Il. WHERE WE STAND

What Shoul d Social Security Be? -- The Definition of
Program by Statute

One of the fundanmental responsibilities of SSA nmanagenent
is to contribute to the statutory definition of the
program  The responsibility to hel p shape the future of
t he programinvol ves research and program pl anni ng and
the reporting back of experience in the admnistration

of the programas it is.

The Social Security Adm nistration operates a large-
scale data collection program both as a byproduct of

its own operations and al so through surveys and contract
research. The byproduct information fromsocial security
operations constitutes a val uable research resource for
the country. For exanple, social security collects
earnings information on just about all wage earners

and sel f-enpl oyed persons and, grow ng out of the

adm ni stration of the Medicare program has a vast anount
of information about the operation of our nedical care
system The Social Security Adm nistration also conducts
surveys of the income and assets and |iving arrangenents
of older people and disabled people. SSA in genera
exercises a responsibility to collect and anal yze
information bearing upon the incone-security position of
the Anerican people. This research is nade avail able
through a regular publication program to scholars
generally and is, of course, extrenely useful internally
in the analysis and evaluation of proposals for

nodi fication of the social security prograns and in the
eval uation of alternative approaches to the prevention of
poverty and the pronotion of econom c security.

The area of the definition of program by |egislation
s, of course, an area of interaction with various
ot her organizations in the Executive Branch, with the



Congress, and with outside groups. SSA officials are
responsi bl e, through the Secretary and the President,
for initiating and staffing out reconmendati ons to the
Congress. The Congress, at the sane time, receives
many i ndependent recommendati ons from outside the
Governnment, and these recomrendations nust be eval uated.
It is clear that responsibility for shaping what is
desirable and practical nust in the first instance rest
on the Conmm ssioner of Social Security wth support
from his lieutenants and nanagers.

The current status of the social security cash benefit
program appears to be one of considerable stability.
Changes were made in 1972 which, for some tine to coneg,
have settled many inportant questions about the future
of the program and major change is not to be expected
for a considerable period of time. Coverage under the
programis practically universal, and the benefit |evels
for those retiring in the future provide a much inproved
| evel of replacenent of past earnings. Automatic pro-
vi sions keeping benefits up-to-date both in terns of
purchasi ng power and in terns of the proportion of wages
covered under the program nake regul ar intervention by
the Congress less likely. And the contribution rates
which go into effect in January of 1973 can remain |eve
or even drop slightly for the next 40 years as conpared
with the increases that have been characteristic of the
recent past.

The establishnment of a Federal program of assistance
for the aged, blind and disabled and at the sane tine
the establishnent of a substantial m nimum soci al
security benefit for |ow paid regular earners under

the contributory system ($170 with 30 years of coverage)
shoul d relieve pressure for making the social security
system performa function it is not designed to perform-
that is, to pay a mininmmbenefit adequate for all to
l'ive on regardl ess of the extent to which they have

wor ked under and contributed to the program  Thus,

by law it has now been established that the social



security systemw Il be responsible for reasonably
adequat e benefits for those who work regularly under
social security but that a Federal neans-tested program
w |l be available for those who do not and yet have

I nadequat e income and resources. Thus, the pressure

for continually higher mninum benefits for all, result-
ing in distortion of the contributory and wage-rel ated
nature of the program has been relieved considerably.

The provision of |aw which prevents the paynent of
full-rate benefits to people who continue to work

regul arly has been reforned so that it no | onger
constitutes a disincentive to work. Under the new

law, the nore a person earns, the greater his spendable
income will be, whereas under the old law it was possible
to actually lose in spendable inconme as a result of

I ncreased earni ngs.

QG her injustides have been corrected: For exanple
benefits for nen will now be conputed on the nore
favorable basis that was previously used for wonen
only: benefits for older w dows have been inproved;
and peopl e who work beyond 65 will receive sonmewhat
hi gher benefits as a result of their additional work
and contributions.

Because of the changes recommended by the Adm nistration
in social security financing policy and in the method of
maki ng actuarial cost estimates, future benefit increases
whi ch go beyond increases in the cost of living wll
require immediate increases in the contribution rates,
anot her factor which should inhibit major social security
changes.

Practically all of these amendnents to the socia
security programwere recomended by the President and
have resulted in a greatly inproved programand one

wi th much greater stability than has been the case in
t he past.



Many major changes, also recommended by the

Adm nistration, were made in the Medicare program-
inproving the equity of the program and making it
easier to admnister and to control costs. Moreover
the program was extended to include those persons
receiving cash disability benefits for 2 years or
more. The contribution rates for the hospital

I nsurance program were increased so as to make this
program financially and actuarially sound, both in
the short and in the long run. Prior to the 1972
amendments, this program was significantly under-
financed. Because of the expected increase in
hospital costs, the scheduled rates for hospital

I nsurance coverage rise somewhat over the next

25 years,

Many of the changes in the Medicare programincl uded
in the 1972 | egislation have been recommended for
several years, and this program too, has therefore
attatned a much greater degree of stability. However
for the long run there is nore |ikelihood that
consideration will be given to major changes in

the Medicare area than in the cash benefit area.

