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EXECUTIVE SUM M  ARY 


O BJECTIVE 

Th e obje ctive s  of th is  evaluation w e re to de te rm ine th e  e xte nt of Partne rs h ip1 

activitie s  at th e SocialSe curity Adm inistration (SSA), h ow Partne rs h ip re s u ts are 
m e asure d, and h ow tim e de vote d to Partne rs h ip is track e d. 

BACKGROUND 

Congre s s  re q ue s te d th at th e  O ffice of th e Inspe ctor Ge ne ral(O IG)conduct an 
in-de pth re vie w of union activity at SSA to follow -up on pre vious General 
Accounting O ffice (GAO)w ork .2  To furth e r carify th e re q ue s t, w e  m e t w ith staff 
m e m be rs of th e Subcom m itte e  on SocialSe curity, H ous e  Com m itte e  on W ays and 
M e ans (Subcom m itte e ). Th e Subcom m itte e  s taff e xpre s s e d an inte re s t in th e 
im pact of Partne rs h ip on Age ncy ope rations and th e re porting of tim e de vote d to 
Partne rs h ip activitie s . In addition, th e Subcom m itte e  re q ue s te d th at O IG ve rify 
SSA’ abor practices as s e rtions th at Partne rs h ip h ad re duce d grie vance and unfair l 
filings . 

O IG announce d pl uate SSA union activitie s , inclans to e val uding Partne rs h ip, on 
Fe bruary 10, 19 9 7, and w as m e t w ith strong re s is tance from th e  Am e rican 

oye e s  (AFGE). AFGE be l uationFe de ration of Gove rnm e nt Em pl ie ve d th at th is  eval 
w as “ -advis e d”and not w ith in th e  s cope of th e Inspe ctor Ge ne ral’ill s (IG) 
m andate . 

W h e n w e be gan our e val uation ofuation, SSA h ad ne ith e r conducte d its ow n e val 
Partne rs h ip nor de ve lope d an inve ntory of its Partne rs h ip activitie s . O n 
April15, 19 9 7, th e NationalPre s ide nt of AFGE s e nt a le tte r to Acting 
Com m is s ione r Joh n Call uation of Partne rs h ip beah an re q ue s ting th at a joint e val 
conducte d by AFGE and SSA m anage m e nt. Acting Com m is s ione r Callah an agre e d 
and conve ne d a m e e ting w ith SSA m anage m e nt and AFGE to discus s  a joint 
e valuation of progre s s  and im prove m e nts in organizationalpe rform ance re s u ting 
from SSA Partne rs h ip activitie s . 

ate d a ne w vis ion of l1  Exe cutive  O rde r 12871, s igne d by Pre s ide nt C inton on O ctobe r 1, 19 9 3, articul abor­
ations , call ve  e m plm anage m e nt rel e d “Partne rs h ip”th at re q uire d age ncie s  to invol oye e s  as fullpartne rs w ith 

m anage m e nt to ide ntify probl utions to be tte r fu fillth e age ncy’em s and craft sol s m is s ion and s e rve its 
custom e rs . 
2  GAO Re port, SocialSecurity: Union Activity at th e SocialSecurity Adm inistration (GAO/H EH S-9 7-3, 
O ctobe r 2, 19 9  6). 
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In Jul is h e d th e Partne rs h ip Evaly 19 9 7, SSA  e s tabl uation Te am (PET) to de s ign 
and conduct an e valuation of SSA Partne rs h ip. Th e te am  w as ch arge d w ith 
com piling th e first age ncyw ide inve ntory of Partne rs h ip initiative s  and ide ntifying: 
1)progre s s  and im prove m e nts in organizationalpe rform ance , 2)Partne rs h ip 
s ucce s s e s  for us e  as future  m ode ls , and 3)w h e re Partne rs h ip w as not w ork ing 
and m ak e re com m e ndations for im prove m e nt. SSA’ uation of Partne rs h ips Eval 
re port w as is s ue d in M arch 19 9 8. Be caus e  of SSA’s unde rtak ing of th is proje ct, 
w e inform e d th e Subcom m itte e  th at w e planne d to re vis e  our approach and re vie w 
SSA’ icate SSA’s Partne rs h ip inve ntory so th at w e did not dupl s  e fforts . 

A s  part of our ove rallanal s inve ntory, w e  s el eys is of SSA’ e cte d a random sam pl 
of 9 activitie s  from SSA’s inve ntory of 1,537 activitie s  for furth e r re vie w . W e 
inte rvie w e d individuals w h o participate d in th e s e  activitie s , w ith th e  e xce ption of 
union participants on tw o of th e activitie s  w h o did not coope rate w ith our 
e val e vant Partne rs h ip Councilm e e ting m inute suation. In addition, w e re vie w e d re l 
and studie s , re ports , l ations re law s , and re gul ate d to Partne rs h ip. W e inte rvie w e d 
Age ncy m anage m e  nt, PET’ e ade r, and oth e r Fe de ralofficials te am l s w h o w e re 

e dge abl so re vie w e dk now l e about union activity in th e Fe de rals e ctor. W e al 
avai able  Age ncy pe rform ance data th at h as  b e en ink e d to Partne rs h ip and 
e m ploye e  guidance on re porting tim e de vote d to Partne rs h ip. 

RESULTS O F REVIEW 

• DEFINITIO N O F “PARTNERSH IP”AND RELATED ACTIVITIES IS UNCLEAR 

• PARTNERSH IPACTIVITIES INVENTO RY IS QUESTIO NABLE 

• SSA’S SYSTEM S DO  NO T PRO VIDE SUFFICIENT DATA TO SUPPO RT 
PARTNERSH IPRESULTS O R ACCO M PLISH M ENTS 

SSA Ne e ds to D eve l is h m e nts orop a Form alSyste m  for Ide ntifying th e  Accom pl 
Cost Savings Re s u ting from Partne rs h ip Activitie s  

W e Could Not Conc ude Th at a Conne ction Existe d be tw e e n Partne rs h ip and 
th e Re duction in th e Num be r of Grie vance s  and Unfair Labor Practice Filings 

• REPO RTING O F TIM E DEVO TED TO PARTNERSH IPACTIVITIES H AS VARIED 

• EM PLOYEES MAY FIND NEW TIM E-REPO RTING GUIDANCE DIFFICULT TO 
FO LLO W  
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• NEW GUIDANCE RAISES M O RE QUESTIO NS ABO UT SSA’S PARTNERSH IP 
INVENTO RY 

CO NCLUSIO NS AND RECOMMENDATIO NS 

SSA’ uation of Partne rs h ip  w as th e  Age ncy’s Eval s first atte m pt at q uantifying th e 
im pact of Partne rs h ip on th e  Age ncy’s m is s ion and ope rations . H ow e ve r, som e of 
th e data th at SSA’ uation is pre dicate d on are  q ue s tionabls  eval e be caus e  th e 
Age ncy h ad not pre viousl is h e d sufficie nt accountabily e s tabl ity m e asure s  to track 
th e as sociate d costs and accom plis h m e nts re s u ting from Partne rs h ip activitie s . 

