation on 

Mm.lnistrative E.xpe:1ses a!1d the ?ayments co the Tr'.lst Funds 

accc'J:-~::sJ are sul::ject to aI1:".t.:al apprcpriat.:.cn (lction, 

Budget accounts for the sac:al se::::.::ri:;y agency car, be estimated :n 

advance; indeed, major unanticipated changes in funding levels for 

OASDI result largely from legislative changes in program 

eligibility ar.d benefit calculatior:s, Despite little sigr.ifica::t. 

year-tc-year chac.se :n t:'e reimburse~~nt acco~nts, SSAls top 

management c..;rrently spe:-"ds a;~ ~!1ordinate a:nount of ti:ne )t:s:::.fyifiS 

and explair:ir..g ;;hese changes 'IIi t:h:..n t:he cxecClti vc branch and 

testifying before Appropriations Comnuttecs, The effort would be 

justified if important policy or funding issues were being decided, 

but they rarely are. Thus, a biennial appropriation would not be a 

:::adical departure for the social secur::..ty age;,CYi che usual 

suppl€::",ental ap?ropdation ar:d resdsiOl'. p:;:ocesses wou:d be ~sed 

whe:: slg~,.j;flcant char::ges were r:ecessary 'f~e cont:-ngency :t<nd, 

which provides for reasonable fluctuations in administrative 

expenditures, would be retained and al$o provided oiennially 

http:apprcpriat.:.cn
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j) Workfo:::ce Plan 

Under the present budgeting system, Federal agencies are given 

fixed employment ceilhgs, expressed as spec~fic staffing limit!L 

St:..tdies by NAPA, GAO, and t:'1e Grace CQ!TI::';iissi:m :-:ave c:mcll;:ded :hat 

this system, while a polit:J..cally acceptable device for visibly 

controlling the total F'ederal workforce, has emphasized shorCwt"un 

budget control rather than longwrun program management and policy 

development, and t:.at ~t has impeded the c.evelcpment ;:.f r:'.c:::,e 

effective workforce planning. 

The work product is difficult to define and measure for government 

a::tiv.:.ties 3'..:ch as po::.icy ana::'ysis, ::egu:atior., l:..a:sc:..., t €chr.ical 

assistance, etc. For these activities, estimating workforce needs 

is difficult, and controlling the si.ze or the workforce through 

ceiling r.estraints may have fe\.'er adverse effects on the agency I S 

ability tc car:::y Oilt L:s mifisi.O:.. 8~t ceil:..ng res:raints have 

handicapped GSA which has large operating responsibilities and 

measurable work actlvities, These restraints have impeded SSA 

plannbg for workload changes and have rout ine1y resulted in many 

wor.kyears of :::05::Y ove!"tiJle. 

The studies cited above all urge a di fferenc workforce planning 

syste;;, in wnich the a;7IC'Jot of: '...ork to be done ~s calcu~ated if. 
. 

d:::l:'ar terms, and :t.:.r:ds for: cte v.'(H'k are appropriatecL on the bas:.s 

of chese planning figures rather than for specific numbers of 

employees. If the social security agency provided an overall 
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su;;;It'~ry pc~t!:ait of its programs based on a 'llorkfc::ce plan, the 

President and ::he Congress could ;mike better long~run prosra;; 

policy decisions _ Mar:agers ~ould be responsible for reaching 

objectives within the collar limits associated with the workforce 

plan, but they would retain the latitude to decide how best to 

achieve those obj ectives, 

Workforce plar.ning is particularly appropriate for the social 

security agency because !T.uch of \:he workforce is already covered by 

a work measurement system, and be:a'.:se the oreadth ar.d pace of 

t~chnologically induced change will ;-:i1ve a crucial effect on she 

agency's personnel needs in the next 5 years, Under its bternal 

workforce planning system, SSA assesses the total work to be done 

by using established and ve[i f ied measures of the time necessary to 

accomplish this work. inc~udil1g prod:.lc::ivity assumptions, For 

example, the SSA actuarial staff estima::es the ;l;,.tmber of claims 

that will be filed in a given year based on demographic ~rends a~d 

eco:1omic forecasts. Using this estimate, the budget staff can 

estimate t::e number of worltyears necessa.ry to process this workload 

by applying data cerivec fret'. prior yea:::;:;' experience in processing 

initial claims for benefi::s" AdJ:1s::,:,.8!its are made for productivity 

changes. The same process is used for each of the major wcrkloads 

in the field offices. the Program Service Cente;:s, and other agef!cy 

operat:'ons, and it results in a work measurement plan which details 

with 2, fair a:-,CTlt of objectivlty tt\C amount of work to be done and 
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the type of staff necessary to accomplish that work within a g~ven 

amout:<::'of rime, 

Continued improvements and refinements in the work measurement 

system are possible, and the new social security agency should work 

!;,'"-Ch Qr>13 a:-.0. GAO to irr\?rove data colle-ctior. ar.d :irr.e 

allocation-- and to dew;;lop s::andarcs for processir.g workloacs. ::f 

implemented. the Panel's recommendation would encourage 

ir.:provements ir: the "IIOrkforce plar. and 'Chus e:lhance che 

Adm~n.:.st~a-=or's abili::.y :::::: t.::::il:ze effec':.:.vely the agency's '''ost: 

valuable reSQUrCE- - the tens of thousands of SSA employees, 

F'Jt.c.inq fer Lo:"c-7erm projects 

The ?anel recoffC'!ends that certab lonq-:erlf. o!:o-:ects ce funded for 

the life of. the proJect rather than biennially, full funding 

incroasEs the 1ikclihood that \ II detailed project p lanr:1ng wi 11 

accompany init':'a: reql..,ests :0::: approva: 2..'1C fl'r.d:ng, and 

(2) projects will be completed wichout interruption after they have 

been approved. Annual funding may mean that a change in leadership 

(in eithe::: the executive or legisla::ive l',n:arich) trtay jeopardize the 

project Qr dela'}, ie as the ra;;ionele for the prcject mllSt be 

defer-ded ar:ew, As witr. a bier:r.~al budge::, a long~term project can 

aJ ways be cancelled through reseis i¢DS if the Presiderlt or ehe 

Congress decides that drastic chacgB 1S necessary. Examples of 

::lulti~yea:1:' p!:"ojects would bclude computer pz-ocurements and 

facilities' constructlOn. 
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V. TR.i\N$!TIOt.J, EVALUATION PL.AN, AND ACCOUNTABILITY 

The Panel believes tr..at the benefits to be gair:ed fror.. these 

de::'egat:.ons ar:c expanded. aut;honues dictate pronpt ac::.ion. It !'eco::l::1encs, 

the.;.~f;orel at. the earliest oossihle date after enactment of legislation 

establis.hinq a new social security aoellCY, tha:.: t..he P:::eside,.:: select an 

Admiais'.:rator" In ::he ir:.terim! the Commissioner' or Acting Commissione:: of 

Social security wod:! ~~F"ve as Actio" Ad;r,inis;;:raccr a:ld WC'..lld establish a 

transitlon task force and conduct the transition until such time as t:,8 

Administrator is cO:1firrr£!d. The Acting Administrator would also begin to 

deve12e...~~J2Jan. and negotiace crit::ena to evaL.:a;;e t.".e results ac;.ievee by the 

new:v c<?f!stituted age:1cy il:1d wO'Jld begin to ne90tia~e _appropriate oversiqhc 

roles for th~_ central !f.an_~gement agencies, 

Ii 	 Tl:e Transition Task Force 

As soon as practical after enactment, the President should 

designate the Jl..dminis'.:ratcr of the ;',ew age:1cy. ::n the meantime. ar: 

Act:'ng Adr..i:!.is<;;ratQ:;: should set up a transicion task f:;;rce, which 

would be comprised of SSA and DHHS statt along with representatives 

of Or.ill, OPM, and GSA. A detailed plan w~\.Ild be prepared by the 

task fo~ce :or the orderly transfer of responsibilicles and 

authoritles and any orgar:lzatior:a: changes deemed app::;opriate. 'fo 

the 	maximu-:n extC::'lt possible the Admuli strato!." of the "ell' age::'lcy I 

should be ir."/olved in planning and carrying out the tr·ansition. 

(See Appendix C to this repon Eor add~tior::a:' det,;;.ils :esardi::"g t!1e 

sugges'Ced transiticn plan.) 
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!l A plan for Evaluation 

The Panel expects that the organ~zational indeper.dence and 

additional authorities given to the social security agency will 

result in imp=:oved proGram performance. public service, and 

prod:.:ct:.vity. To ens,-,re :his resul t, the Administrator shculd 

develop objectives for ~anagement improvements, an initial action 

plan, and criteria to measure progress and final resu:"ts. Althm.:gt 

the objectives and plan should be the ne", o:ge:1cy s statement of 

what it expects to achieve, the involvement: of OMB, OPM, GSA, and 

GAO are important in developing appropr~ate a~c reasonable 

objectives and cri:::eria fo:: shon:- a:'.d long· range evaluations, 

As a min:cmu:n, the evalt.a:;i:::n 91a:, shou::d address two mujcr topics; 

(1) operacicnal efficiency and effectiveness and (2) the abili;:y CO 

confront and reso:;'vs '(tajar management issues, including the 

escai::lishr(;er:c of long~run planning capability, 

Plans for resolving press~ng operatio~al iS$u~s ~~ou:d iccorporate 

SSA's internal measures of program performance, productivity, and 

public servicE!_ While these measures 3::-e currently used to monitor 

performance, the:r acc:,;;:acy, re::a:)ilicy. and coverage of the 

agency's operations S::O\U:l be improved. In addition, external 

measu~es of p~bl:c service should be developed to corroborate 

i:nprov2",2::lts bd:i..cated by inl.ernal measures and to discove; ..hec:c.er 

these improvements have affected public opinion on the ql!ality of 

servi:::e, 
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Plans for reso:ving lo~ger run management issues should address: 

(1) the types and lev€ls of p"Joh::: service to be provided; (2) the 

future role or the field offices, Program Servi:;:e Cefittrs, a~rl 

other ce~tralized cperatio;,s; (3) the extent to which operations 
'--, 

will be automated and ¥thether they ",i:'l be cen:::ralized or 

decentralized; (4) the ext.ent to which staff reducc::ions will result: 

from automatio:'! and productivity improvements; and (5) the type of 

organization that will be needed :~ futu~e year3. 

A:ter the Socia::' SBcurity Advisory Board has been set up, it should 

participate in developing c~i~eria for measurement and evaluation, 

ar.d it should assist the overall <is'Jessment a: the new age::cy s 

prcgran b improving managerial and operational performance. 

o Accounta~ilitv 

~:Q,.::~ed '::mpr:::vement in agency management and operations can be 

achieved only over an extended period, The evaluation criteria 

devdoped to measure the agency's progress should recognize tr,e 

~ime required for substantial improvements to occur. In addition 

to regular ov€rsig.tt by :he newly crea:ed Social Secud\:y Advisory 

Board. the Panel recommends that during the :irs~ 5 years after 

enactmer:t of :his legislation GAO mannor and reDort on the social 

security aGency' 5 use of tt-.e a~thorities and orooress in improvi ne 

its orolH'am olanrlioe: and oneraL.1or.al af Ecie;-.c.v ace. effect.:: veness. 
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Five years after enactment of the legislation, GAO should prepare a 

formal report to the President and the Congress. 