What Shoul d Social Security Be? -- The Definition
of the Program through Policy

The statute defines who should get a benefit and how
much, but |eaves open a nultitude of policy questions.
What social security is and should be, therefore, is
not only a matter of the statute but grows out of a
consideration of many clainms policy questions related
to statutory requirenents but not specifically defined
by statute. Wat, for exanple, is going to be required
in the way of proof that the conditions of the statute
have been nmet? \Wat degree of docunmentation is proper?
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Wien the statute allows interpretati on and one can
legally nove in either one of two directions, which is
the direction which is in keeping with the broad
principles on which the programis based? The questions
that involve |ong-range planning and setting of objectives
in this area range from how representative payees (people
who receive benefits on behalf of those who are incapable
of taking care of their own affairs) are selected to the
amount of proof needed to determine that a person is
disabled. Inportant policy questions will involve the
participation of the General Counsel's Ofice, and
frequently the preparation of regulations for the final
approval of the Secretary.

In the area of clainms policy the Social Security

Adm ni stration has set several broad objectives which,
t hough never conpletely achieved, have been |argely so.
Among t hese objectives are:

1. Uniformand equal treatment of people under |aw
regardl ess of who the individual is or where he
conmes in contact with the organization. This
obj ective has resulted in the devel opment of
manual i zed policy and procedure which governs
the clainms activity throughout the country in
both district and area offices. The objective
has demanded great enphasis on training, on the
sanple review of clains with appropriate feed-
back, and on witten policy and procedure.

2. Adequate docunentation of clainms--to protect the
funds of the programand to keep respect for the
admnistration of the program  SSA has insisted
upon proof of disability, proof of age, proof of
coverage, etc. Wat presunptions are indulged in
are tested by a regular redevel opment sanple to
determ ne the continued validity of the presunptions.
Do widows, in fact, inform the organization when
they remarry, as they are required to do? Can one
rely on the statenent of husband and wife as to
their marriage? And so on.
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On the other hand, the organization is sensitive
to the need to avoi d unnecessary proof, not only
because of the expense but because respect for
tight admnistration of the programcan easily
turn to inpatience with red tape. W sanple
cases, too, to determine if we can afford to do
with |ess proof.

Trying to informall people what their rights are
and how to exercise them This neans that the
organi zation has followed a policy of taking steps
to get enployers to file reports correctly and to
i nform peopl e when they should apply for benefits.
It means hel ping people in the presentation of a
claim when that is necessary, and it neans

recogni zing a special obligation to protect the
rights of the disadvantaged and uninformed.

Payi ng the clai mant hinsel f whenever possible and
payi ng the person who will best serve his interests
where it is not possible to pay the claimant. The
dignity and freedomthat goes along with the

concept of earned right requires that the beneficiary
be paid directly when possible, yet sonetines a
person cannot handle his own funds. Under what

ci rcunst ances does one select a representative

payee and how he is chosen becone inportant matters
of policy.

The foregoing, of course, are only illustrative of
objectives in the area of clainms policy. It has been
necessary to determ ne objectives in such areas as the
admnistration of the retirement test, waiver of over-
payments, prosecution of fraud,and in dozens of others.
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What Shoul d Social Security Be? -- The Level and
Type of Service to Be Provided by the Organi zation

Deci si ons about the type and | evel of service to be
provi ded by social security flow fromthe statute with
even less inevitability than the decisions in the area
of claims policy. The statute says nothing about the
extent to which SSA w Il nake facilities available for
t he conveni ence of the public in filing clains, that
s, about the location, furnishings, type of space
provided, and nunbers of field offices: about the way
SSA w |l treat people who cone to those offices, the
speed with which the organization will attenpt to pro-
cess their clains, the attitude taken toward inquiries
concerning services which social security does not
provide: and about the many other matters which
determ ne the level and type of service that people
will get from the organization. These are all matters
for managenent determnation in the light of the goals
of the program costs, and public reaction. In fact
decisions in these areas becone part of the definition
of the programitself. The areas in which objectives
have been set here are numerous indeed. Al though none
of these objectives can be conpletely achi eved, SSA
has noved a long way toward the full achi evement of
most. Among the nost inportant objectives in this
area are:

1. That everyone who conmes to a social security
district office, or gets a letter or other
communi cation from any part of the organization
wll be treated with respect and as deserving of
hel pful service. Qur goals in this area are
t hose of governnent in a denocracy, but they
recei ve special backing fromthe contributory
nature of the system It is, of course
necessary to be firmabout requirenents, and
the social security interviewer nust represent
the organi zation and its policies, not the
i ndividual claimant--but within the franework
of these policies the goal is to provide a
service that is friendly, courteous and
humane
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A commtnent to this objective, of course, inplies
a great deal about the type of person who nust be
sought for enploynent, his training, and his under-
standi ng of the purpose and phil osophy of the
program It has inplications, too, for what is
required in the way of esprit de corps.