To im prove accountabil s abil uations ofity and SSA’ ity to pe rform future  e val 
Partne rs h ip, w e re com m e nd th at SSA: 

• de ve lop a uniform de finition of Partne rs h ip th at is cons iste nt w ith oth e r 
Partne rs h ip-re late d guidance , s uch as th e ne w tim e -re porting guidance , and 
e nsure th at th is  d efinition is com m unicate d Age ncyw ide ; 

• de ve lop a form alsyste m  for ide ntifying and m aintaining Partne rs h ip 
accom pl t from Partne rs h ip activitie s;is h m e nts and cost savings th at re s ul 

• de te rm ine w h e th e r e m pl ying w ith th e  Age ncy’oye e s  are com pl s tim e -re porting 
guidance and de te rm ine w h e th e r carification of th e guidance is ne ce s s ary;and 

op a consol• de ve l idate d guide of tim e -re porting po icie s  and proce dure s  for 
re porting tim e de vote d to Partne rs h ip and oth e r union-re late d activitie s . 

AGENCY CO M M  ENTS 

SSA be l s conclie ve d th at m any of O IG’ us ions and re com m e ndations w e re bas e d 
on a m is unde rstanding of th e nature of Partne rs h ip and pre m is e d on th e fals e  
notion th at Partne rs h ip activitie s  can be  s e parate d or distinguis h e d from norm al 
Age ncy bus ine s s . SSA disagre e d w ith O IG’ s inve ntory ofs pe rce ption th at SSA’ 

e , and al s conclPartne rs h ip activitie s  w as  q ue s tionabl so disagre e d w ith O IG’ us ion 
th at th e data did not support SSA’s conte ntion th at th e num be r of grie vance s  and 
unfair l so, SSA disagre e dabor practice s  (ULP)de cre as e d due to Partne rs h ip. Al 
w ith O IG’ op a form alsyste m  to ide ntify Partne rs h ips re com m  e ndation to de ve l 
re s u ts . SSA ge ne rall s re com m e ndations to c arify andy concurre d w ith O IG’ 
consolidate 
tim e -re porting guidance and de te rm ine com pliance . 

O IG RESPO NSE 
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O IG doe s  not agre e  w ith SSA’s conte ntion th at Partne rs h ip activitie s  cannot be 
s e parate d or distinguis h e d from Age ncy bus ine s s . In fact, SSA h as alre ady 
provide d guidance to do just th at. O IG disagre e s  w ith SSA’ ie f th at itss  bel 

e . W e found th at e m plinve ntory of Partne rs h ip activitie s  w as not q ue s tionabl oye e s  
h ad diffe re nt inte rpre tations of w h ich activitie s  constitute d Partne rs h ip, and th at 
th is re s u te d in incons iste nt re porting. O IG doe s  not agre e  w ith SSA’s conte ntion 
th at a de cre as e  in th e num be r of grie vance s  and ULPs  e s tablis h e d a patte rn to 
support th e pos ition th at th e de cre as e  w as due to Partne rs h ip. Th e data lack e d a 

ys is w h ich cou d support a causative rol y,com parative anal e to Partne rs h ip. Lastl 
O IG doe s  not agre e  w ith SSA’ e tos pos ition th at Partne rs h ip is not am e nabl 

itative anal ie ve th at SSA ne e ds to e s tablq ual ys is . W e be l is h guide ine s  for 
m e asuring th e re s u ts of Partne rs h ip. 
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INTRO D  UCTIO N


O BJECTIVE 

Th e obje ctive s  of th is  evaluation w e re to de te rm ine th e  e xte nt of Partne rs h ip 
activitie s  at SSA, h ow Partne rs h ip re s u ts are  m e asure d, and h ow tim e de vote d to 
Partne rs h ip is track e d. 

BACKGROUND 

Congre s s  re q ue s te d th at O IG conduct an in-de pth re vie w of union activity at SSA 
to follow -up on pre vious GAO w ork . To furth e r carify th e re q ue s t, w e  m e t w ith 
staff m e m be rs of th e Subcom m itte e . Th e Subcom m itte e  s taff e xpre s s e d an 
inte re s t in th e im pact of Partne rs h ip on Age ncy ope rations and th e re porting of 
tim e de vote d to Partne rs h ip activitie s . In addition, th e Subcom m itte e  re q ue s te d 
O IG to ve rify SSA’s as s e rtions th at Partne rs h ip h ad re duce d grie vance and unfair 
abor practice filings . 

Evolution of Partne rs h ip at SSA 

O n O ctobe r 1, 19 9 3, Pre s ide nt C inton is s ue d Exe cutive  O rde r 12871, w h ich 
ate d a ne w vis ion of l ations , callarticul abor-m anage m e nt re l e d “Partne rs h ip.” Th is 

ne w labor-m anage m e nt partne rs h ip w as to ch am pion ch ange in Fe de ralage ncie s  
and ach ie ve th e goal s (NPR)Gove rnm e nts of th e NationalPe rform ance Re vie w ’ 
re form obje ctive s . 

Partne rs h ip re q uire d th at age ncie s  invol oye e s  and th e ir unionve  e m pl 
re pre s e ntative s  as fullpartne rs w ith  m anage m e nt to ide ntify proble m s  and craft 

utions to be tte r fu fillth e age ncy’sol s m is s ion and s e rve its custom e rs . Age ncie s  
abor-m anage m e nt council oye e s  and m anage m e nt inw e re to form l s and train e m pl 

ution, such as a te rnative dispute re s olcons e nsualm e th ods of dispute re s ol ution 
te ch niq ue s  and inte re s t-bas e d bargaining approach e s . Th e Exe cutive  O rde r 
re q uire d th at age ncie s  evaluate progre s s  and im prove m e nts in organizational 
pe rform ance re s u ting from labor-m anage m e nt partne rs h ips . 

Th e Exe cutive  O rde r al is hs o cre ate d a NationalPartne rs h ip Council(NPC) to e s tabl 
abor-m anage m e  nt re la ne w form of l ations th rough out th e Exe cutive Branch and to 

prom ote th e principle s  and re com m e ndations adopte d as a re s u t of NPR. NPC is 
com pris e d of m anage m e nt and union re pre s e ntative s  from various age ncie s  and 
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abor organizations w h o advis e  th e Pre s ide nt on l ations in th el abor-m anage m e  nt re l 
s re s pons ibilExe cutive Branch . NPC’ itie s  inc ude : s upporting th e cre ation of 

labor-m anage m e nt partne rs h ips and prom oting partne rs h ip e fforts in th e Exe cutive 
Branch ;colle cting and dis s e m inating inform ation about, and providing guidance 
on, partne rs h ip e fforts;and us ing th e  e xpe rtis e  of individuals both  w  ith in and 
outs ide th e Gove rnm e nt to foste r partne rs h ip arrange m e nts . 