VI. STRENGTHENED MANAGEMENT WITHIN DHHS 

As 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 old Age, Survivors and 

Disability Insurance and Supplemental Security Income, 

o 	 Strong professional management and continuity of leadershio Ear 

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

deputy be raised, 

o 	 The present provisions for quadrennial Social Security Advisory 

Councils be changed to orovide a permanent Social Security Advisory 

Board within "DHHS, and 

o 	 Operational accountability and responsibility be placed squarely 

with the agency head bv deleoating to SSA specific management 

authorities and by redefining the responsibilities of the central 

control agencies" 
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97 STAT. 132. PUBLIC LAW 98-21-APR 20, 19S3 

J'Pint St"dy 
PaMl on the 
s.:.cw 5ecurily 
Adminifta~ion. 
42 USC 902 DOte: 

Memberahip_ 

"'y. 

fitrDY CONCERNING TlU: urAlSwKMlm or THE BOOA!. .lC1Jtrrt 
AtHo(lXI.8TJ.AnON .u AN IHOUlNt>Ufl' AGEi"CY 

SEC 338. (.) Therc iA bcndY m,tuhlhhcd, undeF the lHllhorilr of 
the Committee Ull Ways and Mean. {If the Ilnuse or Reprcscniallvcs 
lHld the Cmllltliltct' on FinaJH:c of ttl.: $ClllHC, u joinl study pune! to 
be known at the Joint Study l'anel ou the SociAl Secttrity Adminis
tration (hereafter in this aection rcfCHt'd to &Ii Ihe ·'Panel"). Tbe 
dntics of (lie Puud ah.aJ1 IK' 1,) (OUOUl':1 the fliudy provided for in 
• 1I000tliOll (C). 

(b(l) The Plilld ,hall hit compot;e<! nf 3: mcmben, lillpoillfctl \·oilltly 
by Ille ehalnn>.'!n d[ Hie Cmumhtt'C 011 Way:. and Means of tlle lousc 
of RlCpH's{'ntatin~s and Iht: Cllmmiuee 011 V'illllll(t uf lhc Sl.'nate and 
lIuch dmirmell sbull j'}lallv tltlect olle member of tile Panel t1) serve 
;<:; chainnan uf the Panel. 'Members of the Panel sh;;11 be .;tlOl>el1, on 
the basis of tbeir illtegrit{, impartiality, ami good judgment, frum 
individuals who, as a resu t 61lh~lYttra'in·in£, expenen«, lllld atlajll~ 
mentA, are widdy tC(l)gaiLcd by pr\)fe~si,twl.h ill the Iklds til' go\'efll
ment administration, 80CUU inaUI"'IU1<':e, lind I~dwr relatiol!\ liS C)p<.!rts 
ill thOle fields, 

(2) Vacundes in the mcmlH:lhbill 1)f the Pnlld shallllut arfed lbe 
power (If the remainiug uwmhers tu petform tht dlltit~s ~)f the Patle! 
and sball be fiUed ill Ihe fame nHIlUlcr ill which [he uri~inal 
apl!uintnlent wa5 nunle. . . 

(3) Each member 1)1' the "anel lIot otherwise ill the t:JIl ploy of the 
UuitA States COHrnmell1 shall n;ccive the daily eqt.liVlll ent of thl: 
:munal nltc of basic f'IlY' pAi' ahlv fur level V (If tilt! Executive 
Schedule under section 5316 of (itle 5 United States ~ for .c;Jch,. 
clUj' during wbieh \u~h memher h iH:llll1l1y Cll!!IiiCd hI the perform
~ce uf the dulies IIf the f':lIIcl. Each member of Ihe Pam,1 .shlill bl' 
allo\\"cd travel expenses ill the S<lmc manner as any individual 
employed intennittentJy hy the Federal Gvvl.irnmenl is alh.wcd 
travel expense, under BeetIDn 5703 of title 5, United St<ltes Cmlc. 

Ui By agreelllent hctw... !.!tl the chairmen \If the Commitie~ on 
WllYS and Means of Ihe !lUlI.\!.! (If HcprCSCtlllllivcs and llw CQmrr)i(. 
lee \lJI "inlil!!':c of the Senate, ~lIch CtJlJuniU...c\ shall provide Ihe 
"~and, un a rcimbursillie basi:.. office sl):tce, c!erkul personnel. and 
such .'>uppli...s and tQulp!II!:liI 1I~ Ilia) be n~ry fvr the Pand in 
cllfry oul its dutic~ 1I11Wt- Ihis sccliHiL SulljCCI In sudl hmlLL~Jol1s!l~ 
the chllinnen 1)[ :.uch COInmlHee\ may jM-nlJy prescribt. the Panel 
may appuint SlIeh !uidiliolllll penuuncl as lile Pam~1 coo;,iders oeces· 
pry aud fix Ihe CHlUjlcus.llh)Jl llf :.ucb persunnd li.~ Ii cvoslden 
appropriate at <In aunual nHe which dt!~ 1101 eHi:ed II\(' r:lIe of 
basic: pay then payahl", for GS-IH of Ihe Gelwral Schedule umkr 
tectior. .:>3:32 or tiHc 5, Untied Siate,', emil', lIud lila\, pro:::IJre hy 
CUllirnet the h'llIllvrarl or imermilh:ut ~cnic\~ \if cleriCAl pCfsvuod 
!llltl cJ:pert.J or COlISUUaIU\, or url!<llIlt.aliulIs Ihereoi. 

iSI There Ul'e herehy auclwrlzed w be :tppnipriatcd Ii) Ihe Panel, 
from amoullt.. ilt the gencl'''! flllHI of Ibe Treasury IIOt otherwise 
'fPropria~;- .uch sum:. ll!, ar" n~ry tJ:l carry (;UI Ole ptlrp(lses 
\) (hb tectlon. 

kXll The Pallel shall untlcrt!lke. as !>I1I1Il as possible after the dafe 
Hf tbe fmactment or Ibis Act" li Ihnruugh siudy with rcspect \,0 tlu: 
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implementation of removing :he Soc::1! Sl.:curi!v Adml"niltration 
from the Depertment of Health ~\hd lIulJlan ServiCu al)( atab!ish. 
ing it as an independent agency in the executive hfandl with ib 
own independent udminiSlrallve" SlfllctUfC, including the paesibllity 
ur such a SfrUl:tIJI'C hc:uktl by a boero ap;pointtd by the President, by 
and witlt the advice und COns;;:!: of the senate" 

(2l Thc Pallel In its study Gnder plragrnph (1) shaJl llddn.:ss, 
analyze. and report lpec:mwf on thcfoUowi!t,g matters' 

tAl the manner m which the tmnSltlon 10 UII inocpcudelll 
agency would be conducted; 

(8) the authur:iies whi;::.h wt)uld have to be inu:l$.ferred:or 
amended in such a transition; 

(el the prpgtam or programs wh(ch would be included wl!ltin 
thej"lliadH:t:ion ot the new agency;

illi the legal and other relationahips Dr II).; Soci;;i Security 
AdrmnislratlOn with other organizations wtuch would Il~ 
requlNKI as a rcsuh of establishing the Social Sccmitv Adminis
tration as an independer.! agency; and ' 

tEl any other dctaHs which may Ix; ne:':i,;ssurv lor the develop 
ment oj upplUjriate legislation to ;;sJ:joli~h the S{)cial Security
Admini$tralwP' as an indepelld;:nt agency. 

(d) The Panel sball subillir!o tile Cnmmiltcc on Wavs and Ml'1lliS 
II( the House uf Representatives :tlltl the Curmniucc 0:'; Finance of 
the Senate. lIut later th<lll April 1, 19X4, II n:l'nrt \.1' the limjings IIf 
tb~ study (''''Illuded under subsl.'.:ti!)1I (e), tl)gctitci ~jlh llll)' recolU
ffif,!ndatiol1\ tile Punel s:onsidcrs :tp\)rOpriate. The Panel and all 
authority granted III thiS Sl'ctiun shu! expire thirty days after Ihl' 
date nflhc submissiun of its rc]mrt unticr thh "celion. 

97 STAT. tJ3 

i't!!;><lf'l 10 

m"'t~j<>"al 
>:\l~L1lI'<:!_ 
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CONFERENCE REPOOlT ACCO'!P~.NY INS TEE SOCIAL SECURITY 
AMENDMENTS OF :9l3 (P,L, 98-21) 

,. 

• Social Security Adminiltratioo iI currantly part of the De
_,of Hulth and HWIWl s.mCO$, 
S..... bill 

AuthoritN • f'u.Il'bility and implemtntation iltudy with rwpect 
to ~liI.hioi SSA AI &D in~pendeo.t &It'DC)'. Such atudy Ibbll in· 
dud«- but bot be limlt,.od to tbt following points: the taru.ibilit)' of 
~ the C\UTtnt ltattU: 'If SSA; bow t(I ~'the tn.n..ition;
wb..t authorities wculd MOd to be t:rt.nJ:f.rred ~r a.tntrtu!ed' 'What 
JW"OI'l"IJll.I would be inwlvt!d: what a(~ncy &ministrativc re1ation~ 
thiP' would pHd to be adjur..od, etc The .\l/y 'YOuJd be eonduetad 
(in ooUJUltatiOtl with the o::munl.iopu of Soci d s.eurity) by • 
JI&Il'el of Mmjniltrative uptrta • ppoiot.aby the Hou. Committ.ee 
OIl W.,. Ibd MUIH apd th. Senate C<>mm.i~ on Finance, with a 
report and rtJ(:Qm.::ntrndatiOtl;5 to ht wbu:titt.ccl to the Comm,j~ no 
later than Janu.uy 1, 198-4. 

&Mtt Q./Mndl'l'lZl'I t 
Similar to the Ho\Ule proviaion U¢l:p:

m co:~iotl \vouhl be apj.)IJint.od by :I:e Pretide-nt with 
Adviot and c:onRnt of the $enmc. 

(2J report would be due no later than Apri11. 19:&4, a.nO 
{3J tmpltm~t.atioD, Dot (Mlibili:y, of independent SSA, is in

cluded in cud)' mandate. 

Co"'r~f'tru::t ~m.(Tl.t 

The o:mfereoCf I(rfletDtDt ~ lor (he toJJowing: 
In kerp1n;l with the recommeode.tiora, of the Nat:onal Cor:run;" 

Son on SoellJ Security Reform, a rtudy ah.lll bt conducted with l"I!" 
ape.:'l U.I :he tIIt..lbUahme:nt of the ~i...J Sc;;ur;ty Administration .. 
AD iD~pend~nt areDcy under _ tnpa~:A.P board appointed by the 

~drtlt. by IDd with tht s.cfviot ACJci tollJl!Dt of the StaLe. The 
.tudy ah.all be cxmducted by • Ox:)~n ~~Jn& or upem 
widely ~ in the mId.. of .I,.,n:ument udmini5~ration, IOCW 
~ce:, and I.abor reiatioD.J, 'I'bo: rtudy IhAlI addrtrM, a.nal;yu 
aDd re~rt to t.bt Con&'fal ott: haw :.v au.n.a.&'e the tnmition, .n-.t 
autbontiNi would'lIM 't 0 be tr.1iaferrod or amended, the 
~(s) whicb Ihould be included within the 1W&diction of the 
..... apDC)', the lOla.) and other re:1a:..i,)n.ahlpl of the SocW Security 
Admi!)ictrttion wiur other orp..o..i.ta::;,;n.f which "Owd be rtq'l..l.ired 
.. a rwult of errtabUshinJ the Srcca.l ;;lCUrity Ad.m.iniJtrAtioD u an 
~pend~tlt -ctnt')', and any other t:l.Ai.I.a which may be D~ 
tor ibt uvelopll)ell:t of appropri..at.: lfcialatioD to wtlbllah t: h e 
Social Secunty Ad.ln.itUlt:rt.tioo ... ar. -;Hh.:pendl!l:1 ~nC)i.