Al though the attainment of this objective requires
constant attention at all |evels of supervision,
and al though the objective can never be attained
fully, by and large, and in conparison wth nost
organi zations, public or private, the organization
I's in good shape.

The pronpt adjudication of initial clains and the
accurate and tinely paynent of continuing clains.

Most people who get a social security check depend
on it for the necessities of life. No goal of the
organi zation is nore inportant than seeing that
they get that check every nonth when they expect
it and that initial adjudication is as pronpt as
we can make it. Pronptness and accuracy--the
right check to the right person at the right
address on tinme--is the very essence of the
service to be provided. |Inprovenent is needed

in this area, particularly for those cases that

i nvol ve problens that are out of the ordinary.

A hel pful referral service to other prograns.
Not hi ng ruins an organi zation nore quickly than
to lose focus and to neglect its main job while
trying to pronote all sorts of worthy but
secondary objectives. Social security, therefore
has al ways resisted becomng a center for the
provi sion of social services, but it has willingly
accepted the responsibility for know ng about
comunity resources, for participating in their
devel opment, and for the operation of a referral
service. This function has now been assigned to
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SSA by the President. A considerable upgrading

of the service has already taken place, but it wll
not be possible to fully inplenent an adverti sed,
indepth service until after the inplenentation of
the recent social security anmendnents (H.R. 1);

the new |l egislation puts just too many additi onal
demands on SSA offices to nmake this feasible.

A level of field facilities, in terns of type of
space, |location and nunber, that will provide
conveni ence and confort to the public and be
representative of a businesslike service. This
obj ective involves the location of offices in
relation to popul ation shifts, the establishnent
of space criteria, a continual exam nation of
Itinerant service points, and a policy of locating
offices within center-city nei ghborhoods and

| ocating others with access from rural areas.

At present the Social Security Adm nistration has
about 1,000 district and branch offices wth full-
tinme staff ranging from 10 to over 100 people.

Enpl oyees of these offices also serve sone 3, 500
itinerant service points on a regular basis--for
exanple, once a week or twice a nonth one or two
enpl oyees will have office hours at a county seat
where there is no full-time office.

Very substantial progress has been made in

I mproving social security field facilities over
the |ast several years, Sone 60 offices built
fromtrust fund moneys t0 social security speci-
fications are now in operation, and nore good office
space has been |eased from private buil ders,

| mprovenments are still needed, however, in other
areas where there is still some space not easily
accessible to elderly or disabled people, The
policy of smaller offices in suburban and center-
city nei ghborhoods has worked well, both fromthe
st andpoi nt of the public served and in terns of
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econony and efficiency--the smaller offices seem
toresult in better enployee norale and better
production. This policy has by no neans been
fully inplenented, although there are now nany

nei ghbor hood of fices throughout nost of our |arger
cities.

Much inprovenent can still be nmade in the type of
space used for itinerant service. Here, of course,
there is a real problemin securing good space that
I's not used on a full-time basis.

There are many other commtnents under this heading of

| evel of service, such as inform ng the individual what
Is expected of himin the reporting of events that affect
his benefits, answering inquiries about future rights
under the program and helping to straighten out

I naccurate accounts.

Wiat |s the Social Security Progran? -- How Is the

Program t0 Be Presented

The statute does not prescribe how to present the

provi sions, the philosophy, or the basic idea of the
program for public understanding. These natters nust
be deduced fromthe statute and fromthe Executive
Branch and congressional record of its devel opnent,

What the programis, is subject to interpretation.
Wthin the limts of the record, it is a nanagenent
responsibility to interpret the program There is

consi derabl e interacti on between programinterpretation
and the functions of program planning, clainms policy,
setting of standards of service, and sone of the other
functions discussed, but programinterpretation involves
a distinct and different enphasis. For exanple, SSA
has presented the programas "insurance" and as
“contributory." SSA has dealt with the social security
trust funds as having a significant function in hel ping
to establish public confidence. Some have argued for

a different enphasis,
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Also, howis the organization (as distinct from progran
presented? In this natter, we have set as an inforna-
tion objective the presentation of a picture of an
organi zation that is friendly and hel pful, not

regul ation-ridden.

The answers to these and ot her questions that fall under
t he heading of how the programis to be presented are

not inevitable: and once answers are decided on and

obj ectives set, planning to reach the objectives cannot
be taken for granted. To a very considerable extent the
social security programof the future will be what people
think it should be, so that objectives and policy deci-
sions in the area affecting public and congressi onal

under standi ng of the nature of the program are of long-
range inportance.