SSA’s NationalPartne rs h ip Council 

O n June 22, 19 9 4, SSA  e nte re d into a NationalPartne rs h ip Agre e m e nt w ith AFGE 
and e s tabl y be tw e e nis h e d its ow n 16-m e m be r NPC. M e m be rs h ip is divide d e q uall 
SSA and AFGE. Th e NPC’ e m e nt, and m aintain w ith ins purpos e  is to de s ign, im pl 
SSA a coope rative , constructive w ork ing re l abor andations h ip be tw e e n l 

e m s  and craft solm anage m e nt and to ide ntify probl utions . Itis inte nde d to 
im prove SSA’ ive ry, h e l s ls  s e rvice de l p SSA’ e ade rs h ip m ak e be tte r de cis ions , de al 

ow e r-lw ith age ncyw ide is s ue s , and ge ne rate guidance for l e ve lPartne rs h ip 
Councils . 

SSA Partne rs h ip Councils 

Partne rs h ip Council so be e n form e d w ith in SSA at th e  D e putys h ave al 
Com m is s ione r l and, and at th ee ve lat th e ce ntraloffice in Ba tim ore , M aryl 

e ve l s inc ude th eRe gionalCom m is s ione r l s . Th e  D e puty Com m is s ione r Council

O ffice s  of th e Ge ne ralCouns el;H um an Re s ource s;O pe rations;Finance ,

As s e s s m e nt and M anage m e nt;Program s and Po icy,3 and Syste m s . Form al

Partne rs h ip Council s 10 re gions .
s  e xist in 7 of SSA’ 

Evaluation of Partne rs h ip at SSA 

O IG announce d its pl uate union activitie s , inclans to e val uding Partne rs h ip, on 
Fe bruary 10, 19 9 7, and w as m e t w ith strong re s is tance from AFGE. AFGE 

ie ve d th at our e val ill sbe l uation w as “ -advis e d”and not w ith in th e  s cope of th e IG’ 
m andate . 

W h e n w e be gan our e val e arne d th at SSA h ad ne ith e r conducte d itsuation, w e l 
ow n e val ope d its ow n inve ntory of Partne rs h ipuation of Partne rs h ip nor de ve l 
activitie s . O n April15, 19 9 7, Joh n N. Sturdivant, NationalPre s ide nt of AFGE, 
re com m e nde d th at form e r Acting Com m is s ione r Joh n J. Callah an re q ue s t th at NPC 
jointl uate th e progre s s  and im prove m e nts in organizationalpe rform ancey e val 
re s u ting from SSA Partne rs h ip activitie s . Com m is s ione r Callah an concurre d w ith 
M r. Sturdivants re com m e ndation and re q ue s te d a m e e ting to discus s  a joint’ 

3 Th e  O ffice of Program s and Po icy h as be e n re nam e d th e  O ffice of D isability and Incom e Se curity 
Program s . 
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e valuation of Partne rs h ip. O n June  26, 19 9 7, a spe cialm e e ting of NPC w as h e d, 
and m e m be rs com m is s ione d a joint e val suation of Partne rs h ip to ch art SSA’ 
progre s s  and s e t th e  s tage for th e future . 

First Agencywide Inventory of Partnership 

In Jul is h e d PET to de s ign and conduct an e valy 19 9  7, NPC e s tabl uation of SSA 
Partne rs h ip. Th e te am  w as ch arge d w ith com piling th e first age ncyw ide inve ntory 
of Partne rs h ip initiative s  and so iciting input from various  source s , s uch as 
Partne rs h ip Councils , w ork te am s , m anage rs , union re pre s e ntative s , and oth e rs 
w h o us e d Partne rs h ip principle s . Th e te am  w as to ide ntify 1)progre s s  and 
im prove m e nts in organizationalpe rform ance , 2)Partne rs h ip s ucce s s e s  for us e  as 
future  m  ode ls , and 3)w h e re Partne rs h ip w as not w ork ing and m ak e 
re com m e ndations for im prove m e nt. Be caus e  of SSA’s unde rtak ing of th is proje ct, 
w e inform e d th e Subcom m itte e  th at w e planne d to re vis e  our approach and re vie w 
SSA’ icate its  e fforts .s Partne rs h ip inve ntory so th at w e did not dupl 

For its  eval ope d a standardize d form to so icituation of Partne rs h ip, PET de ve l 
inform ation on Partne rs h ip activitie s  conducte d s ince th e is s uance of Exe cutive 
O rde r 12871 in 19 9 3. Allm ajor ce ntraloffice com pone nts and re gionalm anage rs 

oye e s  w e re re q ue s te d to suppl e ,and e m pl y activity data, such as proje ct titl 
de s cription, starting/e nding date s , and contact nam e s . Th e form also re q uire d th at 
e ach activity be cate gorize d in one or m ore of th e follow ing: custom e r s e rvice , 
abor-m anage m e nt re l ity of w ork lations , ope rationale fficie ncy, q ual ife , cost 
savings , e m pow e re d e m ploye e s , and re inve ntion/re e ngine e ring. An inve ntory w as 
constructe d from th is input, and it s e rve d as th e  s tarting point for PET’s 
e valuation. 

PET al oye e s , inclso conducte d surve ys and inte rvie w e d e m pl uding SSA Partne rs h ip 
Councilm e m be rs . Th e s e  data, couple d w ith th e Partne rs h ip inve ntory, w e re us e d 
to e val uation ofuate th e progre s s  of Partne rs h ip. Th e finalre port, Eval 
Partne rs h ip, w as is s ue d in M arch 19 9 8. 

