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DEPARTMENT OF HEALTH AND HUMAN SERVICES

ADMINISTRATION FOR CHILDREN AND FAMILIES

Administration for Children, Youth and Families

Commissioner
Associate Commissioner for Children’s Bureau

Associate Commissioner for Family and Youth Services Bureau
Associate Commissioner for Head Start

The Administration for Children, Youth and Families (ACYF) advises the Secretary
on matters relating to children, youth and families, and in conjunction with other components
of ACF, develops and implements research, demonstration, and evaluation strategies for the
discretionary funding of activities designed to improve and enrich the lives of children and
youth and to strengthen families. ACYF administers State grant programs, discretionary
grant programs providing Head Start services and facilities for runaway youth, the Child
Abuse Prevention and Treatment Act, the Child Care and Development Block Grant, Child
Welfare Services programs, and the Runaway and Homeless Youth Act. ACYF manages the
Adoption Opportunities program and initiatives to involve the private and voluntary sectors in
the areas of children, youth, and families. This office will have a major role in the
expansion of Head Start, and the development and implementation of child care and child
welfare reforms. The Commission will also be a key player in integrated services initiatives
which link other offices within HHS and the Departments of Education and Justice.

All four positions and agencies are obviously inter-related and require people who
will view themselves as a team, if at all possible.

The Commissioner of ACYF as the overall head of the other three bureaus should:

- have a substanative range that incudes early childhood to troubled populations
- be a good manager of people and funds

- have ability to assemble and motivate a well functioning staff

- be a quick study

- be a good spokesperson and advocate for programs

- have capacity to testify to Congress

- be an in-fighter for programs within ACF
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ADMINISTIRATOR.
MEALTH CARE FINANCING ADMINISTRATIOQN

Level IV - Presidential Appointment with Senate Confirmatlon

ajor .k f;}f‘i,". Sik

o RIEF T shaping _fédéral_government policy on health card
findncing (basncally, the Medicare and Medicaid programs) seek
legislation supporting it, and explain it to the many and diverse
national constituencies affected.

the claims payments *
processes of Medicaid and “Medicare, which together serve more
than 50 million people and currently take about ten percent of
the federal budget.

o .ﬂ‘ egotiate] with states on behalf of the federal government to
carry out the quality assurance provisions of the Medicare and
Medicaid programs, setting standards and reviewing performance
of carriers (Medicare, Part B) and intermediaries (Part A).

o Through research and demonstration programs, E‘c»lore and tesj
new ideas for the provision of health care. Assess and improve
the financing of federal health care, seek effective cost control,
and evaluate coverage and benefits payments systems.

Necessary Background, Experience, Personal Skills

A solid grounding in the Bajor public policy issues of héalth?
&re heads the list. The right candidate should demonstrate an
Budersianding ! of ThoW™ health tare=fimancing “and delivery “ systems’
(mgmt,v gained at a level that has provided the opportunity to
show gkill "in man _large, complex operations The context for
this might have becn an academic medical center or a large enter-
prise with a significant role in health care financing. Further,
the continual dialogue which engages the administrator and HCFA's
numerous interest-group constituents argues for someone who can
tombine a sympathetic approach with coolly objective judgment.
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Consider some features of the climate and terrain which man-
agers of federally-assisted health care must navigate in the years
ahead:

o Health care’s piggest consumerg) the @ging population) will

increase in number.

o Health care gosts wil} by all experience, gontinue t0 risj.

0 Changes enacteq and otherwise imposed on the federally-
aided system in the last decade Wiayg madeé the job of Dayifig- hospilaks
and 8o¢ror8 much Hi6re i

o AUministering the system ill becomd a much jarger Tesp¥n-

VAt the Mecisiony of the Eongress to- expand “Medicarg to
include the cost of catastrophic illness.

o Whether and how to asSist fong-term home carg of the
elderly, as well as short- and long-term nursing home care, presents
an increasingly sharp issue.