By and large, the status of the program understanding
objective, in terns of general public reaction, is good.
Soci al security appears to be generally accepted as a
program based on earned right, with the protection
growi ng out of the work one does and the contributions
one nmakes--a considerabl e public acceptance of the
concept of insurance against |oss of earned incone,
However, there is a current counterattack of sone

I nportance anong several econom sts arguing that the
programis not really "insurance" and that it should be
financed in part or in whole on a nore progressive basis.
On a nore popular level, there is always a mnority of
editorial attack and nmagazi ne and col umi st attack which
al so rai ses questions about the nature of contributory
soci al insurance. Adequate response in public debate

to these criticisns is inportant in preserving the work-
related and contributory nature of the program and
avoiding radical nodifications in both benefit and
financial structure.
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The Objective of Econom cal Operation

The Social Security Admnistration isS commited to
the objective of operating the kind of a program that
social security is, and providing the level of
service called for under policies as defined, at as
| ow a cost as possible, both now and for the future.
The organization takes very seriously the concept
that its admnistrative costs are paid for by

the contributions which people have nade for their
own security. There is a conmtnent, then, to
constantly inproving productivity while preserving
an appropriate |evel of service.

Qut of every dollar of income to the socia
security system only 2.3 cents goes for
admnistration. This is as good as or better than
the record of any conparable, or renotely

conmpar abl e, organization. Al though workl oads have
i ncreased 30 percent since 1968, the SSA today

has approximately the same nunber of permanent

enpl oyees as it did in 1968. Productivity has
increased substantially each year. In achieving
these objectives, however, the organization has
been under great strain ever since the major |egisla-
tive changes of 1965. This has been a period of
unprecedented adm nistrative challenges.

In the years since 1965 an entirely new social insurance
program-health insurance for the aged (Medicare)--has
been inplenmented and its provisions put into effect

for virtually all of the 20 mllion Arericans aged 65
and older. The cash benefit prograns have grown
steadily larger in scope and conplexity with the
provision of benefits for full-time students, totally

di sabl ed wi dows and w dowers, divorced w ves, and
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many previously ineligible children of wonen

workers.  SSA has al so been given responsibility

for adm nistering the special programfor coa

m ners disabled by black-lung disease. The cunul ative
effect of this growh in programresponsibility has
been to nore than double the total workload since

1965.

The task has-not been sinply to handle an increase in
wor kl oad of nmore than 100 percent but to do so with
limted resources. Since the end of the fiscal year
1967, SSA has operated al nost continuously under

rigid manpower constraints. Under the Revenue and
Expenditure Control Act passed in md-1968, manpower
resources were limted stringently. From June 1968
to June 1970, in fact, the nunber of full-tine

enpl oyees declined by nmore than 2,000 as the workl oads
rose 10 percent.

Even if SSA had been able to hire enough new enpl oyees
to keep up with workload increases on a "one-for-one"
basis, existing work methods and nodes of organization
woul d clearly have been inadequate to cope with the

onsl aught of new work. In 1966 and 1967, in fact,

the existing operating system had been severely

strai ned. Backl ogs built up, first in the local offices
and then in the paynent centers, where checks are
certified for payment and beneficiary records are

kept.

SSA determined that the only adequate | ong-termresponse
to the dramatic workload increases was to |aunch a
coordi nated, agencywi de effort to restructure the

organi zation, to streanline workflows, and--npst
important--to accelerate the devel opment of inproved
conputer systems. Basically, it was the success of

this effort that enabled SSA to bring its nassive new



19

wor kl oads under nuch better control. And the agency's
increase in efficiency and productivity made it possible
to free staff in sufficient nunbers to take on the tasks
of further inproving the responsiveness of its service
and of playing a nore active role in the communities it
serves.

One of the first tasks in making SSA nore efficient

and effective was to inplenent a major reorgani zation
desi gned both to accommodate the new responsibility

for health insurance admnistration and to strengthen
the agency structure generally. The new Bureau of

Heal th Insurance was created and staffed. The conponents
responsi ble for admnistering the retirenment and survivor
program and the disability programwere nodified to
respond to the need (created by growing conplexity in
the statute) for specialized policymaking and techni cal
gui dance in each of the program areas. The field
structure was strengthened by placing programrepre-
sentatives in each region, with a regional conm ssioner
on the scene to coordinate programdirection and
oper at i ons.

SSA has utilized the conputer as the single nost

i nportant tool in coping wth rising workloads--
particularly since the beginning of fiscal year 1968,

a period, as previously nentioned, of extrenely strict
and al nost continuous |imtations on manpower resources.
In fiscal year 1971, for exanple, increases in pro-
ductivity resulting mainly from systens inprovenents

made it possible to budget savings that are the
equi val ent of 2,022 full-time enployees and $19.9 nillion.
These saved resources were nade avail able for such tasks
as reduci ng backlogs, handling crises, and doing research
and devel opment for future systems advances.