"nle Itudy ftujd be conclucted (in ';'.:llIullation with th. Co:::nmir 
per of SociIJ Securitv) by,! pu;, of expert& llPPOII!lCd by the 
HO\lJle Comml~ on V":JYs -Ill"" Me VI and th~ Sena~ Committee 
ac Finance, with .. rcrort and l"9O::ln,J Iflndtltiora to be- ....ilim.itted w 
the Committe. nu lat.e-r t.h.a.o, April '., 19$4. 

http:appropri..at
http:apj.)IJint.od
http:Committ.ee
http:limlt,.od
http:ACCO'!P~.NY
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Excerpted from the Report of the NatioClal Co:r,;nission on Social 
security :1981) 

Greater indeeendence for Social Security Programs 

'8ecause the National Commission believes that significant improve-

moots In the operation of Social Security and [(dated programs and the 

public's understanding of those programs would result, it ~ecommends 

tile creatlqn of an independent agency, to be ealled the Social Security 

Board. The Board should be E~sponsible for admJnlsterinq the Old~Aqe, 

Survivors, and ..!Jisability Insurance proura~.' the Supplemental Security 

Income Q.£~_gram, and the Medicare and Me_dicaid __.programs, The dayMto

day operations of each program should be directed by three career 

employees ··an executive director and 'two chief operations officers who 

would report to the executive director. One operations officer would 

be responsible for the cash benefjts programs and the other for tho 

health care programs. 

The independent- agency the Commission recommends would resemble 

the original Social Security Board in that it would be governed by a 

three- or five~member board reporting directly to the President. The 

Board would be appointed 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 eny 

one time could be members- of the same polltica! party. One member 

would be designated by tho President as Chai~man and would be ap· 

pointed for a fixed term which would coincide with the term of the 

Presldent. The- initial appointments would vary so that no more thun 

one term would expire in any calendar year. 

t1ote: See di5sentinr: vie,.: by Cr-,,;rman G>11rtzl"'>a,1. 
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Dissenting Statement" on an Independent 


Social Security Board and, on Removina Social 


Security from the Unified Budaet 


by Mr. Gwirtzman 


I am not impressed by the argument for removing the Social 

Security Administration from the Department of Health and Human 

Services and setting it up as an independent agency. Other pro~gram'& 

financed through separate taxation and trust funds, such as unemploy~ 

ment compensation and the Federal 'lighway program exist under the 

genMal supervision of Cabinet departments. The internal administrative 

problems of the Social Security Administration seem to me to be of the 

type endemic to any large government of9uni~atjon. and which would be 

neither helped nor hurt by creating an independent board, 

I am concerned that this proposal w:;H.lld mean further dismember

ment of the Department of Health and Human Services, which has already 

seen its education programs transfefr~d to the new Department of 

Education. Severing Social Security, Medicare, and Medicaid would 

result in the loss of about 60 percent of the Department's personnel, 

and would leave HUie to justify its continued existence as a separate 

Cabinet department. 
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Exc,;rpted from the Report of the t-;a tional Commission on social 
Security Reform (1983). 

Social Security Adnlinistnltion as an Independent Agency. 

(ZZ:1 The majority of the memb~rs of the ~,itional Conrnission believes asu 

abroad, gencl'al prin;;iple: that 11 ",Quid be logical to have then 

Social Secudty Administrat:lon be a sepal'ate indepcnuent agency, 

pernaps ftearh:d bv ;) hi -pHn::isnn btmrd. The National Cornr.isslon 

recO!m!ends that astudy should he made as to the feasibility of ~_~ii 

this." 

The Social Security Administration is nol'l' part Hf the Department of Hetlit:h 

and Human Services. Its fiscal open:ltiolls and the size of it:s staff arc lal'gcr 

,than tho~:c of the remainder of the Dcp;ll'tmcllt combined. 

TIm National Cornniss;on has not had the time to look into the various 

complex issues involved in~such au administl'ative reorganization and, therefol'c, 

recOI1IT'Ie:nds that a study group should he formed to luuk into chis matter, Issues 

involved include whethel' the lel.ld~rship 01" such <tn illdepundeut ageucy should be 

assigned to a single individual Of' whether then~ should he a govcnling boanl of' 

several members.. selected Ull a hi-partisan bu.sis, and '..nether the (Jperation~ of 

the ~{edicarc program should be included in such un independent agency, or 

wbether they should remain a! <I subsidiary agency within the Department uf 

Heald) and Human Stvi ces ~ as at presenc, 

• See additional views of Ctm'I'lissione:n; Ball, Keys, J\il'khlfld, KoynihM. <lnd 
Pepper in Cbapter 4. 



SUPPLE\!E.~TARY "1'ATE.\IE~T 

EY 

Conmissionets Rolu!rt: M, Rall, illllI'tha Keys, 

Lane Kirkland, Daniel Patrick Moynihan and Claude Pepper 


(mentbcrs selcct..."d by tbe Democratic leaden.hip of the Congress) 


Social Security as an Imlepcndt!tH: AgcJH:Y 

We believe that it would impn)Vc the operation of 'the Social Security 

system and strengthen public confidence ill the integrity of the progntm if it 

were administered as an independent agency tludel' U bi-pnn:isan 30eri1 <IS it .,.as 

in the cady days or the program. We do not bel icve t1mt an in-depth study is 

necessary, but rather any study should be confined to tim details of 

implementation. 
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A?FENDIX a 

A DRAFT 3Zl,L 

To establish the Social Securuy Administration as an 10deper:dent agency 
responsible for the admltlstrati:m of titles II ar:c XVI c: the Social Security 
Act'arui certain related functions. 

SECTON L This Act, wi:h the following tab~e or :::cnten:;s, r:'03Y be ci::ed as 
the "Social Security Reorganization Act of 19=-=---

?ABLS OF CCNT2NTS 

TI':l..E I - DEC~~TIQK OF fJRPOSE 

TITLE II - E.StABLlSEV,ENT OJ? THE aOetAL SECURITY ADMINISTRATION 
Sec. 2Ql Establishment of the Social. security Administratio:l as a 

separate, ii1dependent agency; respor.s.'. bili ::.:es cf the age:1cy. 
Sec. 202. Administrator oE Social Security 
Sec. 203. Social Sec::rity Advisory Board 

11':1,£ II! - ADr4!.NISTF.ATIVE P?OVIS::CNS 
Sec. 301. PersofL-:el PrOVl siems 
Sec. 302. Budget Provisions 
Sec, 303, Fa.c.:.lities Provisions 
Sec. 304. PrOCl:.rement ?rovisions 
Sec, 3CS. Seal of Offico 

':'ITLE IV - ftiISCELr....r;.'JSOUS A..'1D CONFORMING f.J'lENDt.fSNTS 
Sec, 401 ft..mend-;..er..ts to tltle II of the Social Security Act 
Se:::. 402. Amendmer.ts \:0 title IV of tte Social Security Act 
Sec. 4Q3. .l\.mendments to ::::.:.tle VII of the Soc:..al Security JI.ct 
Sec, 404, Ame~dments to ti:::le XI of the Social Security Act 
Sec. 405, Amendmem.::s to tltle XVI of t::e Social Se:::"Jricy Acr:.. 
Sec. 406, Amendments to title XVIII of the Social Security Act 
Sec, 4C7. Amentiw.ents. to t':'tlc IV of the Pede:::al Mine Safety and Health .r..Ct 

of 1977 
Sec, 408. Other .~endments 
Sec, 409. ?:::ansfer of :un:;tions and Savings 8rovisions 
Sec. 4",0. Effective Da:.:es 

http:Amendmer.ts
http:ft..mend-;..er
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TITLE 1 - DECLARATI~~ OF PURPOSE 

SECTION 101. 'I'h¢ purposes of this bil.'.. are as follows: 

(aj to est;:ab1is~ the Soclal Security Administration as an i:ldeper.dent agency, 
.~'eparate from -che Departme:1~ of Hea:th ar:c. Human Se,l"vices; 

{b) 1:0 charge the Social Security Administ:rEltior. with administratio:1 of the 

02..d-Age, Survivors and Jisability I::surance and S'Jpp!emental Security 

J:ncome programs and wi:h par:; of ::i:e Black Lur:S prcg::am; 


(e)to c~eate the office of Administrator of Social Security and define the 
powers and duties thereof; 

(dJ 	 to create the $oc:.al Security Advisory Board and define its membership 

a!'.d functions; 


te) to provide for de:egating major mallagement D'.lthori::ies to the 

Administrator or social Security. 


TITLE 11 - ESTABLISHr-1ENT Of 'tHE SOCIAL SECURITY AJflINI$'l'RATICN 

SECTION 201 ~ ia) 'i'~tle VII of. the Social security Act is amende::: by s::rikir.g 
Section 701 and insertlng in lieu thereof the folloWlog ne....' section; 

"Socia::' SecurLty Ad;n::.nistra,::ion 

"Section 701. ia) There is hereby established, as an independent agency of the 
executive branch·of the govE:!::::'::ment, a Soc:'al Security ACmir.istration 
(hereinafter in this section referred to as the ·'Adm:::.istration~t), 

Ntb) 	 It shall be the duty of the Administration to administer the programs 
establiShed by tltles II and XVT of this act and to discharge the duties 
and responsib:lities imposed (as or the date of ena::::tment of th Social 
Sec:.:rity Reorganizatl.Or: Act of 19_) on the Secretary of Health and numan 
3ervices it) connectior: with :he administration of. the program established 
·oy title IV of the Federa: Mine Safety and Hea:'th Act of :977" 

"(c) There shall be in <:he Adml.nistration a General Counsel, ....ho shall be 
appointed by and serve at the pleasure of the Administrator and who 
shall be the princ.ip~1:: legal officer :n the AOmi:"ds':ratior." 