Re ce nt Tim e -Re porting Guide ine s  

In l s NPC discus s e d h ow SSA s h oulate 19 9 7, SSA’ d de fine Partne rs h ip activitie s  
and de ve lope d various instrum e nts to be us e d to re port tim e de vote d to 

oye e s  and union re pre s e ntative s . NPC alPartne rs h ip for e m pl so w ork e d to c arify a 
ving e m plproce s s  for invol oye e s  in w ork group activitie s . O n D e ce m be r 16, 19 9 7, 

th e  Age ncy is s ue d guidance on re porting tim e de vote d to Partne rs h ip for 
oye e  vol itators . Subs e q ue ntlm anage rs , e m pl unte e rs , and facil y, on January 23, 

19 9 8, SSA is s ue d additionalinstructions on tim e -re porting re q uire m e nts for union 
de s igne e s . 
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Other Studies 

GAO Re port. In O ctobe r 19 9 6, GAO  is s ue d th e re port, SocialSe curity: Union 
Activity at th e SocialSe curity Adm inistration (GAO/H EH S 9 7-3). Congre s s  as k e d 
GAO to l ve m e nt in th e Gove rnm e nt;th e  s tatutoryook at th e h is tory of union invol 
bas is for th e Gove rnm e nt to pay e m ploye e  s a arie s  and e xpe ns e s  for union 
activitie s;th e am ount of tim e  s pe nt on, and costs as sociate d w ith , union activitie s  
at SSA;and h ow SSA accounts for th is tim e and m one y. Re garding Partne rs h ip, 
GAO re porte d th at SSA w as just be ginning Partne rs h ip activitie s , and th at th e s e  

y re porte d as  s uch in SSA’im ite d activitie s  w e re not routine l s union tim e -re porting 
sy ste m . GAO  indicate d th at som e of th e tim e  s pe nt on Partne rs h ip activitie s  w as 
be ing re porte d in oth e r activity cate gorie s , and, as Partne rs h ip activitie s  incre as e d, 
th e tim e de vote d to th e m  w ould incre as e . H ow e ve r, GAO  pointe d out th is 

d onl s tim e -re porting sy ste m s  ade q uate lincre as e  w oul y be com e  e vide nt if SSA’ y 
de s ignate th is tim e . 

O IG Re vie w s . In addition to our re vie w of Partne rs h ip activitie s , O IG is conducting 
re vie w s of officialtim e and e m ploye e  obs e rvations on th e us e  of officialtim e . Th e 
follow ing re ports w illbe is s ue d conce rning th e s e  re vie w s : 

• Us e  of O fficialTim e for Union Activitie s  at th e SocialSe curity Adm inistration 
(A-13-9 7-72013); 

• Council220 Union Re pre s e ntative and M anage r O bservations on th e Us e  and 
M anage m e nt of O fficialTim e at SSA  (A-02-9 7-72002);and 

• Non-Council220 Union Re pre s e ntative and M anage r O bservations on th e Us e  
and M anage m e nt of O fficialTim e at SSA (A-02-9 8-02002). 

SCO PE AND  METH O DOLO GY 

To de te rm ine th e  e xte nt of Partne rs h ip activitie s  at SSA, h ow Partne rs h ip re s u ts 
are  m e asure d, and h ow tim e de vote d to Partne rs h ip is track e d, w e : 

• conducte d a l e vant te s tim ony and re ports , inclite rature re vie w of re l uding 
SSA’ uation of Partne rs h ip re port, SSA/AFGE NationalPartne rs h ips Eval 
Agre e m e nt, NationalAgre e m e nt be tw e e n AFGE and SSA, Exe cutive  O rde rs 

ate d to Partne rs h ip, and oth e r re l aw s and re gulre l e vant l ations; 

ications and guide s  on l• re vie w e d AFGE publ abor-m anage m e nt partne rs h ips; 

• inte rvie w e d PET’ e ade r to obtain inform ation on th e  s tudy de s ign ands te am l 
data us e d to de ve l uation of Partne rs h ip;op th e draft re port, Eval 
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• anal s Partne rs h ip inve ntoryyze d and cate gorize d Partne rs h ip activitie s  in SSA’ 
and contacte d individuals for carification of ce rtain activitie s  (s e e  Appe ndix A 
for our cate gorization of th e activitie s ); 

• s el e of 9 Partne rs h ip activitie s  from SSA’e cte d a random sam pl s Partne rs h ip 
inve ntory of 1,537 activitie s  be caus e  it w as th e onl e ;y data avai abl 

e ph one inte rvie w s w ith e m pl• conducte d te l oye e s  w h  o participate d in our 
sam ple d activitie s  (s e e  Appe ndix B for a de s cription of th e s e  activitie s ); 

• re vie w e d avai abl s NPC;e  m e e ting m inute s  from SSA’ 

• re vie w e d avai able ch arte rs , agre e m e nts , and/or m e e ting m inute s  from th e 
Partne rs h ip Council e d Partne rs h ips th at w e re re pre s e nte d in our nine  s am pl 
activitie s : Ne w York , Ch icago, Atlanta, D e puty Com m is s ione r for Syste m s , and 
th e  O ffice of H e arings and Appe als; 

• re vie w e d th e  O ffice of Labor-M anage m e nt and Em pl ations (O LM ER)oye e  Re l 
data and statistics on unfair l oye e  grie vance s  filabor practice s  and e m pl e d 
be fore and afte r th e im ple m e ntation of Partne rs h ip; 

• inte rvie w e d staff from th e Fe de ralLabor Re lations  Auth ority (FLRA) to obtain 
inform ation on th e im pact of Partne rs h ip on unfair labor practice s  and 
grie vance s; 

• inte rvie w e d SSA m anage rs from  O  LM ER re garding data on unfair labor 
practice s  and grie vance s;and 

• re vie w e d SSA guidance for re porting officialtim e and “Partne rs h ip tim e ”by 
de ve l ow ch art of th e de cis ion proce s s  for re porting tim e de vote d tooping a fl 
Partne rs h ip activitie s . 

O ur scope w as lim ite d be caus e  four union participants ch os e  not to coope rate in 
tw o of th e  s am ple d activitie s  (s e e  Appe ndix B). 

O ur e valuation w as pe rform e d from Fe bruary 19 9 7 th rough Fe bruary 19 9 8 at SSA 
H e adq uarte rs in Ba tim ore , M aryl uation w as conducte d inand. Th e  e val 

ity Standards for Inspe ctions  is s ue d by th e Pre s ide ntsaccordance w ith th e Qual ’ 
Councilon Inte grity and Efficie ncy. 
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RESULTS O F REVIEW


W e originall uate Partne rs h ip and m e asure its  e ffe cts on SSA’y inte nde d to e val s 
s . W e pl e ct s eve ralPartne rs h ip activitie s  andope rations and goal anne d to s el 

uate th e re s u ts and accom ple val is h m e nts of e ach activity. H ow e ve r, w h e n w e 
initiate d our e val e arne d th at SSA did not h ave an inve ntory ofuation, w e l 
Partne rs h ip activitie s  and h ad not pe rform e d an e valuation of Partne rs h ip. 
Th e re fore , w e h ad no unive rs e  of activitie s  from  w h ich to bas e  our re vie w . 