Heading into this challenging era, the federal government
through HCFA ~already spends moré. thaa $100.billion .a yeaf on
Medlcare anad ‘Medicaid, fmore than 20% of what the nationy as a
whole Spengs=omgeEphonm®e. Recalling her efforts to get ready
to take on the job, Carolyne K. Davis, who held it in 1981-85,
says "“the thrce prior administrators I interviewed didn't really

prepare me adequately for the breadth and scope of the posmon.ﬂ
Wou re rcsusxblc for the biggest - mnlc .P.’M jwal JGArG:

Speciﬁcally. some who have held the job remember these as
its major challenges:

"The ©fit2-of Mariagement and Budget wanted
to second-guess our decisions on future directions.

They ghoutdystop trying to miggssigpagd and
let us decide how to spend the money." GACFA

“Bhould " involve ftsely more in program gaaty

than in budgct matteys.”

"Qonstlmcnt groupg have to be dealt wnth and

they all have Vcry BLRODETYV: 204 i un_a lu: yISts
I underestimated the importance of ‘constituent
groups and the influence of lobbying groups.”

mdocsn t undcrstacwmr" s redlly

nul,;(mbl',o\ T we Sand
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goney_everywhere efse” but we™ couldn’t ‘invedt

tythese gdata ﬁtemi

The wgencydhas §losty-a-tuizoiEsmd
gezruitingd people gnm the' “same ™ c0mpetenct is
difficult.” The, quahty\of operatlons and manage-
ment staff g:"medlocre’ It’s declined over time
"because the gouer_nmcm hasn’t been able to
hold on to them."

Nonetheless, one of its previous occupants finds the position
;mqumm'mwmmmnw
farcaf Where policy is concerned, he says, "you make the determina-
tion, seek the legislation and then you go yourself and do it." At
the same time, "it’s a real management job, more like running a
factory. It's a big organization.” This former administrator tried
to visit all ten regional offices once a year, went periodically to
see contractors and tour their facilities, and met health care agencies
and associations. He spent time on evaluations of senior person-
nel, hiring and firing decisions and the recruitment program. The
job also has a high public affairs component. Another previous
administrator sees communications ability as imperative for success,
adding "I even suggest taking a course on it." A colleague says
he averaged a speech a week.

fof the job? In the collective view,
it presents {1) an opportunity to move toward real improvement irf
the quality and extent of health care dehvered to the nation’s
elderly and indigent, by " e in -3

womplicated and_exacting management _environment. “It's a very
high-stress job," reflects Leonard D. Schaefer, administrator in 1978-

80. "You're never secure--something’s always going on out there.
Every day there's some unexpected problem in a state capital, a
hospital, or a research lab. Your priorities are always being juggled.
You have to be able to handle that. But you have tremendous
impact on the system.”

Looking at this job from outside HCFA, two qualified interest
group analysts attach special importance to the kind of individual
selected for it and the primary tasks that lie ahead. XFhis is:lifg
fnd_death stuff," one of them says. Ufghe fpoblicgetsthe- lmprcs‘
08 that you have an ScChUATARt there—&Aus-fSn't-sensitivé—to—the
Yocial and “mord) "aspect), it_wilk really flienate peopld There is

no more sensitive area where people feel or don’t feel that govern-
ment is domg right by them than health care...Jfedicare by virtae
[ g 1 = , is also
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the program that everybody copies and uses as a standard. The
real role is as the leader of the health insurance industry.”
The second of these observers thinks the HCFA position needs
‘Bomeone who can lTook at health care creatively, dor new ways to
Jprovide.it.” But, she points out, this "#esife"to explore alternatives”
also Q@s "a’rbit “of skepticism about new things, in order to wok
&lrough them_and, put proper controls into place.” She cites health
maintenance organizations as an example of a promising new idea
that took hold too fast. HCFA's research budget needs stepping
up in her view--"ft_doesn't  make sense to keep changing poligy
ar after year and keep using the ol " And the next
administrator should réview the kind of data HCFA does have to
ABY-THE TiIOIES Tn Iy, - BY-I5-JL ZoME U NiEAVEIA 3 - Spasare Sty
For instance, they know next to nothing about what's going on in
ambulatory surgery right now, even though it is a field that is
blossoming."

