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MANAG NG THE SOCI AL SECURI TY PROGRAM

Pr ef ace

I had occasion recently to put down some of ny thoughts
about managing the social security program Sone of the
menbers of the Executive Staff who saw that docunent

t hought that it would be useful for a w der audience.

| am therefore, making it generally available within the
Social Security Adm nistration in aslightly revised form
It is a summation of my personal views on where the Soci al
Security Admnistration stands today, where it should go,
and how to get there.

Robert M,
Conmii ssiionher ofE Social Seeurity

January 29, 1973



I. THE NATURE OF SSA' S ASSI GNVENT

The Assignnment CGenerally Defi ned

The Social Security Adm nistration's assignnment is to
manage a federally adm nistered contributory soci al

i nsurance program protecting 9 out of 10 earners agai nst
the risk of loss of incone to the worker and his famly
arising fromretirement in old-age, total disability, and
death; to nmanage a program of health insurance for sone
20 mllion ol der people; and under legislation recently
enacted, to establish and manage the first federally
financed and federally adm nistered assistance program

| nherent in this assignment is the responsibility to
continually define the programs € social security through
(a) recommendations for changes in the prograns thenselves,
(b) policy interpretation of the existing laws, (c) the
setting and nodification of standards of service, (d) the
interpretation and explanation o the public of the

phi | osophy and neaning of the progranms, and (e) nodifica-
tions in the admnistering institution--its nethods,
personnel, organizational structure, physical plant, and
system of val ues.

In all of these areas, the process of setting objectives
determning the steps for achieving the objectives, and
monitoring results is never conplete. The process of
public admnistration is like an alternating current.

Qut of the admnistration of the | aw and the eval uation
of operations cones the recognition of the need for
change. Evaluation results flow back and lead to

| egislative and policy nodification and to the nodifica-
tion of operating objectives. Then, as the nodifications
are put into effect, the process begins again.



B.

The Operation to Be Minaged

As you very well know, the operation is very |arge.
Nearly 100 mllion people will contribute to social
security during the comng year, and the wages and self-
enpl oynent income that they earn in covered enploynment will
be added to the lifetinme earnings records on which their
benefits will ultinmately bekased. Twenty-eight mllion
people--1 out of every 8 persons in the United States--
receive a social security check every nonth. And the
social security rolls are not static of course: severa
hundred thousand adjustnments have to be nade every

nont h because of benefit term nations, adjustnments in
paynment amounts, new entitlenments, changes of address,
and benefit suspensions.

Over 90 percent of all persons 65 and over are either
getting social security benefits or woul d be eligible for
themif they were to retire. Sonme 110 mllion people
(95 out of 100 young children and their nothers) are
protected for survivors benefits, and about 75 mllion
people are protected for disability benefits. Over

20 mllion people, just about all of those 65 or ol der,
are protected against the costs of hospitalization, and
t he Medi care program pays over one-fourth of all short-
term hospital costs in the country. About 95 percent of
all older people are also enrolled under Medicare's
voluntary nmedical insurance plan, which gives protection
against the costs of physicians' fees. In addition
under the legislation enacted in Cctober 1972, about
1-3/4 m|lion disabled beneficiaries will soon have the
protection of Medicare.

In cal endar year 1974, the first year during which the
new anendnents to the programw |l be fully in effect,
total benefit paynents for the cash benefit program and
both parts of Medicare will total nearly $71 billion
and incone to the four social security trust funds wl
be about $78 billion.



The responsibility we have been given to adm nister the
bl ack 1ung benefits programentails providing nonthly
paynments for disabled mners, their wi dows, and ot her
dependents. By the end of fiscal year 1973, over
575,000 beneficiaries will be receiving nonthly benefits
at the rate of $70 nillion.

Under the new assistance programto be adm nistered by
the Social Security Admnistration, it is expected that
begi nning in January of 1974 some 6.3 mllion aged,
bl i nd and di sabl ed people in need will receive

suppl enental paynents.