In addition to increasing the efficiency of operations,
SSA initiated advances in its systens that inproved
the level and responsiveness of sSA's service to the
public. For exanple, npst people nearing age 65 no
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| onger need to take the initiative in |earning about
the benefits to which they are entitled under the
social security program A conputerized program
identifies a large proportion of potentially eligible
peopl e and prepares a letter asking themto contact
their local social security office and apply for any
benefits coming to them Another recent conputer pro-
gram automatically reconputes the benefit anounts of
beneficiaries who qualify for higher payments because
of recent work. And because of systens inprovenents
that allow |local social security offices access to
central conputer records, inquirers and beneficiaries
receive faster and nore accurate replies to questions
about their benefits and quicker service in change-of-
status cases than was ever possible before.

In other areas, SSA has experinmented with new managenent
techni ques and work methods in an effort to keep its
massi ve wor kl oads noving snoothly, often despite
critical staff shortages. Sonme of these actions were
tenporary expedients, dictated by the conbination of
wor kl oad increases and |imtations on manpower; others
proved so successful that they have been adopted

per manent | y.

In the latter category is the elimnation ordrastic
reduction, after intensive evaluation and study, of
sel ected reviews (accuracy checks) at various stages
in claims processing and other actions affecting
beneficiari es. I n place of conprehensive step-by-
step review of clains, substantial reliance is now
pl aced on sanple reviews and on an "end-of-1line"
apprai sal systemto neasure the overall accuracy of
deternminations. This approach has allowed erstwhile
reviewers to spend their tine taking actions rather
t han checking actions and has resulted in a mjor
increase in production without a substantial sacrifice
in accuracy.
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To nore nearly approach the goal of service responsive
to the needs and desires of the public, SSA has taken
several steps to give the public options in the way
they can do business with the agency to neet their
obligations and obtain their rights under the program
From 1965 to date, for exanple, as already nentioned,
smal| self-contained offices were opened in inner-city
and rural areas, and the nunber of |ocal social security
offices thus increased by nore than one-third. One
purpose was to bring the social security program cl oser
to the people in the communities where they lived, and
this action made the physical task of getting to the

| ocal social security office easier for mllions of
people. But at least as inportant as naking socia
security offices nore accessible was the aimto make
the offices and their staffs nore understanding of and
better attuned to the comunities and the people they
served by staffing the nei ghborhood offices with

enpl oyees having a know edge and appreciation of the
culture, life style, and |anguage of the people |iving
in those areas, The result has been to reduce, if not
to wholly elimnate, psychological barriers and to
greatly inprove the effectiveness of the services.

As a further inprovenment in the quality and conveni ence
of its service, SSA actively encourages the use of the
t el ephone by persons who prefer to use it in conducting
social security business. Under a national policy,

"Tel eservice Centers" have been established in the
Nation's |argest netropolitan areas, and |ocal offices
across the land have expanded their tel ephone service
fromthe mere handling of sinple inquiries and instruc-
tions to taking of clains over the phone, This service
has been highly accepted by a large portion of the
public, which regards it as a conveni ence, saving them
the time and effort involved in visiting social security
offices in person. It also saves SSA staff tine, and--
given the safeguards used--does so while maintaining
program integrity,
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SSA al so has enlisted the help of nore than 3,000
conmpani es and unions (large and small) that are now
prepared to give social security assistance--including
the taking of claims--for any of their 9 mllion

enpl oyees or nenbers. The result has been a reduction
in the work the agency nust do on these clains and,

as well, in the cost of such work. Equally inportant,
wor kers have been provided with an effective, convenient,
and quick nmethod of filing their benefit clainmns.

Wor kl oad statistics show that during the years follow ng
the nmassive 1965 anendnents, SSA's productivity increased
significantly. From 1965 to 1973, the use of nanpower
increased by 60 percent, while the work output rose

140 percent. As a result of increased productivity,

adm ni strative expenses have remained relatively | ow

in conparison with programinconme in spite of the

greatly increased conplexity of the program

Anot her indicator of SSA performance is given by

Medi care operations, The advent of the conplex

Medi care programin the late 1960's, with its many
private health insurance contractors, naturally increased
total adm nistrative expenses by a substantial anount.
Neverthel ess, the ratio of expenses to incone for the
social security programas a whol e remai ned al nost
stationary during the period despite the addition of
the relatively nore costly operations involved in

adm ni stering the Medicare program I n 1965--before
Medi care--the administrative expenses of the soci al
security prograns of retirenment, survivors, and dis-
ability insurance were 2.3 percent of income. In the
fiscal year 1972, all adm nistrative expenses of the
Soci al Security Adm nistration--including those for
Medi care--were 2.3 percent of incone.