Subs e q ue ntl uation of Partne rs h ip and, as part of th aty, SSA initiate d an e val 
e ffort, accum ul op its first inve ntory ofate d data from acros s  th e  Age ncy to de ve l 
Partne rs h ip activitie s . W e re vie w e d th e  m e th ods us e d to accum ulate th e inve ntory 
and found th at th e inve ntory w as pote ntiall iably unre l e . Th e  m e th ods us e d cou d 
not e nsure th at allPartne rs h ip activitie s  w e re ide ntifie d, allactivitie s  w e re 
Partne rs h ip activitie s , or data in th e inve ntory w e re accurate . Eve n SSA’s 
Evaluation of Partne rs h ip re port indicate d th at th e re w as variation in th e data 
re ce ive d. 

so, w e w e re unabl uate th e im pl s re ce ntlAl e to e val e m e ntation of SSA’ y is s ue d 
tim e -re porting re q uire m e nts for Partne rs h ip activitie s  s ince th e guidance h ad just 
be e n re le as e d during our fie d w ork . H ow e ve r, w e did re vie w th e guidance and 
de ve l ow ch art to as s e s s  th e de cis ionm ak ing proce s s  on h ow tim e de vote dope d a fl 
to Partne rs h ip is as s igne d and re porte d. 

W e found s eve ralare as of conce rn during our Partne rs h ip e val ,uation. In ge ne ral 
our conce rns invol e m s  w ith th e de finition of Partne rs h ip and re lve probl ate d 
activitie s , s ufficie ncy of data to support Partne rs h ip re s u ts , and th e us e fulne s s  of 
re ce ntly is s ue d guidance about tim e de vote d to Partne rs h ip activitie s . 

DEFINITIO N O F “PARTNERSH IP”AND RELATED ACTIVITIES IS 
UNCLEAR 

Partne rs h ip. Since th e ince ption of Partne rs h ip, th e re h ave be e n re curring 
discus s ions am ong th e  m e m be rs of SSA’ s ove r th e de finitions Partne rs h ip Council 

e m e ntation of Partne rs h ip th rough out SSA. In our re vie w of th e counciland im pl s’ 
m inute s , w e found discus s ions of union and m anage m e nt addre s s ing th e 

abor-m anage m e  nt re ldiffe re nce s  be tw e e n traditionall ations h ip and true 
s discussing issues re garding th e rolPartne rs h ip. W e also found th e council e s  of 

union and 
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m anage m e nt, w h at Partne rs h ip inc ude s , and h ow Partne rs h ip s h ou d w ork . 
H ow e ve r, w e did not find any cl osure re s u ting from th e s ee ar de finition or cl 
discus s ions . 

SSA’ uation of Partne rs h ip al ie ve ds Eval so re porte d th at Partne rs h ip participants bel 
th at th e re w as a lack of a uniform SSA-w ide de finition of Partne rs h ip. Participants 
w e re unce rtain of union and m anage m e nts rol itie s  of e ach in’ e s  and th e re s pons ibil 
Partne rs h ip. Th e re port furth e r state s  th at th e re is  s tillconfus ion about th e 
proce s s  and proce duralte ch nical ations h ip of Partne rs h ip to th eitie s , e .g., th e re l 
coll ution proce dure s .e ctive bargaining proce s s  and a te rnative dispute re s ol 

ate d Activitie s . W h e n w e trie d to de te rm ine w h e th e r e m plRe l oye e s  unde rstood 
w h at constitute d a Partne rs h ip activity, w e found e vide nce of s eve raldiffe re nt 
de finitions . For e xam pl oye e  w e inte rvie w e d be le , an e m pl ie ve d th at a Partne rs h ip 
activity e xists w h e n m anage m e nt invol y in th e de cis ionm ak ingve s  th e union e arl 
proce s s . Anoth e r e m pl ie ve d th at it w as an activity w h e re non-bargainingoye e  be l 
and bargaining unit e m ploye e s  w ork e d toge th e r. 

During our inte rvie w s w ith e m pl e d activitie s , w e found th atoye e s  in our sam pl 
ive re d in a varie ty of w ays. Som e  e m plguidance on Partne rs h ip w as  del oye e s  

m e ntione d th e y e ith e r re ce ive d m e m orandum s on Partne rs h ip, atte nde d 
Partne rs h ip-re late d m e e tings , re ce ive d inte re s t-bas e d bargaining training or 
re ce ive d guidance during th e ir involve m e nt in w ork groups . H ow e ve r, oth e r 
e m ploye e s  indicate d th at th e y h ad ne ve r re ce ive d or did not re m e m be r re ce iving 
any guidance ;th at th e y re ce ive d Partne rs h ip-re late d training, but it w as vague ;or 
th at only th e ir m anage r h ad re ce ive d Partne rs h ip training. 

PARTNERSH IPACTIVITIES INVENTO RY IS QUESTIO NABLE 

Th e inte nt of Partne rs h ip w as to invol oye e s  and th e ir union re pre s e ntative sve  e m pl 
as fullpartne rs w ith  m  anage m e  nt. Toge th e r, th e y w ou d ide ntify proble m s  and 
craft sol s m is s ion and s e rve its custom e rs .utions to be tte r fu fillth e  Age ncy’ 
W h e n w e re vie w e d th e inve ntory of Partne rs h ip activitie s , w e found it difficult to 
de te rm ine w h ich activitie s  m e t th is inte nt. Since w e found no cle ar de finition of 
Partne rs h ip, it w as not une xpe cte d to find th at SSA’s inve ntory inc ude d a broad 
range of m isce ll e 1 (s e e  Appe ndix A for ourane ous activitie s  as  s h ow n in Tabl 

s inve ntory). W e  q ue s tion th e us e fulcate gorization of th e activitie s  in SSA’ ne s s  of

th e dive rs e  grouping of activitie s  in as s e s s ing progre s s  and m e asuring

im prove m e nts re s u ting from Partne rs h ip.


7




l
l

l

l

Tabl e s  of th e  D ive rs ity of Re porte d Partne rs h ip Activitie se 1: Exam pl 

A ctivity Title Activity  De s  cription 
D e  bt M ode rnization 
Proje ct 

M ode rnize and e nh ance de bt m anage m e  nt 
proce s s e s  to conform to th e Title IIre de s  ign. 

M odular Furniture 
Ins tallation 

Continuing dialogue on furniture de s  ign, ins tallation, 
s e  ating as s  ignm e nt, and ove rallim pact on 
e m  ploye e s  . 

O rganizationalPlanning 
Te am 

Te am ch arte re d to de ve lop options and 
re com m  e ndations for a ne w organizationals tructure 
bas e  d on a te am -bas e  d policy de ve lopm e nt 
e nvironm e nt. 

Inte re s  t-Bas e  d Bargaining 
(IBB)Training 

Th e Re gionalPartne rs h ip Councilagre e  d to prom ote 
IBB as th e pre fe rre d m anne r of bargaining. Joint 
training w as conducte d for at le as t one 
m anage m e  nt and one union officialin e ach office in 
th e re gion. A totalof 280 pe rs ons w e re traine d. 

Aw ards Pane l M anage m e  nt/A FGE w ork e d toge th e r to im ple m e  nt 
nationally and re gionally ne gotiate d aw ards 
proce dure s  . 