Key Relationships §

Yeighin the Departmery
Reports to: Secretary
Works closely with:

Commissioner of Social Security

Assistant Secretary for Health

Assistant Secretary for Planning and Evaluation
Assistant Secretary for Management and Budget

Associate Director, Human Resources,
Veterans and Labor, Office of Management and
Budget

{Outside the Federal Governmert

e e

State Medicaid directors; American Hospital Association;
American Medical Association; National Association
of Retired Persons; American Nurses Association; AFL-
CIO
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Administrators of the Health Care Financing Administration
Since 1977&

Administration Name and Years Served Present Position

Reagan William L. Roper Incumbent
1986 - Present
Reagan Carolyne K Davis Partner
1981 - 1985 Ernst and Whinney

Cleveland, Ohio

Carter Howard Newman Partner
1980 - 1981 Powell, Goldstein, Frazier
and Murphy

Washington, DC

Carter Lconard D. Schaefer President
' 1978 - 1980 Blue Cross of California
Van Nuys, California

Carter Robert Derzon Vice President
1977 - 1978 ICF/Lewin
Washington, DC

Ford Don I. Wortman (Acting) Project Director
1977 National Academy of Public
Administration
Washington, DC

W Position established under a departmental reorganization in 1977.
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DEPARTMENT OF HEALTH AND HUMAN SERVICES

ADMINISTRATION FOR CHILDREN AND FAMILIES
HEALTH CARE FINANCING ADMINISTRATION
MEDICAID BUREAU

Directors

The Bureau is responsible for this medical assistance program jointly financed by
State and Federal governments for eligible low-income individuals. Medicaid covers health
care expenses for all recipients of Aid to Families With Dependent Children, and most
States also cover needy elderly, blind and disabled who receive cash under the Supplemental
Security Income Program. Coverage also is extended to certain infants, low-income pregnant
women and, at the option of the State, other qualified low-income individuals.

Medicaid is an increasingly expensive program subject to conflicting demands from
the states, providers and recipients. Assuring that program control and administration
proceed in positive ways during the national health reform debate, rather than being frozen
into place, is important. If comprehensive reform takes time to phase in, and/or includes
rather than replacing Medicaid, Medicaid continues to play a central role in the health care
of more than 13 million children as well as millions of adults.
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COMMISSIONE
ADMINISTRATION,

Level IV - Presidential Appointment with Senate Confirmation

Major Responsibilities

o Take s principal rol€ in”Tormulating and pu blicly articulatin®
Qdjal “security. policy for $hé administratlBr® with a primary
goal of ensuring continued financing of the special trust funds
which support the program.

o Oversee and ensyre the timely and efficientm onthly distributi®n
of _more. than SO _million benefits payment&\which currently
total roughly 25% of the annual federal budget.

o Manage a laige servicc-oriented - organization™ which remafs
MaBoc-infensi?® (about 80,000 employees) and operates nationwide
out of 10 regional offices, six service centers and about 1,300

local offices.

o Revitalize and continue to upgrade the SSA°’s operating systenfs,
particularly their computerization. Maintain work force morale
and productivity.

fNeressary Background, Experlence, Personal Skill®

Because of the size and dispersal of the organization and the
extent of services it provides, the successful tenant of this job
will brmg to. it strong managerial ability and proven leadership.
Dce_in technical areas, “such _asdataprocessingy
systems, in the areas in which the SSA operates also ranks high in
thc rccommcnda(nons ol past commissioners. To this they add

2 IVVy c™ lrs--gxcchcs, ceremoy
m,;hc prcssa molmonﬂ-tramm-m {aw " or-insurancey
(i gg-actuarial science) will-helo:-but isn't essent)aip

Insighe

Important challenges will continue to face SSA commissioners
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far into the future. First comes the continued soundness of the
trust fund financing on which the system depends. Whén legislativk
and_ other. adjustnignts “tsetome necessary “to -protect ~the “integriy
of This system, the ‘commissioner works with the White House arp)
lhﬁ_.Congmfo producc them.® A considerable amount of time
goes into the Congressional aspects of that effort. At the same
time, he must also try to improve understanding of what it takes
to keep social security programs strong and viable. This means a
zqu_dr;al “of public visibility--explaining, persuading, fmage-build¥
ing,~acting as~a- “hands-on spokesman“ in the words of one wiho
held the jons