Publi c acceptance of the social security programis
anot her baronmeter of SSA's performance. Even in
Medicare, with its inherent characteristics for
generating a substantial body of conplaints anong
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bot h providers and users of health services, the
Soci al Security Adm nistration enjoys a generally
good reputation. The acceptance achi eved by Medicare
is a reflection of the level of confidence the public
has in the agency's adm nistration of the social
security program

My assessnments of where we stand in respect to sonme of
the sub-objectives under econom cal admnistration are
as follows:

1. Providing for the Next Generation of Socia
Security Managenent

Soci al security nust be managed as a per nmanent
institution in our society. This means that a

maj or responsibility of present managenent is a
preparation for its own replacenment. The organi -
zation is, therefore, conmitted to the devel opment
of a large group of well-trained, experienced and
capabl e managers to take increasing responsibility
in the direction of the program This is crucia

to the future of social security. Such an objective
cannot be acconplished solely through the operation
of special programs, such as the Executive Devel op-
ment Progranms, broadening work experience prograns,
etc. \Wiatever the contribution of such prograns--
and it is considerable--a major effort toward the
goal of developing tonorrow s managers has to be

in the direction of making the experience of working
at lower levels in the organization a true prepara-
tion for taking responsibility at higher I|evels.

Qur | ong-range planning has been ained at such
objectives as having a pronotional policy that
encour ages experience in nore than one line of
work. W have al so brought in outside talent at
high levels in order to keep the organization
from becom ng ingrown. W have taken steps to
make nmanagers secure in the know edge that if
they do a good job and are suited for higher responsi-
bilities, they will be selected.
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Al t hough the highest priority call upon resources

in recent years has, of necessity, been given to

the need to handl e i medi ate workl oad problens,

SSA could not afford to defer additional long-
terminvestments in career devel opnent, particularly
at the managerial and supervisory levels. Training
and career devel opnent efforts have been greatly
expanded, and previously separate prograns have

been drawn together into a coordi nated career

devel opnent system

To build up a reservoir of executive talent, SSA
establ i shed intensive devel opnent prograns in the

| ate 1960's, both for enployees in m dmanagenent
positions and for senior executives. In these and
ot her devel opnent prograns, those selected are

given a series of assignnents to expose themto a
variety of admnistrative and technical jobs. They
al so participate in semnars, special projects, and
educational or training courses. Each participant's
programis individually tailored to nmeet his particular
needs. In the mddle of 1971, for exanple, sone

344 top and midlevel managers were relieved of

their regular duties and became full-time partici-
pants in formal, individual career devel opnent
prograns, usually extending for 18 or 24 nonths.

In all parts of |ong-range planning and objective-
setting, the decisiomscan only be carried out if

we provide good future managers. Thus, the nmanagers
at various levels within social security are a
crucial resource of the organization

"The Spirit of the O gani zation"

Whol ehearted participation in directing one's
activities toward the objectives of an organization
is a voluntary act. Thus, good performance is nore
a matter of attitude than anything el se. It derives
to a very considerable extent froma series of

I ntangi bl es which can be grouped under the concept
of "the spirit of the organization."
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Good performance flows in part from having a good
program, rational policies, and a basic purpose

that one wants to be identified wth, but it also
conmes from personal satisfaction. Are jobs organized
so that they are interesting and chall engi ng, and

do peopl e have a sense of worthwhile acconplishnent
fromtheir performance in thenf Wat do people at
subordinate levels think of their supervisors and

of the chain of command above then? Are there
attitudes of respect for the other person's function?
Do peopl e know what they are doing? Wat are the
things that one takes hold of to build enthusiasm
and norale and esprit de corps?

The history of social security denonstrates, if
denonstration were needed, that norale is not a
product of an easy job. People respond best to
extraordi nary demands and to chal |l enges; at the
same time, they respond to consideration for their
wel fare. They need to feel that everything is
bei ng done that can be done to nake it possible

for themto do a good job, and they need to have
respect for the programand for those in charge

of it. Since spirit governs production, everything
that affects people is a matter of fundanental
importance to the organization. Mtters which may
seem nundane may nevertheless be critical, Are
people paid in an anount that they recogni ze as
commensurate with their work? |s the classification
process pronpt? |Is the payrolling system accurate
and pronpt? Are grievance procedures in hiring and
firing fair? |Is pronotion in accordance with the
standards set and is the basis for pronotion
understood? Are communi cations such that people
understand what is expected of then? Does the
organi zati on show consideration for enployees
through its enployee services, such as counseling
and medi cal services. Does the managenent of

the organi zation show concern for providing a
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good physical work environment? Are there
opportunities for growh and devel opnent?

Important as these questions are, it is a mstake
to think that the spirit of the organization is
the sumof a variety of special projects in human
relations or enployee services. The spirit of
the organi zation grows out of a multitude of
decisions that cut across all the other areas.

By and large, the spirit of the social security
organi zation is good. However, there are areas
where inprovement is needed. By and |arge,

enpl oyees who have the opportunity to deal
directly with the public in district offices have
found it easier to identify with. the objectives

of the organization and to naintain a high-Ievel
esprit de corps than has sonetinmes been the case
in the nore routine, behind-the-scene jobs

i nvol ving people brought together to perform
clerical operations in large installations.