11 (d) 	 'i'here shall be" in the Mministration an Inspector Ceneral appointed in 
accordance with the Inspector Ceneral !>.ct of 1978 (as amended by Section 
.j09:a) of -::h:ls Act). 

http:Reorganizatl.Or


(b) 	 (1) Whenever any reference is made in any provisio;: of law (ocher than 
this Act or a provision of law amended bit this Act), regula:::'o:1., rule, 
rec:::rd, or' document to the Depar:::ment :;:£ Health ane H::.::.an Services 
with regard tQ~ that Department's responsibU ity for adm:nis:edng 
Title's II or XVI Ot the social Security Act or Ti::;le IV of tr.e 
Federal Mice Safety a::d tiealt!1 Act of 1977, such reference shall be 
considerec a reference to the Socia:' Security Administration as 
established by Section 201 of this Act_ 

(2: 	 h'he:-.ever any rete:n;:nce is made in any prcvisior: of law (ot::'er tha~ 
this Act or a provision of law amended by this ACt), re3ulaticn, rule 
record, or dcct:ment: to the secri3:~ary of Health and Human Services wi':.h 
regard 1:0 ,:hat Se;:;:::ecary's ,esponsibi:ity for acm:nistering Titles TI 
or XVI of the Social Security Act 0;: Title IV of the Federal Mine 
Safety and Health Act of 1977, such reference shall be considered a 
refere;;ce to the Administrator of Social Sec;Jrl ty 3S establ:.she::i by 
Sect~o~ 202 of this Act. Whenever any such referer.ce :8 ~zde ~o any 
other officer or employee of the Department of Health and Human 
Servi::es or the Department of 5ealth, Education, and t~elfare, such 
reference shalL be corsidered a :eference so ~he appropriate officer 
or employee of the Socidl secu:cit;y Administratio!1. 

(c) 	:'he persom:e2. employed in connection wi tll, ar:d che asse:s, l:abi lities, 
ccntracts, prcperty, records. and unexpended balance at aFpropriatio~s, 
authorizat:'ons, allocations, and other funds employed, held, used. arising 
from, available to, Or::O be :lli3.de avai lab2.e in connection with the 
administrac.ion of Titles II and XVI oE t::e Socia~ Securit.y Act or chose 
responsibilities imposed (as oE enactmenc of the Social Sec~rity 
~eorganization Act of 19~) on the Se~re~a=y of Health a~G Eurrzn Servlces 
in ccnne~t:c:1 with the administration of t:he prcgrar;, escablisr:ec by ':'ltle 
[V 0: the Federa~ ~iae Safety and Health Act of 1977, shall be trar.sferred 
~o the Administrator of Social Security (as established by Section 202 of 
:.his Act) for appropnate all::::ation. U::.ex!;endecl funds transferred 
pursuant to this subsection sh.all be :.:seo only for che purposes for which 
t.he flh"lds were originally authorized and appropriated. 

SECr;;:ON 202. ia: Section 702 of the Social Security Act is redesignated 
!:eccion 7::.1. A new sect~an 702 is inser:ed as follows: 

"Administrator of social Security 

lISec, 702. la: The::e shall be in the Social Security Administration an 
Admin=-strator of Socia; securi::y (hereiMfter in chis secticn refe:-rcd to 
as the Admini$tracor) who shall be appointed by the president, subject to 
the advice and consent of ,,1;e Sena·~~. who shall repo!t to the President. 
and who shall bo. removable 0::1; fc't {:al!$,z. 

~ (b) 	 The Ao:::ir.istrator snall be compensated at tl;e rate provided for Level 1r 
of the Exec:;:ive Schecul~. 

"(c) 	 The Administrator shall be appointed tor a term of four years coincident 
with the term of :;:he President. ':"r,e Ad-::i:",ist:·atcr may be appointed for 
additional terms at the desire of the Presicent. 

http:referer.ce
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"(d) 	The Administrator shall be select.ed on the basis of proven competence as 

a manager of large organizations and a knowledge of Federal government 

operations .. In making his selection for the post of Administrator, the 

President shall take into accour.t candidates suggested to him. by the 

Social Securi::y Advisory Beard established in section 703 •. 


"(e) 	,The Admin:.sttat()r sT.all be respc::s:.Cle fo!:' ::he exercise of a:l pc.;:ers and 
. ::he discharge of a~:' dl.:::ies of t;',e Social Secari::y Adrr,inistra:::.on, and 

shall have (l:.lthority and control over all personnel and activities 
thereof 

"(f) 	The Administrator may assign duties, and delegate, or authorize 
successive reoelegations of, authonty to act and to rende:;, decisic:ls, 
with respect to ;;11 laws ~dll1iniste"(ed by th~ Social Sec;Jrlty 
Adxninistration, to sue;1 office::-s and el~!,)loyees as he rr,ay f:.nd Mcessa~y. 
w:.thin the l.:.;nitat.ions of such delegat::'o!1s, redelegat:c:is, or 
assignments, all offic:al acts and cec.1sio:ls of !i'..:ch officers and 
employees shall have the same force and effect as though performed or 
~endered by t~e Administrator. 

M(g) The >.drninistrator is authorized to prescribe such rules and regulations 
as the Administrator determines necessary or appropriate to administer. 
and manage the functions of the Administrator or the Administration . 

.. (h) 	The Admin is trlt; or is authorized to e"ablish, 01 cer, coasolid". or 
discontinue such org~nizational units or cOn".90nents within the 
Ad:ninis;'ration as he may dee::> ::0 b~ p.€cessary Qr apprcp:::iate. Sue:: 
a'Jthority shall !lot extend. to the- abol:.tion of any pos~tions established 
by th:.s k:.;. 

"(0 	There shall be in the Social Security Admlnistratl.on a Deputy 
Administrator, who shall be appointed by the president, subject to the 
advice and consent of the Senate, and who shall be comcensaLed ar the 
rate provided for level 111 of the Executive schedule_' 

"U) 	The Depcty Adm:n:stra:or shall perfo:m such de:ies and exercise such 
'powers as ';;he Admi~istra:;or shall fro:n t.:..::h'; t::J tl::'.e assign or ce:egate. 
The Deputy Admi::istrator shat: be Act ing Administrato:- of Social Secu:::ity 
during the abs€:ice or disabi:ity of the Administrator and, u:1.1ess t::e 
?resident shall designate another officer of the Government, in the event 
of a vacancy in the office of Adminisuator. 

"(k) 1'he Administrator shall have the duty of studying and making 
:recot'lun~ndations as to the most eHect:ive methods of providing economic 
secu!:'ity through social i:lsur2.nce, and as to legislation and rr.a!:~ers of 
administrative policy pertai:1ing there:o. 

(b) 	Uncil such tif'l',e as the Pre-sidem: appcints an Ad~inistrator, the 
CQrcreissioner (er Accing COl'::missicc:er, if applicable) of the current Social 
Security Admin~stra~ion shall se~ve as Actir.; Administra~o~. 

http:Admlnistratl.on
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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 is established in the Social Security Administration a 
Social Security Advisory Board (hereinafter in this section referred to 
'as the Board). The Board shall consist of nine members, five of whom (no 
more than three from the same political party) shall be appointed by the 
President and two each of whom (no more than one from the same political 
party) shall be appointed by the Speaker of the House of Representatives 
and by the Speaker P:ro Tempore of the Senate. Members shall be appointed 
with the advice and consent of the Senate and shall be removable only for 
cause, The President shall designate one of the members as Chairman of 
the Board. 

"(b) 	 Recommendations and findings of the Board shall be by majority vote. 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. 

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

II (1) 	 a member appointed to fill a vacancy occurring prior to 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 Social Security Reorganization Act of 19__ shall 
expire as designated by the President, the Speaker or the Pre.sident 
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 j 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 enact;ent of 
said Act in the years designated in subsection (c), 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 
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 from 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. 

"(f) 	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 Soard shall be exempt fro;;', the prcvislons or the Federal Advisory 

-:om:1ittee Ac:: ex::e:;::: fer seetio:: 10 relati::g t::: Advis:n'Y ;::cmmi<:<;;:ee 

;:rocedLres. " 


"(h) 	 Specific functions of ~he Board shall include, but not be limited ~O, :he 
followir.g: 

• *(1) making recommendations from time to time as to the most effective 
methods of providing economic seClltlty t.hrough social insurance; 

OJ (2) 	 making an independent assessment: of the annual report of the Board 
of 'Trustees of the social security system and i;ldv3.sing the 
President ar,d the CO:lgress on the :.r:-.91ica::ions of the assesameet 
(ar:d ::ransnU,:t:ng that assessc:',ent ::0 the Gresicent at.c the 

Congressl; 

!> (3) 	 englig1 ng in public dialogue and t:ducation about social seem: i ty; 

"(4) 	suggesting to t:he President: candidates to consider in select:ing his 
nominee for the position of Administrator oL Social Security; 

"(51 	 on its own initiative or as requested by the President or 
congrensional committees ::aving legislative jurisdiction over 
so:::ia1 security, reviewing and assessing r;:.aJcr :'cg_slative 
proposals regardir.g social security, includi::g a:i a.ssessment of the 
administrative feasibiEty and proba;:,le operational cons€guences of 
those proposals; 

"(6) " d 'reV1CW1:lg an assesslng ~he quali<:y of service that the agency 
provides to the public; 

"(7) 	making an annual assessment of the Social Security Administration's 
progress in upgrading its computer-based technology for support of 
program operations; 

"(8) 	rev,ewing and assessiog the seci.l Security Admioistratlon's' 
progress in developing needed ;nanagement improvements; 

"(9) 	if. cor;su:ta::ion wi:h the Aorj::iscnto:::' of 5::::::ia1 Security, 
::ev',ewing the development;. and impl€mentatlor: of a 1ong~ra!:1ge 
research and program evaluation plan for the agency; and 

fl(iO) 	 review.1ng and assessing any major studies of social security as may 
come to the Board's attention. 

"(1) 	In the event of a vacancy on the Board, whether because of the scheduled 
expiration of a tern -or for any other reas::.n, the President, the Speaker 
0;: the President Pre Te8pore, as applicable, shal::' sc:.bmit to :-.he Senate 
the name of a ca:::d~date to till c::e vacancy r!:) later :r:an 30 days af:::er 
the vacan:::y occu::s, r" Vi;l,-:;iO.::\cy Qr:: t::e Board s;'1all :10::': impair the right of 
the re'!1'lain~n9 :T.embers :::0 exercise all the powers of the Board, ~ 
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TITLE III - ADMn::S'!'AA~'IvE PROV:SIONS 

SECTION 301. (a} The Administrator of Social Security (hereinafter in this 
title referred to as the Adminis~rator) is authorizec to appoint and fix 
the :::ompensa:::ion of such ::fficers and employees as «.ay be neci?s'Silt'y to 
carry out the fu::ctions of the Adminl.strator and the soc:'.'1l Sec".lrity 
Administration, Except as otherwise provided by law, Sl:ch officers and 
'employees shall be appoi:::ed and their compensation fixed i:-'. accorcance 
witr. title 5 of the Uru.tej Sta::es Cede (hereinafter in th:.s title referred 
:;:0 as title 5). 

{hI 	 The Administrator shall have those authorities permitted to be delegated 
by Secti:;:n 1104 of ti:;le S which are necessary for t;.he Ad:::inis::rator w 
establ:'sh, withln the constraints o::herwise irr,poscd by title 5, the 30cial 
security Administration'S own: 

C:.l 	 recrui::ment and €!Y-amination program fer entry level employees; 

{2} 	 classification and standards development system and pay ranges for 
~hose job categories identified by the Administrator as uni~Je and/or 
cri::ical to age~cy operations_ 

The 	 Director of :he Offlce of Personnel Management s~all provide a~y 
assistance requested by the Administrator in assuming these delegations. 