O ve rtim e Th e Partne rs h ip Com m  itte e  m e t to de te rm ine th e 
am ount of ove rtim e th at s h ould be re q  ue s  te d for th e 
re m  ainde r of Fis calYe ar (FY)19 9  5. 

Ce ntralO ffice and O th e r 
Vis itors 

Vis itors  s  uch as  A  cting Com m  is s  ione r Callah an, e tc. 
are routine ly introduce d to localre pre s e  ntative s  
during vis its . 

Se curity –Ph ys ical Purch as e  of s e  curity m irror. 

A pote ntialre ason for th is dive rs ity can be found in w h at e m ploye e s  w e re to d to 
inc ude as a Partne rs h ip activity. In our discus s ion w ith SSA m anage m e nt, th e y 

oye e s  w e re instructe d to inc ude , alindicate d th at e m pl ong w ith “Partne rs h ip 
e s , in particulactivitie s ,”any activitie s  th at us e d Partne rs h ip principl ar, inte re s t-

e m -solbas e d bargaining. In our vie w , inte re s t-bas e d bargaining is a probl ving 
proce s s  or te ch niq ue th at is us e d in m ak ing group de cis ions and doe s  not q ualify 
as an activity in and of its e f. As such , activitie s  th at m ade us e  of inte re s t-bas e d 
bargaining s h oul y be cl ,d not ne ce s s aril as s ifie d as a Partne rs h ip activity. O ve rall 
w ith out a cl y cle ar de finition of Partne rs h ip, SSA cannot prope rl as s ify its activitie s  
or q uantify im prove m e  nts in organizationalpe rform ance . 
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SSA’S SYSTEM S DO  NO T PRO VIDE SUFFICIENT DATA TO SUPPO RT 
PARTNERSH IPRESULTS O R ACCO M PLISH M ENTS 

SSA Ne e ds to D eve l is h m e nts orop a Form alSyste m  for Ide ntifying th e  Accom pl 
Cost Savings Re s u ting from Partne rs h ip Activitie s  

To com pl uation toy w ith Exe cutive  O  rde r 12871, SSA conducte d an e val 
de te rm ine progre s s  and im prove m e nts in organizationalpe rform ance re s u ting from 
abor-m anage m e nt partne rs h ips . SSA used th e Partne rs h ip inve ntory, coupll e d 
w ith inte rvie w s of Partne rs h ip Councilm e m be rs and surve ys of e m ploye e s  
invol uate th e progre s s  of Partne rs h ip. In th isve d in Partne rs h ip activitie s , to e val 
e val is h m e nts for s eve ralPartne rs h ip activitie s .uation, SSA re porte d accom pl 

H ow e ve r, during our e valuation, w e found no e vide nce of a form alsyste m  th at 
w as m aintaine d to re port on th e accom plis h m e nts or im prove m e nts in 
organizationalpe rform ance re s u ting from th e labor-m anage m e nt partne rs h ips . For 
e xam pl s inve ntory of Partne rs h ip activitie s  did not containe , w e found th at SSA’ 
inform ation on cost savings or be ne fits re s u ting from th e activitie s . During our 
contacts w ith e m pl e d Partne rs h ip activitie s ,oye e s  w h o participate d in our sam pl 
w e as k e d about th e outcom e s  of th e activitie s  and w h e th e r m one tary savings or 
oth e r be ne fits re s u ting from th e activity w e re com pile d. W e found th at 
participants w e re not re q uire d, nor as k e d, to docum e nt e ith e r th e 
accom plis h m e nts or organizationalim prove m e nts th at re s u te d from th e partne ring 
activity. 

W e Could Not Conc ude Th at a Conne ction Existe d be tw e e n Partne rs h ip and th e 
Re duction in th e Num be r of Grie vance s  and Unfair Labor Practice Filings 

O n June 27, 19 9 6, SSA subm itte d a pre pare d state m e nt to th e Subcom m itte e 4 

pe d re duce th e h igh costs as sociate d w ith lnoting th at Partne rs h ip h ad h e l itigation 
of grie vance s . 5  Spe cificall ow ing:y, th e pre pare d state m e nt note d th e foll 

“. . . w e h ave  s e e n a re duction in l y unfair litigation, spe cificall abor practice 
ch arge s , from 467 ch arge s  in FY 19 9 0 to 209 ch arge s  in FY 19 9 5. Th e 
Ge ne ralAccounting O ffice pre viously e s tim ate d th e cost to th e fe de ral 
Gove rnm e nt to full abor practice as in e xce s s  ofy proce s s  one unfair l 

4 State m e nt on Us e  of th e Trust Funds for Union Activitie s , Com m is s ione r of SocialSecurity Be fore th e 
Com m itte e  on W ays and M e ans Subcom m itte e  on SocialSecurity, Unite d State s  H ous e  of Re pre s e ntative s  , 
June 27, 19 9  6. 
5 Grievance s  are com pl e d by e ith e r an e m pl abor organization conce rning m atte rs relaints fil oye e  or l ating to 

oym e nt of any e m pl ication of coll ations orth e  e m pl oye e , th e appl e ctive bargaining agre e m e nts , or viol 
ications of any l e s , or re gul oym e nt.m isappl aw s , rul ations affe cting conditions of e m pl 
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$28,000, so th at th e re duction re pre s e nts a pote ntialsavings of ove r 
$7  m illion pe r ye ar.” 

W e re vie w e d SSA’ abor practice 6 (ULP)data to de te rm ines grie vance and unfair l 
w h e th e r s upport e xiste d for th e  s tate m e nts m ade by SSA. Bas e d on our re vie w of 
grie vance and ULP data, w e de te rm ine d th at th e data SSA m aintaine d w e re 
insufficie nt to draw such a conne ction. Th e data w e re incom pl arle te , particul y 
be fore 19 9 5, and did not provide  s ufficie nt de tailto de te rm ine w h e th e r Partne rs h ip 
h ad re duce d th e num be r of grie vance s  or ULPs . W e al d not confirmso coul 
w h e th e r th e num be r of ULP filings re porte d by SSA w e re accurate and re pre s e  nte d 
th e totalULP filings for th e  Age ncy. 

W e discus s e d th e l us ive  e vide nce w ith SSA m anage m e nt and inform e dack of concl 
th e m  th at w e l y, SSA h ad not e s table arne d th at, untilre ce ntl is h e d form alsyste m s  
for accum ulating grie vance and ULP data. M anage m e nt agre e d th at th e data 
ne ce s s ary “to prove th e ink ”be tw e e n Partne rs h ip and th e re duction in grie vance s  
in ULPs did not e xist be fore 19 9 6. Th e  Age ncy bas e d its conclus ion on th e 
num e ricalre duction in grie vance s  and ULPs rath e r th an a de taile d com parative 
analys is of grie vance s  and ULPs past and pre s e nt. H ow e ve r, m anage m e nt 
intuitive l ie ve d th at Partne rs h ip h as h ad a pos itive im pact on th e  Age ncy andy be l 
h as m ade de aling w ith is s ue s  e as ie r. 