Al t hough the work pressure is frequently very
heavy in district offices and there is sonetimes
conpl aint about |ack of understanding and support
for manpower needs, the visible result of the program
provisions--direct contact with the beneficiary--
tends to sustain enthusiasm By and |arge, too,
there is also exceptional loyalty and good spirit
at mddl e-managenent and upper levels in socia
security. The situation anobng clerical enployees
is less uniform in some parts of the organization
the norale is nuch better than in others. Wat we
are doing about inproving job attitudes where

i mprovenent is needed is discussed in a l|ater
section of this report.

Then, too, the Social Security Admnistration |ike
all large organizations has been called on to

respond to the higher expectations of mnority
groups, wonen, and others who have been disadvantaged
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in job markets in the past. Very mmjor progress
has been made in social security in providing

addi tional enploynent opportunities at all |evels
for mnority enployees and for wonen. Ten years
ago the Social Security Admnistration's work
force included about 14 percent mnority enployees
and about 58 percent fenales. However, relatively
few wonen and mnority enployees had upper-I|eve
jobs. Mnority enployees held only one-half of

1 percent of the positions in the upper grades
(G512 to 15); wonen held 10 percent of these
positions. A major enphasis in our equal enploy-
ment opportunity program has been to correct this

I nbal ance and to provide enployment opportunity
for mnority group enployees and wonen at all

| evel s. Latest avail able data (9/30/72) show t hat
mnorities now hold 28 percent of ssa's total
55,000 positions: 35 percent of the 35,000 posi-
tions in grades 1-8; 14 percent of the 12,500 posi -
tions grades 9-11; 9 percent of the 7,000 positions
in grades 12-15; and 2 percent of the 50 grade 16-
18 slots, Wmen, who now conprise 67 percent of
the SSA work force, hold 85 percent of the jobs in
grades |1-8, 44 percent in grades 9-11, 15 percent
in grades 12-15, and 10 percent in grades 16-18.
This last figure is especially noteworthy: Only
two years ago SSA had one wonman in grades 16-18;
today there are five.

SsSA's progress in the area of equal opportunity has
been achieved in a nunber of ways. Naturally a
great deal of attention has been paid to recruitnent
activities. In 1962, the primary source of recruit-
ment for entry-level technical positions was the
Federal Service Entrance Exam nation. \Wile the
nerit systemwas operating to select the best
candidates froma register, fewmnority group
menbers were on this register. Consequently a

maj or part of our effort in the early years was
directed toward visiting mnority colleges to
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encourage these students to take the FSEE and to
consi der enploynment in SSA. In the mddle sixties

It became possible to recruit technical |eve

enpl oyees directly fromthe top 10 percent of college
cl asses without these students having to take the
FSEE. This recruitnent tool has been used extensively
at mnority colleges. Because the FSEE was not pro-
viding sufficient nunbers of candi dates who could
serve our Spani sh-speaking clai mants, SSA began

using selective certification; that is, we requested
fromthe Gvil Service Commssion a list of candi-
dates who met our normal requirenents in addition

to having the ability to speak Spanish. In this

way we not only were able to inprove our service

to the public, but also to increase our enploynent

of Spanish Americans. Another technique has been

to recruit in areas wth concentrations of mnorities
for enploynment in other parts of the country. For
exanple, we have recruited fromthe South for posi-
tions in Kansas CGty, San Francisco, Chicago,

Phi | adel phia, and in Puerto Rico for positions in
New York and Phil adel phia

Anot her nethod of inproving SSA's mnority/female
enpl oynent posture in the mddl e and upper grades

has been to tap our own clerical work force, which,
for many years, has been conposed of |arge nunbers

of mnorities and wonen, (I'n 1962, mnorities
represented 19 percent of SsA's clerical enployees:
femal es accounted for 65 percent of clericals.)

One neans of noving people fromclerical to techni-
cal positions was to create bridge positions by

t aki ng sone responsibilities from higher |evel
positions. A significant exanple of the bridge
position is the Service Representative position in
our district offices, which we were able to create
as a result of the Medicare program over 90 percent
of those selected for this job (one grade above the
hi ghest clerical grade in the district offices) cane
fromour own clerical ranks. Qher techniques we have
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used to facilitate the novenent of enployees from
clerical to technical positions include the devel op-
ment of job-related internal tests to identify
prom si ng clericals; various adjustnents in our
pronotion procedures, such as the use of standard-

I zed selection factors in grades 1-6; career
counseling; diagnostic testing designed to deter-

m ne enpl oyee strengths and weaknesses in such
areas as mathematics, reading, |anguage skills;

and basic-skills training, in which enployees
receive training in their areas of need. W have
recently intensified devel opnental efforts for

| oner grade enpl oyees through a variety of prograns
I nvol ving educational opportunities and on-the-job
training. Over 2,000 enpl oyees now participate in
these upward nobility prograns.