(c) The AdrJi,l1stra::or may obtci~1 tee services of expercs a::Jd ce::1sultants in 
accordance with the prov;,sions of section 31:9 of :i.tle 5_ 

(d) 	 7he Administrator may appoin;:, without regard to the provisions of title S 
governing appointments in the competi~ive service, a number (tc be 
determined by the Administrator; of technica~ or profess~onal employees 
and may compensate employees so appointed wilhoct regarn to the provisions 
of chapter 51 and s~bchapter III of chapter 53 of t:tle 5 relating to 
classifica::cn and General Schedule ?ay races. 

(e) 	~ocwiths:anding any requirements of section 3133- of tltle 5, the Cirectcr 
of the Office of Perso~Bel Management shall authorize for the Social 
Security Administration a total of ___ Senior Executive Service positiens, 
ar:d t:h~ total. number of su::::h posicions authorized In fut:.!re years pu::suar,t 
to the aforementioned section 3133 shall not be less Chan (saNe number I . 

(f) 	 In additic~ to ~he Executive Schedule positions specified in sect:io~ 702 
cf t:tis Act, :he So:::ial Sec'.1rity Administrari::;) :8 a'.l':honzed 
additional p-8sitions at .!:x.ecutive [,eve:s IV and V, 

SECtON 3:)2, (a) Notwichstand:ng any proVlSlon of --:''itle 31, United Sta;:es 
Code, or a;.y other provision of law, er any requirer,enc pc:rsuant to law, 
the Administrate:: shall prep.a:re anG s'Jbmit to the President appropriations 
requests for the Social securit.y Administration on a biennial basis a:ld 
all appropriations fOl' the Soc:al Security Ad"'inistration shall be made on 
a b:.ennia: basi s, 
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(b) 	Appropriations requests for staffing and other personnel shall be based 
'.lpon 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 period 
of availability without restriction or deduction by the apportioning 
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. 

(c) 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 authority provided to the Administration by quarters. 

(d) 	 (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, to 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 
Old·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 
stipulated contingency, as determined by the Administrator and 
reported to the Congress. 

SECTION 303. The Administrator shall ha.ve 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 General Services Administration 
shall provide any assistance requested cy the Administrator in assuming these 
delegations. 

SECTIO)I 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 equipment. 
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. 
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8EC'?ION 305, The Adrninistrator shall cause a seal of office co be made for 
the Social Security Administration of such design as che Ad~inisc.ratc: allall 
ap:;.'lLove, Judiciq1' notice sha~l te take~ of such seal. 

""ITLS IV - MISCELLhNSOlJS A.\li) CONFOR,'4ING AME./IIDMSNTS 

SECTION' 401. Titl>'! II of she Soda: secll.cty Act is arce:1.de:5 as fellows: 

(a) 	 by striJdng oct wherever it appears therein ~"-Secretary of Health a"d Huma:: 
Services" or uSe:creta~y of Healt~, Ed'4cation, and Welfare" and insert::ng 
in lieu thereof *'Adminis:,ratc!: of Social Secu;:"ltv. H exceot teat :he 
designa-::ior. 'kSecretary of Health, Ed\:cat:on and Wel~are'~' shall remain 
~mc:-:.anged in Section 201 (9) 0) {excepl: for clause (ii) therein which is 
n",ended as indicated earlier in thlf> subsection) and in Section 2:':1 (a) ()) 
~Ih:ch is amended by st;bsection :b) l:e~:)w. 

(hi hy striking out ;:he words "secre;:ary of Health, Education and welfa::-e" in 
Sectlon 201 {a) :3) and inserting in :'ieu t::erecf "Mrdnistrator of Sccia~ 

Secur:::1' (hereinafter re:erred to as the "Ad:::inistrator") ". 

(c) 	 by insert::ng immediately after "Admi:::istrator" wherever it CCCI.:rS in 
Seetie:'! 202 :tj :4: (D) i except ~lhen it is Cire:::tly fo~lowed by 'of Veterans' 
Affairs") the words "of Veterar.s r ,t.,ff,airs" and !::JY strikir;g out the '.lord 
~Secretary" and inserting in lieu thereof "Administrator of Social 
Securi~1'. " 

idl 	 by 9tri<in9 ou, wherever it appears therein "Secretary" (except whe" it is 
directly followed by ~of Healt.h a:1d HUf.'.an Services" OJ: "of Health, 
Ed",cation, and Welfare") and inserting in :ieu ch;;;:-eof dAd:nin:strator," 
bct 0::1'1 if "Secl:etary" refers to the se;;:re::ary of Hea::'th and Human 
Services (forr..eriy-Health, Educacion, and ;'ielfarel. except: 

0) 	it sections 201(1)(S){B){i'IJ> 226, and 2268 the v:o~d "Secret.ary" shall 
be amended, wherever it appears. ::0 read ~lSecretary of Health and 
Human Serv:ces~'; 

(2) 	 Section 202 it; 14) {OJ is ';'1T,e::cdr:d £.3 specified in subsectior: (::;) above; 
and 

Oi 	Section 231(c) is amended as specifiec in su::'sec::io:-: ,C{) below, 

tel 	 :;y striking out wherever it: appears therein "\Jepart.ment of Health and 
Human Senices H or "Department of Health. Educacion, and Welfare" and 
i:-.serting in l::.eu thekeof "Social Secunty l\dmir"ist~'ation,' exc:ep,:: t~at 
·:*Depar;;:aer.~ of Healtr., 8ducatlon ad ldeliare" shall remai:1 unchanged in 
Sections 201(g)O}{A}(i.) a:1d 2010), 

(f) 	by strik:'ng out wr.€rever it appeat's the reb ., Commlssio,.er or Social 
Sac:uritY" 2:1Ij insert':':1g b ::.iel,: Lr.erecf "Administrator of Social 
Security," except in Section 201 !e) which is d:1ended as specified :'n (g) 
below. 
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(gl 	 by striking out in sectlon 201(<:) "The Commissioner of Social 5ecunty 
shall serve asH ilnd inserting in lieu thereof "The Managing trustee shall 
designate an i:.;oividual other ::hsn one of the members of the Board of 
Trustees as". 

(hl 	 Sect:cn 201{g) is amencl€d as fellows, 

{l) 	 by inserting lfll!!lecliately after' 'Secretary o[ Health, Education, and 
Wel:are" whereve!.' it appears t~erein lexcept in clause (iii and 
subparagraph (2), which are amended as specified 1:1 subse·:tio:: fa) 
abovel :;he words "ane :.he Acm~:::_s::ra::::;~· of Social Se:'..:rit:r*'. 

(2) 	 Subsec::::..o:: ig) (:'l (.~) Ii; therein is amended by stri:':'.:ng out "Departme~: 
of Health, Education acd ~'lel1rt:te" and ir:serti:-;s b li.eu tr:.erecf 
"'Department of Health and Human Services, tne Social Security 
Administration~·< 

:3) 	 by striking ot:l: "h:.17. an:] tr.e'· ir. clat;se (0 ttere:n ar.d insen:ng in 
lieu ::hereof. "him, the". 

(4) 	 by striking out "is responsible" in subparagraphs (Ai and on therein 
and inserting in lieu thereof "are responsible*'. 

(1) 	Sect.:on 201 (1) is amended by inserting immediately after "Welfare" the 
words "or the Social Security Administration. 1 

• 

(j) 	 Section 201im) is amended by inserting lmmeciiately after "Services" the 

words "or the Administrator of Social Secu:ricy, as appropriate·'. 


(k) 	 Sl~ction 231(c) is amended by striking aut "Secretary" and inserting in 
lieu thereof "'Admini.st;;:(ator of' SOci;;ll Seclirity ;;lIld Ser.:n;tary of Health and' 
Human Servlces", 

SECTION 402. Title IV of tr.e Social Security Act is amended ;;lS follows: 

(a} 	 by striking ou::: whereve:: it. appca::s in sect.ion 402 "Ao[1",inlst.ratcr" and 

1r~sertin9 i:l l::.e~ thereof "Secre:::a:::y". 


(b) 	 by striking out the first time it appears in seetlOf'. 411 "Secretary" and 

inserting in lieu thereof .'Admi:dstrato-r of Social securi::yn. 


SECTION 4C:L Ti::::'e V'~: of :-:hc $cci.al Security A::::t is ar..c:;ced as :ol1ows: 

(a) 	 Section 704 is amended to reac. as follews; "The Secretary and the' 
Administrator shall mke full reports to Congress wit.hin one hund!'ed and 
tv,en:y days after the beginning 0; each regular session, of the 
administrat::.on of tr.e fur.ct:O:1S with which they are charged ~r:der this 
Act. In addition to the nurrber ot copies ct.- such reports authorized by 
other law to be printed, there : $ h,ue:;JY (L)I;~·m:-:.zed to be pr:.nted not rr,o~:.~ 

than five thousand copies cz- each such report. for use by tr,€; Secretary and 
Administrator for distributior, to Members of Congress and to State ar,d 
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o~her public or private ageacies or organizatlons participatlng in or 
concerr:e:i with the prcgrams provided for in this Act," 

(hi 	 Section 706 is amended" 

(ll 	"Y scr"kicg out L subsection (al "Federal Old-Age and S"cvivors 
Ir:surar:ce Trt<st FJ::d, t:\e Federal Disab:.li;;y Insurance Trust Ft;nd, the 
Federal Hospital Insurance Tre.st Pvnd, ~ and inserting in lieu thereof 
"F"edera:;' Hcspital Inst:.rance Trust F'und 6 

; 

(2i 	by strik::.ng out in subsect:..cn (a) Hole-age, survivors, anc disability 
insurance prograr:'! and the"; 

(3~ 	 by inser':ing a:ter "pu;;lic' ir: s,--.bsectioc (Ut the words". a::d shall 
i:-,c:;'ude ,-ndiv.:.duals 't.':-.o represer.: the :':1;;erests of groups :nost 
affected by Medicare programs ar.d policies",' 

by striki"g out in s'J.bsection (c) ... 'Ceoart.::~;;nt of Heal::h, Ed-.;cat:'c;) and 
Welfare * , and insert:..ng i;) 1ieu thereoi i' Departmc:,.: of Heal:h ?-cd H:;ma;'. 
Services"; and 

(5; 	 by striking out paragraph (il in subsecc.ion {dl ilnd by redesignating 
paragraphs (2) and (J) paragraphs ~1) and (2) respectlvely. 

(c) 	 Section 709 (b) (2) is amended by inserting immediately afcer nSecretary" 
the words "or" che Administrator, as approptiat:e". 

(d) 	Section 711 (as established by Section 202 of th.:.s Act) :'..s ar..ended: 

(1) 	 by striking * I Administrator h and inserting in lieu thereof "'Secretary 
of Health and Human Services"; 

{2) 	 by inserting immediately before the period at the end thereof: 
"except that nothing in this section shall be construed to require the 
secretary to make studies of or recOlnmendations with respect to 
programs administered by the Social securi ty Adnunistratlon I *; and 

(3) 	 by striking the title and inserting in lieu thereof "Duties of t.he 
Secretary" , 

( €) 	 Sectio!1 712 is amended: 

~1; 	 by str:.king 'tAdminist~"ator" and insertii"1g in l1.eu thereof "Secretary"! 
ar.d 

(2) 	 by striking the tit:e and l:1$err..ing ir: lieu thereof "Expenses of the 
Secretary" . 