SSA m anage m e nt as k e d O IG to cons ide r th e findings inc ude d in a re ce nt re port, 
Brie f Te ch nicalRe port on th e NationalPartne rs h ip Council’s 19 9  7 Fe de ralSe ctor 

ations Cl ie ve d th at th is  s tudy, alLabor Re l im ate Survey .7  M anage m e nt be l ong w ith 
pre vious re ports is s ue d by th e Gove rnm e ntw ide NPC, h as  s h ow n th e be ne fits of 
Partne rs h ip. In re vie w ing th is  s urve y, w e found no e vide nce of an analytical 
re vie w of grie vance or ULP data or oth e r re late d inform ation th at cou d 
de m onstrate th at Partne rs h ip h as caus e d th e re duction in th e num be r of filings of 
grie vance s  or ULPs . Rath e r, NPC’s 19 9 7 surve y provide d a broade r as s e s s m e nt of 
th e l ations clabor re l im ate in th e Fe de rals e ctor and th e pe rce ive d im pact of 
Partne rs h ip on various m e asure s  of organizationalpe rform ance . Th is  s tudy 

abor-m anage m e  nt re lfocus e d m ore on th e dynam ics of l ations and th e “pe rce ive d 
im pact”on organizationalpe rform ance th rough th e us e  of surve y q ue s tionnaire s . 

W e additionall s 19 9 6 surve y8 and found it aly re vie w e d NPC’ so re porte d th e 
re duction of ULPs . Itch aracte rize d th e de cre as e  in th e num be r of ULPs be ing file d 

6  Unfair l e d against age ncie s  ove r th e applabor practice s  are ch arge s  fil ication of th e provis ions of 5 U.S.C. 
Se ctions 7101 th rough 7135. 
7 M arick F. M aste rs and Robe rt R. A brigh t, Brie f Te ch nicalReport on th e NationalPartne rs h ip Council’s 
19 9 7 Fe de ralSector Labor Rel im ate Survey , D ece m be r 10, 19 9 7. Th is re port analations Cl yze s  s urvey data 
collecte d during th e 19 9 7 survey conducte d by th e Gove rnm e ntw ide NPC for us e  in its 19 9 7 re port to th e 
Pre s ide nt. As of th e  e nd of our fie d w ork , NPC’s 19 9 7 re port h ad not be e n is s ue d. 
8 A Report to th e Pre s ide nt on Progre s s  in Labor-M anage m e nt Partne rs h ips , NPC, O ctobe r 19 9  6. 
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w ith th e FLRA ove r th e last fe w ye ars as an “indicator”of th e pos itive  e ffe ct of 
Partne rs h ip. A th ough th e re h as  b e en a continuous re duction Gove rnm e ntw ide in 
th e num be r of fil d notings in th e past 5 ye ars , th e FLRA officialw e contacte d coul 
confirm  w h e th e r th e re duction w as due to th e im ple m e ntation of Partne rs h ip or 
from oth e r factors . Th e FLRA officialalso state d th at h e w as not aw are of any 
age ncy th at h ad data to support th e conclus ion th at Partne rs h ip h ad re duce d 
ULPs . 

REPO RTING O F TIM E DEVO TED TO PARTNERSH IPACTIVITIES H AS 
VARIED 

W h e n w e be gan our e valuation of Partne rs h ip activitie s  at SSA, th e  Age ncy h ad 
not is s ue d form alinstructions to e m ploye e s  on h ow to re port tim e de vote d to 
Partne rs h ip activitie s . Th e re fore , in th e abs e nce of form alinstructions , w e as k e d 
e m pl e d Partne rs h ipoye e s  h ow th e y h ad re porte d tim e de vote d to our sam pl 
activitie s . Give n th is  s ituation, th e re porting of tim e de vote d to th e s e  activitie s  
varie d. Se ve rale m  ploye e s  w h o re pre s e nte d th e union in th e s e  activitie s  indicate d 
th at th e y ch arge d and re porte d th e ir tim e unde r th e cate gory of officialtim e , w h ile 
oth e rs did not. Furth e r, w e found only one activity w h  e re  m  anage m e  nt 
re pre s e ntative s  track e d th e tim e th e y de vote d to th e Partne rs h ip activity. 

GAO al yso found during its audit of union activitie s  th at SSA w as not routine l 
re porting tim e de vote d to Partne rs h ip activitie s , and th at it w as pos s ible th at som e 
tim e  s pe nt on Partne rs h ip activitie s  w as  be ing re porte d in oth e r officialtim e 
cate gorie s . In re s pons e  to a congre s s ionalinq uiry9  on th e us e  of trust fund m one y 
for union activitie s  at SSA, form e r Com m is s ione r Sh irl e dge de y S. Ch ate r ack now l 
th e incons iste nt re porting of tim e de vote d to Partne rs h ip. Sh e also inform e d 
Congre s s  th at age ncyw ide instructions w ould be is s ue d for track ing tim e  s pe nt on 
Partne rs h ip activitie s  as w e llas tim e  s pe nt by m anage m e nt in carrying out its 
abor-m anage m e nt re s pons ibil so indicate d th at th e s e  e ffortsl itie s . H e r re s pons e  al

w ou d l y s h ow a s ignificant incre as e  in tim e re porte d for union activitie s .
ik e l 

EM PLOYEES MAY FIND NEW TIM E-REPO RTING GUIDANCE 
DIFFICULT TO FO LLO W  

D e s pite th e l s NPC h e dack of an age ncyw ide de finition of Partne rs h ip, SSA’ 
discus s ions in l oye e s  are to re port tim e de vote d toate 19 9 7 re garding h ow e m pl 
Partne rs h ip. A s  a re s u t of th e s e  dis cus s ions , ne w tim e -re porting guidance w as 
de ve l oye e s  s pe nd onope d th at distinguis h e s  th re e  cate gorie s  of tim e th at e m pl 

9  O n Fe bruary 27, 19 9 7, Com m is s ione r Ch ate r re s ponde d to a Novem be r 22, 19 9 6 w ritte n inq uiry from th e 
H onorable Jim Bunning, Ch airm an, Subcom m itte e  on SocialSe curity, Com m itte e  on W ays and M e ans , Unite d 
State s  H ous e  of Re pre s e ntative s . 
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Partne rs h ip-re late d activitie s : Partne rs h ip tim e , officialtim e ,10 and Age ncy tim e . 