In addition, SSA has a nunber of career devel opnent
prograns for enployees in technical and staff positions.
Wil e these prograns were devel oped as part of an
effort to prepare enpl oyees for greater responsi-
bilities and not as part of the equal opportunity
program, We have taken steps to ensure equitable
mnority/female participation. These include the
SSA Staff Devel opnent Program a program of rota-
tional job assignments, for enployees at grades 10-
13, and the Executive Devel opnent Program for

enpl oyees at GS-14-16. In addition, SSA was one
of the first agencies to ask the Gvil Service Com
m ssion for permssion to recruit for Managenent
Interns from anong our own enpl oyees.

In adm nistering the personnel nmanagenent program

in SSA, one of the major factors to be considered

Is the extent to which SSA has been unionized and

the resulting inportant role of unions in influencing
personnel policies and procedures. The growth of
unionism in SSA since the issuance of Executive

Order 10988 in January 1962, has paralleled the rapid
growt h of wunions throughout the public enploynment
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sector. From 1962, when unions represented only
3,700 SSA enpl oyees (or 12 percent of our non-
supervisory workforce), Federal unions now have
exclusive recognition rights for fully 80 percent
of the SSA nonsupervisory workforce, or over
40,000 enployees. Most of the 40,000 enpl oyees
are represented by locals of the Arerican Federa-
tion of Covernment Enployees, AFL-C O

What these nunbers indicate is that the great majority
of SSA enpl oyees are represented by unions that con-
sult and negotiate with nanagenent on such basic
matters as promotion Pl ans, grievance systens,

wor ki ng conditions, equal opportunity, and perform
ance appraisals--to name just a few  And through

this representation and negotiation the full intent

of the principle expressed in the Preanble to
Executive Order 11491, as anended, is being carried
out in SSA.  As the Executive Order states, "the
wel | -being and efficient admnistration of the
Governnment are benefited by providing enpl oyees an
opportunity to participate in the fornulation and

I mpl ement ati on of personnel policies and practices v
In the past two years especially, significant per-
sonnel policies which were fornerly left entirely

to managenent's discretion, have been revised or

devel oped through negotiation and reflected in
contracts. Forty-two contracts are now in effect.

Unions in SSA, after going through a |engthy stage
of intensive recruitnment and growth, have reached
the point where they are now consolidating their
gains in representation rights by forging region-
wi de and nationwi de units. For exanple, regiona
units of SSA district offices are now organized in
New York, Boston, and San Francisco. The paynent
centers located in various parts of the country are
now organized into one unit. The primary goal of
creating these larger units is to enable unions to
deal directly with the policymaking | evel s of nmanage-
nment and to negotiate conprehensive agreenments with
substance and i npact.
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Enpl oyees are not alone in having gained by this
union activity. Unions now provi de managenent
with an additional and efficient way in which to
comuni cate with enpl oyees (and have enpl oyees
communi cate W th nanagenent) concerni ng personnel
policies and practices and working conditions. A
good tool now exists for gauging enpl oyee reactions
to proposed policies and for conducting thorough
reviews of personnel prograns. Unionization does,
however, place demands on managers at all |evels
to becone nore sophisticated and sensitive if the
| abor - managenent relationship is to be kept
producti ve.

Met hods, Physical Plant, Mterials and Equi pnent

Productivity in the future will be inportantly
affected, of course, not only by the attitudes of
the work force but by the extent to which social
security's planning has been organized to insure
the best and earliest application of new inventions
and nmachinery, the best-designed work space, the
best met hods of operation, the best organizational
arrangenents, even the best-designed forns, and so
on. Moreover, although we need to nake use of
invention as it occurs, we cannot afford to await

i nvention devel oped for others and then seek its
application in our work. Long-range planning in
this area rests upon a scientific approach to our
own processing, which devel ops the need for the
machine or materials. At social security the
application of invention and machinery to the job
grows out of an analysis of the job and an appli -
cation of logical principles to the work, and there
are many exanples of our need calling forth the
invention. The Social Security Adm nistration has
invested | arge sunms in nmethods and nachi ne work, a
fact which is largely responsible for its record of
productivity inprovenent.
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Al t hough social security has been noving ahead on
a series of planned systens changes, the need to

I mpl ement new | egislation, frequently on an
emergency basis, has resulted in many patchwork
additions to the basic systemeven as it was being
nmodified. There is a need now to nove ahead with
a new master plan that takes full advantage of

exi sting technology. This matter is discussed at
further length in later sections.

As a result of the added programresponsibilities
grow ng out of |egislative changes, the physical

pl ant of social security has grown substantially

at Baltinore in the last few years and a further
addition is now on the drawi ng boards. New payment
centers to replace bad present facilities are in the
pl anning stage in several cities.