SECTION 404. Title XI of the Social Sec;Jrity Act is ar..ended as follows; 

la) 	 by adding a new se::tion 1101(a}(IO) :0 read as fo110'....s: '?he :erm 

~Administra(Qr", except whe:-e the context. ot:jer..is6 req'..lires, means ~he 


Administrator of Socia1 Security." 
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(b) 	Section 1102 is amended by inserting lrrnnedial:ely after the word "Labor," 
the words ~th.e· Administntor of Social Security," 

(c) 	Sectior. l1C6 is amer.ded: 

(1) by 	 striking out PFederal Scc"Jrlty Agency~ wherever it appears therein 
arlC inserting in ::':.eJ, t.hereof ~Soci$.l Secr.ri::y Administration" i and 

(;~) by striking cut "Secre::ary" wherever :t appears therein and inserting 
in ~ieu thereor *'Administrator· , . 

(d] Sect~O:1 :':07 (b: is amer.ded by irl~e;ti':9 imll1ed:atcly after "Welfare" :;he 

words nor ':0 r:he Adrtbistrator of Soc:al Security". 


(el 	Seetio" 11lO(a) ar.d IllC (n) (1) are amended by 5trik:ug C'.lt wherever i:: 

appears thereir. "Secretary' and inse!'tir.g in lieu thereof 'Secretary or 

AdministratoT'*. 


If) 	 Section 1l10(b)(2) is amended by striking out wherever It appears therein 
~ .3ecretary" and inserting in lic'J thereof "Adn"<ird strator" , 

(g) 	 Section 1127 is amended by striking out "Secretary" and inserting in lieu 
thereof **Aciministrator*·. 

(h) 	SEction 1131 is amended; 

(1) 	 by striking out in subsection (a) (1) "Secretary makes" and inserting 
in lieu thereof "-Secretary or Administrator make"; 

( ,,''I' 	by striking our:: in subsection (a) (2) "Secretary" and inserting in lieu 
thereof "Secretary 0::: Administrator"; and 

!3) 	 by striking QQ.!':' in subsection (b) (2) "Secretary" and inSert10g io lieu 
thereof ·'Administrator". 

SECT:O:1 -4'~5. Ti~le XV1 las i: ?er~aiI1'J to :he S'Jpp:en~e~tal secur:..ty Inccme 
program) of t;;e Soeal SeC:lrity Act is amended as :ollows: 

{a) 	 by st:ri;';:ing out wherever i:: appea:::s therein "Secretary" (except ..he:'1 it ~s 
di:::ee~ly followed by "of Healt:h, Edt<ca::on, and we:fare": ad insertbs in 
lieu thereof "*Administrator~', b'Jt: oilly if the word "Secretary" ::efers to 
the Secretary of Health and Huc:;e:1 Services \ for"l€::1y Heal :::., Ed\:cation, 
and Welfare) , 

(b) 	 by striking out: in Section 1602 "Secretary of Heal::::, Education, and 
We Hare" and insert1ng 10 1ieu thereof ~'Administrator of social security .. ,. 

Ie) 	 by striking Qut in section 1631 (a) (6) (1) "CoMmiss.:cneY" and inserting in 

lieu thereof j ~Administrator'" " 
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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. lieu 
thereof "Administrator of Social Security". 

(b),~ect1on 1840 is amended: 

(1) 	 by striking out in subsection (a) (1) "Secretary" and inserting in lieu 
thereof **AdministratorH j 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 HSecretary of Health, 
Education, and Welfare** 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 

1'ielfare) 	 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 
is amended as specified in (c) below. 

(c) 	 A new section 4Q2(c) is inserted as follows: 

"(c) 	The term "Administrator" where used in part 8 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) (8) "Department of Health, Education, 
Clnd Welfare" and inserting in lieu thereof "Social Security 
P.dministration. " 

SECTION 4DB. (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: 

* I Administrator of Social Security." 

J 



(2) by addir:g at the end or Section 5314 the [0110\+1::9 ::ew parag::apl:: 

UDeputy Adminisnator of Social Security, '*' 

(3) by adding at the end of' Section S:.nS the rollcwnfig new paragraph: 

~*General Counsel of the $oc1a1 Security Admini$tration.'*~ 
.. positions in the Social Security Acim1ll1stration.*' 

'141 by adding at the end of Section S316 the following new paragraph: 

"I:,.spectof General, Social Security Administratlon.'" 
-__ positions in the Bodal Secur::.ty M:::inistration. H 

(S} 	 by striking out Whel:ever it occu::s in Section B141 • 'Secretary of 
Health, Ed-.:caL.on, and welfa:e*' a:,,: L:'.sCl"tiO)S i:" lieu thereof 
HAdmlnistra~or of Social Secu;:ity~, 

(b) 	 Title 7 of the Um"ted States Code is amended 2,$ follows: 

il} 	by strikir.g out in section 2015 .. ' Secretary of Eealth and H'.:IDa:1 
Services'* and :nset'ting b l::.eu thereof '~Adffilr~~sr:rator of SQc~al 

securi ty. " 

(2) 	 by inserting immedhltely after "Services" in section 2U26 "and the 
Administrator of Social Security". 

(c) Title 14 of the UOlted States Code is amended by striking out wherever it 
occurs in section 707 "Secretary of 'Health and Human Services'" and 
ins€::::'ting in l::.eu thereof uAdmi:ustrator of Social Security", 

(d) 	 Ti:;le 25 of the United States Code is amended by striking out wherever it 
occurs in section 3121 "Secretary ::if Health, Educat::.cJ1, ace! welfare" and 
inserting in lieu thereof tlAdni:1istrator of Social Security". 

(e) 	 Title 32 of the O•.ited Scaccs Cede :s «wended by s'i:riking ou~ wr.erever j~ 

occurs in section 3005 hSecreca:y of Health .led Huna:l Services" or 
"Secretazy" ad : r:ser:;'l 119 iJ: lieu ::hcr(:::: '~Admi:;::.s::ra::or of Socal 
Security", 

(0 	The Inspector General Act of 1978 las amended) is a::;e:1ded 

O} 	 in Section 2(1), by inserting ~the Social security Administntion~ 
immediately after "Transportation, f; 

{2; in Sect:lO:tl 9{a)O), by insel.'til19 immediately after sub;mragfHph(n} 
the following new _subparagraph 

~(o) of the' Social Secunty Administration, all functions of the 
Inspector General of ~he Department of Health and Human Services 
relating to functions ror which the Social Security 
Admin:'s::.ratiol~ was give:! responsib:.lity by the "Social Security 
Reorgani zatian Act of 1984"; 
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(3) 	 in SectIon 11(1) by inserting "Administrator of the Social Security 
Administration, the" immediately after * 'Transportation or the" i 

(4) 	 in Section 11(2) by inserting "the Social Security Administration, 
the" immediately after * 'Transportation or the." 

SECTioN 409. (a) There are transferred to the Social security Administration 
(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 
A.dministration, by reason of this Act and the amendments made thereby. 

(b) 	 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 

l"lanagement and Budget determines to be employed, held, or used by the 

.secretary of Health and Human Services pdmarily 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. 


(c) 	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 functions 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 this 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 terms until modified, 
terminated, suspended, set aside, or repealed by the Social Security 
Administration (as established by section 701 of the Social Security 
Act) . 

(d) 	 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 
Social 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 this 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 to 
the date this Act takes effect, and 

'i2) 	 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 of 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 Health and Human Services, 
shall abate by reason of the enactment of this Act. Causes of action, 
suits, actions, or other 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 sectioll 
takes effect, the court may at any time, on its own motion or that of 
a party. enter an order which will give effect to the provisions of 
this subsection (including, where appropriate, an order for 
substitution of parties). 

(f) 	 These amendments shall not have the effect of releasing or extinguishing 

any criminal prosecution, penalty, forfeiture, or liability incurred as a 

result of any function which (by reason of this Act) is vested in the 

Social Security Administration. 


(9) 	 In the exercise of the functions vested in it under this Act (and the 
amendments made thereby), 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 upon enactment. 

(c) 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. 



APPENDIX C 

SUGGESTED TRANSITION PLAN 

A TranB1~1on Task Force should be estab1ished as SOQn as possible after enactment. The 
incumbent Social Security CorrlIT,issionel' wot.;ld be designated as Acting Administrator of the 
!lew agency :lr:::E a pen7~:-lent Adrr,inistrator bas been appointed and confirmed and would 
carry out the t=ansitioG plan until that time, The Acting Adm1nistrator would establish 
an unbiased mediation/a~bitration process as soon as possible to resolve any disputed 
issues ...-hieh may impede the progres,s of an orderly t:::ar,siticn. Ar:::angements for formally 
:;:-aTIsferring all :c.anagernent delesat:.o:;s· ;-Yom GSA, O?:-:, a:1d OMS shodd be agreed to as 
soon as pra::tical after enactmer.t of the 1E9:sla::ion, Ner.J:lers of the task force would be 
drawn from both SSA and HHS and a time-phased action plan would be developed. A plan 
{with target dates} v.'Ould include ::he :0110win9 activitieslitems: 

Malar Activity!l<:ey Item 

AccoL.r.:ab:'e 
Organiz.:;tio:1! 

Of:icial Target Date~ *. 

A. Determination Order--Fortnal traru;f.er 
of positions, personnel and other fiscal 
and real property resources. 

Identify a.ll accounts for transfer 
Identify 9rants 

Secretary, HHS; 
Administr'ator', SSAH; 
Direct.or, Office of 

Financial Resources 
(OrR), SSA; 

Dep, Asst. Secretuy, 
Finance, HHS 

30 days 

Determine unobligated balances 30 days 

Reacr. agreement between BHS 
and SSA cn fina: balance 0: 

60 days 

accounts 

Receive O~B approval 	 90 days 

Secure Treasury Depaztment warrant 9C days 
(authorization for expenditures) 

.
• 	 These delegations are essential to the Administrator's ability to proceed with the 
transition implementation, 

** Any responsibilities assigned to the Administrator will be performed by the Acting 
Administrator until an Administrator is confirmed, 

**. 	Many activities will be performed concu:rrently. All daLes are from enacr.:ment. 
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Major Activity/Key Item 

B. 	 Continuation of Services 

Identify those services which must 
be continued for limited and/or 
indefinite periods_ (Example-
payroll/personnel services 
pro'lided) 

Final/i:;;:;erim service agreemer.ts 
(in::Llding cost) between HHS and 

SSA ~€gctiated and signed 

Interagency agreements signed 
(i.!,., GSA, HClo'A/Medicare, IRS, 
Sel,~ctive Service, etc.) 

C. 	 Transfer of Positions (included are 
overhead positions currently paid 
for by agency tap) 

Prepare final draft including 
numbers, p:ro:::eoures, etc, 

Nesotiate/Arbitra:e agreement 

Agreeee:::: sigr.ed 

Implement transfer 8$ specified 
in the Dete:mination Order 

D. 	 Develop revised and/o: new 
Organizational Structure 

-- Draft 

Revisior. 