Two other challenges lie more in the realm of management,
and one has some direct bearing on the other. For a population
whose aging will steadily increase over the next generation, the
agency already distributes about $250 billion annually in old age,
survivors and disability benefits. It's a task requiring state of the
art data processing and management. Though the SSA has long
been .working its way toward this goal through a familiar maze of
budget and administrative constraints, it lags behind the curve. "I
had no idea of the backlog and how outdated the computer system
was,” a recent commissioner says. Others formerly in the job echo
this theme, as do outside observers. "YWhat you need is 3 good
administrator” with™a commitmént,” who 8™ willing “to” stay there ang@
$€eir througl” says a member of a constituent group which follows
SSA closely. "Turnover has been one of the main weaknesses....You
ficed someonE who~canbuild-up the morale of the agency and gef
the-computer systemin" shape.” L2afly, the SSA remains a labor-*
dntensive operation which urgently needs 16 go higliliech.

Meanwhile, as the agency struggles toward that status, the
commissioner will also have a work force of the present dimen-
sions to communicate with and manage. Its very size complicates
the process, perhaps leading former commissioner John A. Svahn
(1981-83) to say ‘you have 1o run it fike a military organizatiorg
givethepr 8 clear. direct order and they follow it.” SRR ‘morale. B
also 3 problem 11T an organization this big.y Anotherprevious commb-
sioner - complains -of - the -"inability to convey policy - accurately go
he -working level.; Decisions from the top weren’t the same when
they ‘reached the bottom.”" To help overcome these obstacles, the
occupant of the job spends a lot of time meeting with employees
in large groups, and making videotapes to instruct and encourage
those he can’t see face to face.

Communications difficulties can sometimes exist in other direc-
tions, too. Svahn feels he had trouble getting through to the tqp
because others kept getting on_his frequency: the Secretary “had-al
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$taff of 4,500 people who “all Yhought they ran the department’¥ A
second, discussing relationships with the White House domestic
policy staff and Office of Management and Budget, says he had to
cope with the "very random and non-meritorious interest" these
offices had in what the SSA was doing. A third, James B. Cardwell
(1973-77), remembers the "“chronic but not significant" problem
that the SSA has its headquarters in Baltimore, not Washington.
He dealt with this 40-mile gap by using his car as a mobile office
for reading, drafting and telephoning.

Former commissioners agree that
works—whether ~ gained ~inside “it -or ~outside=-is - mvaluablc in_thR
paosition. VIt’s a quesuon of "knowing how to deal with the hierarchy
and function in it," says Stanford G. Ross, commissioner in 1978-
80, who adds: _m_mb_ﬂ_qgnj_@m_thc_mcsngs__nf_a_cahmu
post ‘but does TAITYy & great deal of resvonsibility. §PEGpIE wFo fill
it-have 10" have a 1ot of ftréneth and dedication.V

Threespegiattissuesofzthe—future need-mentios. Eilgrshe
tryst -fund - financing -solutions enacted in_the 1980s - are already
generating surplus reyenues to help cover the benefits now in place
for the baby boom generation in the period beginning about 2010.
In the short run, this will offer the temptation to "spend" these
apparent surpluses with short-run political gains in mind, instead
of making hard but necessary long-term fiscal choices.

Secona.” CHITerk Pressures —1q _cover the costs_ of Jong-termy
Ar& of the ¢1derly promise to become”irresistible With that pros-
pect in view, guiding the likely changes along sound lines will be
a significant extra assignment for future commissioners.

Third;proposatsto make the SSA an_independent agency will &
Qmtinue. Administrations of both parties have opposed this change,
but its time may be near. The commissioner will take a key part
in debating the issue, and in carrying out whatever decisions may
result.