Al t hough the | aw provides for sonme participation of non-
federal workers, the operations necessary for carrying
out the progranms adm nistered by SSA are in |arge part
perforned directly by Federal enployees. There are
54,000 social security enployees distributed across the
country in approximtely 1,000 district offices and

6 large paynment centers and in a major headquarters and
conputer center in Baltinmore. As has been indicated,
certain functions are perforned for the Social Security
Adm nistration by other organizations under contract.
State vocational rehabilitation agencies, for exanple,
make determ nations of disability for applicants under
the disability insurance program and in Medicare,
certain operations of the program are carried out by
Blue Cross and Blue Shield organizations and private

I nsurance conpanies. Medicare also contracts with State
agencies for the inspection of hospitals and nursing
hones.

A basic characteristic of the prograns adm ni stered by
the SSA is that the right to benefits is defined in
detail in the law. Wi is covered, under what conditions
one is eligible for benefits, how much the benefits are
to be, are all a matter of law.  The decisions of the
admnistrator are subject to an admnistrative appeals
process, with final recourse to the courts. Yet, the
area of admnistrative discretion in defining social
security in action is very large.



The Objective

SSA's objective is to manage the going program and at

the sane tinme to contribute to the definition of the
optimumrole for contributory social insurance in our
society, taking into account the conplenentary roles of
private insurance and other private and voluntary methods,
on the one hand, and CGovernnent-operated assi stance
prograns on the other

In operating terms, at any given point in tine, the
overriding objective is to provide, directly and through
contract arrangenents, protection as defined by the
existing statute. In its sinplest form the objective

in the cash benefit programis to get the right check

in the right anount, to the right person, at the right
address, on tine, guarding against inproper paynents,

and, within limts of reasonably econom cal admnistration,
to provide all those entitled with an opportunity to
exercise their right to benefits. The objective is
simlar in the health insurance programwhere the benefit
provi ded represents the assunption of a financial
obligation owed by the beneficiary. In both parts of

the programthe objective is to carry out the responsibility
at as low a cost, and with as little burden on the public
as is consistent with adequate assurance that the
statutory provisions are being carried out and that
individuals are infornmed and able to take advantage of
their rights.

Part of the objective is to carry out these basic
responsibilities in a way that recognizes that for
| arge nunbers of people the contact with the Soci al
Security Admnistration will be their nmost neani ngful
contact with the Government of the United States and
that, therefore, to a very considerable extent, what
they think of their Governnent will be determ ned by
their dealings with the Social Security Admnistration
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Beyond managi ng the goi ng program SSA nmanagers are al so
expected to evaluate the effectiveness of the prograns
under their jurisdiction, to conduct research on
alternative nethods of providing economc security, and
to advise the Secretary and the President on possible
statutory changes. In other words, the objective of
their assignment also becones, in part, the defining and
redefining the objective of the programitself.

Contributory social insurance is now the base on which
nost people build security for thensel ves and their
famlies. The concept is one of partial replacenent of
earnings lost for defined reasons, plus health insurance
in old age. The program can best be thought of as a
national pension system wth group-insurance arrangenents
for survivorship, disability, and health insurance
protection. The rights to protection grow out of the

wor k that people have performed and the contributions

that they have made.

Soci al security is making a very mgjor contribution to

the prevention of poverty and econom c insecurity, but

it cannot and should not do the whole job. Thus, public
assi stance, paying subsistence anmounts to individuals

and based directly upon a test of need, is a necessary
conplenent to the social insurance program and no

conpul sory system of course, should pay benefits at a

| evel that can take the place of private and voluntary
protection for the average and above-average earner

The objective of the programcan thus be generally defined
as the prevention of poverty and the provision of economc
security through insurance against the |oss of earned

I ncone and through protection against the unpredictable
costs of illness in old age, but it is not to be inplied
that contributory social insurance should carry out the
objective entirely on its own. A significant part of

the task of defining the optimumrole for Socia

Security is to harnonize that role with private efforts
and direct governmental assistance.