Appl~ved final orga~izatior. 
bch.ld:'ng :rJr:J::ers of pod t iOns. 
tentative grade leve:'s ar.d 
ft.;,r.ctiona::' statements and Federal 
Register notice 

A.:countaole 
Crsaniza::::cni 

Official 

Tcansition Task Force 
(TTF) Director; 

Assoc. Commissioner, Off. 
of Mgt" Budget and 
Personnel (AC, OMSP); 

Asst. Secretary for Mgt. 
ajd Budget, HHS (ASMS) 

Administrator, SSA; 

T'fF Director; 

AC, OMBP 


Target Date"' ~ 

30 to 45 days 

00 days 

75 days 

45 days 

60 days 

75 days 

90 days 

120 days 

135 	 days 

lao days 

http:agreemer.ts
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Major Activity/Key Item 

E. 	 Prepare job descriptions for new 
positions 

Draft 

Classification of top pos:.tio;:s 
d~Mn to Divlsion level and 
ir:':~udin9 journeyman leve~ positio;: 
for ea;::h leajor functL:m 

Classification of all o:he= posi:ions 

F. 	 Reassign Staff 

iJer;ignat:'.cn of key officiali" (board 
mer.'.bers, aCI:2..ng admio:i..st:fator, etc, 

Notification letc:ers to employees 
re9arding procedures and informing 
of new positions 

G. 	 Union notification and negot.iation, 
re; methodology and impact 

Impact bargaining begins after 
management tear.. has establ:shed 
bugainable issues and thei r 
strate9Y is cleared ....'ir.h tOp 
management 

Cor.c~ ude wi;:h agreement or g::> LO 
ill'.passe or proceed and assume 
set..lerr,e:H; can be reached later 

E, 	 Budget 

Asseas all employee costs, services 
rendered, and calculate cost 
obligations to transfer date 

Reach agreement between HHS and 
SSA 	 on all related costs-and 
final accounting closeotit 

Signed agreement 

Closeout accounts in HHS and transfer 
obligations as appropriate 10 che 
DeterminatiQr, Order 

Accountable 
Organizat ion/ 

Official 

AC, 	 o.~BP 

Presider,c: , 
Mmlnistratcr 

At, Or~BP; 

Transition Task 
Force 

'rTF Oi f €,,;;tcr; 
AC, Ot·1B!?; 
ASMB 

Target Date'" 

120' Days 

i3S cays 

180 days 

1 ::'0 15 days 

30 to 60 days 

1 to 90 days 

45 ciays 

GO days 

75 days 

no day> 

http:iJer;ignat:'.cn
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A:;countable 
Or'gan12fltionj 

Major Activity/Key Item Off:cial Target Da~e~' ~ 

Administrative Support 

Review current inventories on ,:;11 'rTF DirectOf; 45 days 
real property, files, etc" and AC, OMS? 
develop methodology and draft 
agreement on transfer 

Sign final real property 60 days 
~ransfer agreement 

Imp::'ereer.::: agreement ir. CC!'ljuw::tion 3:0 days 
with Determ:nation Order 

J. Delegations of Authority 

Establish proced\.:re for trans ]0 days 
ferring needed programmatic and 
adrr..bistrative aathorities 

Issue new authorities 60 days 

K. Provid(: Resources for Transition 

Budget plan to include transition AC, OMBP 15 days 
funding 

Establish Transition TaSK Force Administrator 15 days 

Establish tl!1biased medl8tion/ 15 days 
arbitration process • 

L. Policy and pzocedures 

::der:tify and develop PO""lCl€S ikbinistrator 30 days 
and procedures for the new agency 
in draft 

Issue in final fie days 

M. Interagency Agreements 

Identify agreements Administrator 15 days 

Negotiate new agreemer.ts, mocli fy 45 days 
and secure old agreements 

Imp]e~ent all agreements 7S days 

http:agreemer.ts
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Major Activity/Key Item 

Accountable 
Organization/ 

Official Target Date' *, 

O. Contracts and Procurements 

Identify any affected by transition AC, OMBP 30 days 

Develop methodology 
problems 

to accommodate GO days 

Implement new methods and procedures 90 days 

P. Regula.tion Authority/Secretarial 
Decisions 

Action plan to transfer authorities 
not covered in legislation 

TTF Di rector; 
AC, OMBP; 
ASMB 

30 days 

Set transfer date for decisions 
and initiating new actions 

45 days 

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

60 days 

Q. Address any miscellaneous issues 
which arise such as changes in 
letterhead, buildings, official seal 
or symbol, correspondence control, 
etc. 

TI'F Director 180 days 

R. Prepare a final report summarizing 
all action taken, the rationale 
and problems encountered and a 
statement of all resources in the 
new organization 

TTF Director 180 days 
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APPE:>JDIX 8 

WITNESSES AT PUBLIC MEETINGS 

Rebert to:. Ba:;, . 

Charles Bernhard:.; 

William F. Bo:'ger . 

Daniel p, BouI'que 

Daniel Brier' 

Hale Champion , . . . . , 

Jacob Cla)'uan 


Wilbur J. Cohen , , . , 


Carolyne K. Davis , ' .. 

Jarr,es E, Davis, M,D. 

Vis:ting Scholar. 

Cent.::!" (c£r the S:.:u::1y of Public ?clicy 


Ccmmissioner, 

Social Security Administration, 

1962·1973 


Labor Relations Specialist, 

Ntlt ion .. l f;oci;oradon of Fedc:rill Employees 


Postmastec General. 

t;. S, ?csta: Serv ice 


Deputy Administrator, 

Health Care F'inancing Ad:':",inist<"a:icn 


Group Director for tJeHare, 

Human Resources Division. 

~neral ACCOunt:1!1g Office 


Executive Dean, 

John F Kennedy School of Government, 

Earvard L:nivecsi'ty 


iJr.OiOr Secretary, 

Oep<J.rtment of HC41th, Eci<..:cation, a::ci 


?resident, 

Na~i.onal Council of Senio~ Citizens 


;'!'ofessot: of: "uolie A:fall's, 
LSJ Schoo: of P:::b::c A:fa:1'5. 
15niversicy .ot Texas at Auscin 

Secretary, 

Department .of Health, Education, and 

W<2lfal'e, 

19684969 


Ad;r,inistracor. 

Heal.:h Care Fina::cing Administration 


Vice Speaker of the House of Dele9a~es, 


American .Y..edical Associa~icn 




Alan L. Dean . , , 

Francis D. DeGeorge , , , , , 

J05!lph Delfico . 

Robert A. Derzon . 

Herbert R. Dogget.te Jr. . . . 

Thomas Dowda 1 . . . . . 

~u:i.s O. Enoff , .• - .. 

Frank Ferris . 

Reber:: P. Fleminger . . . . . 

Richard L. Fogel . , " 

H12 

Cons~ltant and Member, 

N?t ioo<11 Ac~demy of Publ ie Administrat ion 


Chairman, 

National Academy of Public Administration 

1977~1981 

Deputy Inspector General. 

Departmect of Cor.ynerce 


jeputy C~i5$ioner (Operationsl, 

Social Security Adm~oistrat~cn, 


1579 

Associate Director. 
l;;come Security Programs, 
Human Resources ;)ivision. 
Gener.::.l Accounting Office 

v.ice Pnisident:. 

Lewin and Associates 


Administrator, 

Health Care F'wancing AdminiStration 

1977-197$ 


Deputy Commissioner (Operations). 

Social Security Administration 


Gl'OUp Director for Medicare, 

Human Resources Division, 

General Accounting Office 


Ac~ing Deputy Commissioner 

(Programs and Po1:icy). 

Social Secur::.ty Adr:,ini$~raticn 


::Jinlctor, 

Negotiac:ons ::lepartwer'.t, 

National 'Treasury Employees Union 


Pres:de:)t, 

NatiO:1al C:;;unci1 ScGial security 

Management Associat.lons, 1m:, 


D.ll:ector, 
Human Resources Division, 
General Accounting Office 

http:Secur::.ty
http:Dogget.te
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Johr. Harris _ 

Patriei;;!. Roberts Harris _ 

Timothy P. Ki lcullen 

Lewis J. Krulwich 

Andrew Kulanko 

Jel"Ome Kurtz . 

special Assistant to the National 
pref.;J.dent, 
lIme!'ican Fedel'&tlon of Government 
E,!,:"ployeee 

Council President, 

Na~ional CounCil of SSA Field Operations 

Locals, 

Amerieen Federation of Government 

Employees, 

1979·1983 

Professor of ~aw. 


Natio~a: Law Ce~~er, 


George WaS!':llr:3ccn University 


$.::cretary, 

Deparc:::ent of Heal;:h, Ed,;cation, and 

Welfare/Health and Hu~an Services, 

1979-1981 


Associate, 
Gibson· Hunt Associates 

Deputy ProJect f4ar:agcr, 
Social Security 7ask Force, 
President's Private Sector Su::vey Cn 
Cos;;: Cont,col lGrace com:n':'$sion~, 

1982·1983 

P,;lccner, 

Price Waterhouse 


Project Managec, 

Federal Management Systems TasK Force, 

Preside,:\: 'S pdvate Sector survey on 

Co.:::: Co:::::rol (Grace Commission), 

1982·1983 


Groep )ir:ector ~or SSA Retirement, 

Human Reso,lrces Oi vis ::'00, 

Ge::eral Accountios Office 


Pactnel' , 
Paul, Weiss, Rifkind, wharton b Garrison 

COtrM':l i 55 ione;' , 

Internal Reve:me Service, 

1977-1960 


• 
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John W. Lainhart IV Director, 

Marshall S. Mandell .. 

John L. McLucas . . . . . . 

Martha A. McStcen 

Rufus E. Miles Jr. 

William A. Morrill 

Thomas D, Morris . 

OUice of AD? A\:dics and Technical 

Support, 

OfL:;;e of the :nspectof ::?eneraL 

Dep«I't";e::1t of Transpor:;c::~cn 


Croup D:..rector for numan Serv-ices, 

Informat:..,:m r·lar.ag0rre,,: and Technology 

D:'vision, 

Genecc.l ACCOUIlt;:lI)g O!:-:-ice. 

1983-1984 


Deput:y Commissioner {Systems), 
Social se.curity Administration 

Execu<;:ive Vice Preslcer.1: and Chief 

Strategic Officer" 

Ccmntunicatior.s Satellite Corpontior. 


Acirr'.lTI i st ra to t" I 

F'ede:rnl Aviation Adrninist;r.at.ion. 

1975-1977 


Acting Commissioner, 

Social Security Administration 


~~d tel.' and Consultant 

ASslstant secretary far Administration, 
Depal."tment of Heali:h, Educlltion, and 
1IJeifal."e, 
1961-1965 

President:: I 


Mathematica Polley Research, Inc. 


Assistant secretary for Planning and 

Evaluation, 

Depa.!"tment of Health, Education, and 

Welfare. 

1973·1977 

Am>i (ltD!;t Di rect.,(;:'. 

Of:' Ice of MflDllgewe':-;: ar~o 3<':0get, 

1972 -1973 


Inspector Ger:eral, 
Departr:oent of Health. Education, and 
Welfarl;!, 
1977 Hi:79M 



Robert J. MYll!rs 

Richard p, Nachan . . . , . . . 

Pi;i.\ll H. 0 I Neill . . . 