What all this means is that future administrators will have to
struggle for cquilibrium among vigorously competitive interests, in
the government and in the country. A retirement association source,
for example, thinks the sommissioner will have to nreserve the inp
tggnty of the program and -fight off intrusions by future ‘administray

ns_and Cong which consider social security a npc target,
as discussed above. Because that can place the person in "an adver-
sarial position,” he adds, "you need someone who annrecaatu ang
Relieves.in the institutional importance of the prograg.”
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Key Relationshipg

Yithin the Depértiners
Reports to: Secretary
Works closely with:

Assistant secretaries in HHS

Quesife e Departrmer

Secretary, Department of Labor

Secretary, Department of the Treasury

Director of the General Accounting Office

Administrator of the General Services Administration

Associate Director, Human Resources, Veterans and
Labor, Office of Management and Budget

Outstdethe Federal Gavernnlent

American Association of Retired Persons; American
Bankers Association; Health Insurance Association of

America

Commissioners of the Social Security Administration
Since 1969

Administration Name and Years Served Present Poslition

Reagan Dorcas R. Hardy Incumbent
1986 - Present

Reagan Martha A. McSteen Legislative Counsel
1983 - 1986 (Acting) National Committee to

Preserve Social Security
Washington, DC

Reagan John A. Svahn Severna Park, Maryland
1981 - 1983

Carter William J. Driver Deceased

1980 - 1981
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Carter Stanford G. Ross Partner
1978 - 1980 Amold and Porter
Washington, DC

Carter Don 1. Wortman Project Director
1978 (Acting) National Academy of Public
Administration
Washington, DC

Ford/Carter James B. Cardwell Executive Vice President
1973 - 1977 Blue Cross and Blue Shield
Atlanta, Georgia

Nixon/Ford Arthur E. Hess Not Available
1973 (Acting)
Kennedy/ Robert M. Ball Visiting Scholar
Johnson/Nixon 1962 - 1973 Center for the Study of
Social Policy

University of Chicago
Chicago, Illinois
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DEPARTMENT OF HEALTH AND HUMAN SERVICES

SOCIAL SECURITY ADMINISTRATION
OFFICE OF PROGRAMS

Associate Commissioner for Disability

The Agency administers the Old Age Survivors and Disability Insurance Program,
which provides monthly benefits to retired and disabled workers, their spouses and children,
and to survivors of insured workers. In addition , the Administration, through a nationwide
field organization of 10 regional offices, 6 processing centers, and over 1,300 local offices,
guides and directs all aspects of the cash benefit program operations of the agency; and
directs the activities of those office responsible for various program operations, including
retirement, survivors, and disability insurance.

The Associate Commissioner is responsible for administration of and policy for
adjudicants for all disabled, both for Social Security and Supplemental Security Income. The
result is decisions which have direct impact on the applicants. Therefore, there is always
some kind of disagreement which can easily get into the political and legal domains, if not
treated with utmost fairness. The new administration will be facing a backlog of 1 million
applicants® claims.

This position requires someone who

- Is a good manager

- Knows the program

Recognizes the importance of and can make expedited, fair decisions

= Has or can create credibility as the fairness of the hearing process is crucial
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DEPARTMENT OF HEALTH AND HUMAN SERVICES

SOCIAL SECURITY ADMINISTRATION
OFFICE OF PROGRAMS

Associate Commissioner for Supplemental Security Income

The Agency administers the Supplemental Security Income Program for the aged,
blind, and disabled. This basic Federal payment program is financed out of general revenue,
rather than a special trust fund. Some States, choosing to provide payments to supplement
the benefits, have agreements with the Administration under which it administers the
supplemental payments for the States. In addition , the Administration, through a nationwide
field organization of 10 regional offices, 6 processing centers, and over 1,300 local offices,
guides and directs all aspects of the cash benefit program operations of the agency; and
directs the activities of those office responsible for various program operations, including
retirement, survivors, and supplemental security income.



POSSIBLE CANDIDATES
FOR
DEPARTMENT OF HEALTH AND HUMAN SERVICES
SOCIAL SECURITY ADMINISTRATION OFFICE OF PROGRAMS

Associate Commissioner for Supplemental Security Income

Retain Rhoda Davis, the current Associate Commissioner

Ms. Davis is a career Social Security administration employee. She has worked hard on SSI,
especially on work incentives provisions for adults, disabled children and families, and other
programs that relate to disadvantaged children and families. She has administered fairly
programs with complicated rules. She is a good team player and is knowledgeable.

Ms. Davis worked with Arthur Fleming on the Modernization Panel.
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