Jack I>L Owen 

Robert E. Rinehimer 

Sta:;ford 3, Ross 

Nelson J. Sabatini . 

Consulting Actuary 


Executi ve Director. 

Nacio:1.al Commission on Social Security 

Reform, 
1982-1983 

Deputy Coc.missioner. 

Social Security Administl:ation, 

1981-1982 

Professor of Pub1:ic and international 

Affairs, 

The Woodrow Wilson School of Puhlic and 

International Affairs, 

Pcinceton Unive.:sity 


:)eputy Under Secre::ary, 

:.'Iepartment of 2ea~th, t:::ducation, and 

:'lelia::-8, 

1971·1972 

Senior Vice President, 

Paperboard and packaging, 

International Paper Company 


Deputy DicE<;tor, 

Office of Management: and Budget. 

1974·1977 


Execu::.ive Vice President and 

Gi~ectc~ of the washington O~fice, 


American Ho.spit1il A.ssociation 


Consultant in Health Insurance 

Administration 


President, 

Pennsylvania Blue Shield. 

1970-1981 

?artne~. 

Arnold and Porter 

Comrrussioner, 

Socia: Security Ad":,,bi$~:rat..io:,., 


1978·1979 


Act.ing Deputy Commissioner 
(Manag,~ment and Assessment:) , 
Soclal Security Adlninistrat:ion 

http:Ad":,,bi$~:rat..io
http:Nacio:1.al
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Lecnard D. Schaeffer 

Ri,chard S. Sch....eikel: . 

Lawrence 'I', St"..edley . . . . . . . 

Peter L, S;::.tinton ' , , , , , 

Barry !ice , 

Ed...!ard L. Tohy " " " 

Barry L. Van .:..are 

Aubrey J. wagner . . 

Edward T. Weaver 

Pre.,ident and Chief Executive Officer, 

Gr'OUp Health, Inc. 


A<;iminis::.rat.or, 

Healt:h Care Financi:lg Administra::.ior.. 

1975 w 19BC 


Presicier.t, 

Amedee\'! Co'..!ncil 0: Life :nso.:.rillnce 


Sec:::et<l:::Y, 

Departrt'lent of Eealt:h and Eu,ta,. Services, 

198:-:'9S2 


, 	 f"s$ocia::.e Director, 
Depart.ment of Occupatiooal Safety, Heal::h, 
i)2d Soc 1 B 1 Securi::"I, 
AfL-CJO 

PollCY and Management Consultant, 

Hamilcon, Rabinovitz, & Szanton, Inc. 


Asso;:;idt€ Di:re;;;tor, 

Oi:flCB of Management and Budge::, 

1977-1979 


Group Director for Disability Programs, 

HUman Resources Division, 

8u:leral Accounting Office 


!mmedi~1t.e Fast Presl(l-ent, 

~ational Council Social Secunty 

Management A$$och.:'ions, Inc. 


Staff 'c)irec:tor, 

Comm:.t:tee on HUman Resources, 

National Gov€tl.'nors Association 


Associate Commissioner, 

Social Security Administration, 

1977~1980 

Consultant 

Director and Chairman of the Boar>;l, 

Tennessee Valley Authority, 

1961-1978 


Execut 1ve ;)i l't':cto::;" 

American Public f.ieHare 

Association, Inc. 


http:A<;iminis::.rat.or


107 


Paul R. willging Executive Vice President, 

Suzanne H. Woolsey 

Don I. Wortman. 

John D. Young 

National Council of Health Centers 

vice President, 

Blue Cross/Blue Shield of Greater 

New York, 
1982·1983 

Deputy Administrator, 

Health Care Financing Administration, 

1981·1982 

Partner, 

Health, Education, aod Legal Services 

Consulting Group, 

Coopers (. Lybrand 

Associate Director, 

Office of Management aod Budget, 

1977·1980 


Management Consul tant 

project Director, 

Federal Management Deregulation project, 

National Academy of Public Administration, 

1982-1983 


Deputy Commissioner' and Acting 

Commissioner, 

Sociul Security Administration, 

1977-1978 


Acting Administrator, 

Health Care Financing Administration, 

1977 


Professor of Public Management, 

American Unive.;-sity 


Assistant Secretary for 

Management and Budget, 

Department of Health, Education, and 

Welfare, 

1977 


Assistant Secretary, 

Comptroller, 

Depaament of Health, Education, and 

Welfar"c, 

1973-1977 
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APP£NDIX E 


SCCIA:.. SEC:JRI1'';' ADMINISTRATION": PROGRAM 


AND ORGA.''HZA'I'IONAL HISTORY 


The following ch:r'or.o!ogy briefly descnoos the major program and 

organizational events in the evolution of the social Security Administration. 

It does not catalog every change in program coverage or eligibility; ody 

those program cht.tngGs w!n::;h Md " si;)nificJr:t impa::t 0:: the f'ission an::! 

organization of the agency are included. 

1935 -- Passage of the original Social Security !i.e';; e5~ablished old age 

annuity, t:nernployrr.en;: insurance, aid co dependent children, and aid to 

the blind programs :1:1oer th£1 ju1'iso:.::cioo of the Socivl Security Board 

,SS3) , an indepcnden:::, t:bn::e-rnember bipartisan board. The SSE created 

an executive director with responsibility for administration, three 

operating bureaus, five service bureaus, and cwelve regional of fices. 

1937 -- Report of. the President· $ Com,:'.ittee on Ad~:dnistri<tive Xanagement 

tr.at. tad proliferated d1;t":.ng cll.;; carl! ~ew Deal years be consolidated 

i:".::o new or eX.l.stiug deparr.rr,entg. The report formed the basis for 

President Roosevelt's reorganization plan discussed below. 

1939 -- Passage of the 1939 Soclai Security Amendments significantly broadened 

the basic social secucity program by establishing su~"vivors and 

dependents benefits. In additlC!1. Reorganization plan }l"O" 1 created 

http:d1;t":.ng
http:t:nernployrr.en
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the Federal Security Agency (F$A) and placed eh.: Social Sec1,.I.I'icy Board 

under the FS)\.. The plan required that the "Cnairr:'.an tof the SSBl 

shall perform such du,;:ies as the Admiflistra"or (of FSAI shall direct.' * 

':'he P:an alsc trans:el:red the i.Jniced' Stacli:s Erv,ployment ServiGe from 

the Department of Labor to FSA/SSB; in 1945 the Employment Service was 

returned to DOL. 

1946 *~ 	 Reorganization Plan No. 2 abOlis~ed the Social security Board and 

created a Commission=r f:;:.=: Social Sec'J::i:y wi:;h:..n :he Federa: Secu::ity 

Age:1.cy. 

1950 -- xa)or expansion of coverage included farm and domestic workers, 

self-employed, and others. 

1953 _w 	 ':'he Depart::'.ent cf Heal::h, Edt:catio!l nnd we:fa::-e replaced the Yederal 

Security A.gency. Disability ~freeze" legislation passed, presaging 

ti':e disabilic:y ir:.surance program, SSA established a Divi::;ton of 

Disability Operations in 1954. 

1954 ~- Coverage expanded to inch.:.ce self-emp2.cyed farmers and professior.a:s, 

most homeworkers, state and local government employees if accepted by 

refere:.d'Jlfl, and ::linisters ~f they opted for coverage, 

19% -~ 	 Disability insurapce program enacted to provide benefits for workers 

age SO~64 and disabled children age 18 and ove;:, 

http:inch.:.ce
http:Age:1.cy
http:Cnairr:'.an
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1958 -- Benefits extended to dependents of disabled workers in same manner as . 

dependent,s' of retired workers. 

1963 	 Reorganization of HEW separated Bureau of Public Assistance and 

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

1965 -- Passage of Medicare led to creation of Bureau of Hospital Insurance in 

SSA. 

1972 -- 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 Supplemental Security Income in 

SSA in 1973; OASDI benefits indexed to cost-af-living effective in 

1975. 

1975 -- Internal SSA reorganization reduced Commissioner's span of control by 

consolidating bureaus under an office of program operations. 

1977 --	 HEW reorganization created Health Care Financing Administration 

(Bureau of Hospital Insurance moved to HCFA) and abolished the Social 

and Rehabilitation Service {AFDe and Child Support Enforcement 

programs shifted to SSA; Medicaid shifted to HCFA; and Grants to 

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

the Office of Human Development Services). 



III 

1979 .- Department of Education established, consolidating education 

functions. 1 New Depart:ment of Health and Human Servicos organized with 

4 operating bureaus; SSA, HeFA, Public ?:ealt;h Service, and HUt::'\iin 

Development Services. 

1979 •• 	 Intern",::' SSA reorganlzatior: abolist:ed program bureaus and created 

functional orfices, expanding the commissioner's span of control by 

providing direct reporting by each Regional Commissioner. 

19tH Internal realign..oents added two ceputy cO:Tk":lissioners (in addition to 

-83 exist::ng :lei,):1t:ies for 1) operatior.s ar.c 2) program and policy, 

deputies for 3) systems and 4) managemenc and assessment were created), 

~nary 	of i?rogram C:'angcs: 

02.d 	 Age, s-..J::vivors :ns-:;.rance·-Old age ann:..i::ie$ established in 1935, survivors 

and dependents benefits added in 1939; sundty eligibility 

modifications "(decreasing age of eligibility from 65 to 62, etc.) made 

over the years 

Disa1:i1ity Insuran:e~~Ini::ia: h::reeze~' legislaticn passed ir. 1953, allowing 

years in which WOrkel" ~s Clsabled to be dropped in calculation of 

retirement benefits; disability benefits for workers passed in 1956,. 

survivors and dependents benefits added in 1958 

Ho,:;pi'::a:!. and Supple::.enta] Med ~ca] Insura:;,r;:e - - P$ssed it: ! 9E::; SSA administ.ered 

program :rom 1965 t:r.t.:.l 1977 when HCFA was created_ 
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Aid to Dependent Children··{"Mother's Pensions") pass,!d in 1935; SSA 

administ~red this State grant-in-aid program ulltil 1963 when the 

Welfare Administration was created. Program n~turned to SSA in 1977 

when the successor to the Welfare Administration (Social and 

Rehabilitation Service) was disbanded. 

Aid to the Aged, Blind and Disabled--Establishcd in tile original 1935 act; SSA 

administered these State grant-in-aid programs until 1963 when they 

were transferred to the new Welfare Administr'J\:.lon. In 1972 these 

programs were replaced by the supplemental SP':"urity Income program, 

with direct Federal administration by 55A. 

Child Support Enforcement--Created in 1975, this Stato gl."ane-in-aid program 

was administered by the Social and Rehabilitation Service until SRS 

was disbanded in the 1977 reorganization of IlEv,', 

Black Lung Benefits --Enacted in 1969; S5A administel'cci direct Federal payments 

to coal miners disabled by pneumoconiosis am: ::0 their widows and 

certain dependents. Since the Black Lung B~l,dits Act of 1972, SSA 

has been responsible for miners' benefits fi]ed between 1969 and June 

30, 1973, or for claims filed within 6 months after the death of a 

minor or widow already on the beneficiary ro} 1 established by SSA. 

The Department of Labor is responsible for cl'lims filed after June JO, 

1973, although SSA "Continues to accept claims and to forward them to 

DOL for adjudication and payment.' 