10  O fficialtim e is tim e during w h ich an e m pl d oth e rw is e  be pe rform ing Age ncy as s igne d w ork , butoye e  w oul 
th e  e m pl aw , re guloye e  is auth orize d by l ation, or ne gotiate d agre e m e nt to spe nd tim e re pre s e nting a union 
and/or bargaining unit e m ploye e s . 
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Th e guidance distinguis h e s  “Partne rs h ip activitie s”from Age ncy w ork group 
activitie s  and de fine s  th e type s  of rol oye e s  pe rform  w h e n participating ine s  e m pl 
“Partne rs h ip activitie s .” 

s guidance , it is difficul e s  e m plH ow e ve r, in SSA’ t to de te rm ine in w h ich rol oye e s  
are  s e rving in th e ne w ly de fine d “Partne rs h ip activitie s .” Th e guidance doe s  not 
cl y de fine h ow w ork groups fit unde r th e um bre lle arl a of Partne rs h ip. W e 
de ve l ow ch art ill e xity of th e ne w po icy (s e eope d a fl ustrating th e com pl 
Appe ndix C). 

For th e purpos e s  of re porting “Partne rs h ip tim e ,”SSA h as  define d Partne rs h ip 
activitie s  to inc ude 1) training on Partne rs h ip, 2) trave lto and from Partne rs h ip 
m e e tings or training, 3) Partne rs h ip Councilm e e tings ,11 and 4) facilitation of 
Partne rs h ip Councilm e e tings or training. 

y, to re port “Partne rs h ip tim e ,”th e  Age ncy h as  deve lAdditionall ope d th re e  
s e parate re porting form s . For e m ploye e s  to re port tim e on th e appropriate form , 
e m ploye e s  m ust de te rm ine w h e th e r th e y are  s e rving as a union de s igne e , 

oye e  vol itator, or m anage r. SSA h as  define d th e s e  role m pl unte e r, facil e s  as 
follow s . 

• Union de s igne e s  are union re pre s e ntative s  or e m ploye e s  appointe d by th e 
union, w h o are  m e m be rs of a Partne rs h ip Councile s tablis h e d by SSA and 
AFGE. 

• Em pl unte e rs  are bargaining or nonbargaining unit e m ploye e  Vol oye e s  w h o h ave 
be e n as k e d to participate in Partne rs h ip activitie s  by e ith e r th e union or 
m anage m e nt to as s is t th e Partne rs h ip Councilin its  de ibe rations or activitie s . 

• Facil p m e m be rs of a Partne rs h ip Councilitators  s e rve as ne utralpartie s  to h e l 
w ork toge th e r to re ach an unde rstanding of th e is s ue s  and de ve l utionsop sol 
th at m e e t th e ir inte re s ts . 

• M anage rs  are  e m pl e ade r, m anage m e nt de s igne e , or asoye e s  s e rving as a te am l 
a m anage r or supe rvisor. 

11  Th e s e  activitie s  inc ude pre paration, follow -up tim e and subcom m itte e  m e e tings , but not participation on 
w ork groups and/or tas k force s . 
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e th e  e  m pl s rol e ar w h  e n participating in an activity as aW h il oye e ’ e  m ay be cl 
facil t for e m plitator or a m anage r, it m ay be difficul oye e s  to distinguis h  w h e th e r 
th e y are an e m pl unte e r or a union de s igne e .oye e  vol 

oye e s  w illre port “officialtim e ”onlEm pl y in ce rtain circum stance s  w h e n 
participating in w ork groups . SSA h as  define d w ork groups as groups  e s tablis h e d 
by th e  Age ncy for w h ich  m anage m e nt re q ue s ts th e union to re com m e nd 

oye e s  to s e rve . Itis not clbargaining unit e m pl e ar in th e guidance h ow to 
de te rm ine w h e th e r a w ork group is or is not cons ide re d a Partne rs h ip-re late d 
activity. 
Th e circum stance s  in w h ich “officialtim e ”w illbe ch arge d are de te rm ine d by th e 
capacity in w h ich an e m ploye e  s e rve s  on th e w ork group. SSA h as  dete rm ine d 
th at “officialtim e ”w illbe ch arge d w h e n e m ploye e s  participating on w ork groups 
are re pre s e nting th e union. If th e  e m ploye e  is not re pre s e nting th e union, th e 
e m ploye e  w illbe cons ide re d to be pe rform ing an Age ncy “as s ignm e nt of w ork ” 
and, as  s uch , w illh ave no form alre porting re q uire m e nts  becaus e  e m ploye e s  are 
cons ide re d to be w ork ing in a duty status or on “age ncy tim e .” 

Th e  Age ncy h as  e s tabl oye e  isis h e d crite ria to de te rm ine w h e th e r an e m pl 
re pre s e nting th e union. M anage m e nt w illre q ue s t th at th e union re com m e nd 
bargaining unit e m ploye e s  to s e rve on th e w ork group. Ifm anage m e nt acce pts th e 
union’ oye e s  w h  o participate on th e w ork group w illw orks re com m e ndations , e m pl 
in an Age ncy “as s ignm e nt of w ork ”capacity or on “age ncy tim e .” Th e s e  
e m pl eoye e s  m ust not s e rve in a re pre s e ntationalcapacity for th e union w h il 
actually participating in th e w ork group activitie s . 

Ifm anage m e nt fail s re com m e nde d bargaining unit e m pls to acce pt th e union’ oye e , 
th e union m ay e le ct to de s ignate a union re pre s e ntative (s) to s e rve on th e 
w ork group. Th e s e  e m ploye e s  w ills e rve in a union re pre s e ntationalcapacity and 
w illre port “officialtim e .” 

NEW GUIDANCE RAISES M O RE QUESTIO NS ABO UT SSA’S 
PARTNERSH IP INVENTO RY 

Itis im portant for SSA m anage m e nt to re cognize th at its ne w ly is s ue d guidance is 
not cons iste nt w ith th e instructions is s ue d to e m pl uation ofoye e s  during its  eval 
Partne rs h ip. W h e n de ve l s inve ntory, m anage m e nt re q ue s te d th atoping SSA’ 
e m ploye e s  re port Partne rs h ip activitie s  and inc ude any activitie s  th at us e d th e 

e s  of Partne rs h ip. H ow e ve r, w h e n de ve lprincipl oping its ne w tim e -re porting 
re q uire m e nts , SSA a te re d th is ch aracte rization of Partne rs h ip and de fine d 
Partne rs h ip activitie s  to inc ude  s pe cific activitie s . 
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uate h ow th is ne w guidance w oul s inve ntory, w e applTo e val d affe ct SSA’ ie d 
SSA’s ne w po icy to its Partne rs h ip activity inve ntory. W e de te rm ine d th at 

y 19 2 of th e 1,537 activitie s  m ay q ualapproxim ate l ify as “Partne rs h ip activitie s ,” 
and anoth e r 71 activitie s  m ay q ualify as w ork group activitie s  be caus e  th e y w e re 
e ith e r titl d not de te rm ine h ow th e tim ee d or de s cribe d as a w ork group. W e coul 
de vote d to th e re m aining 1,274 activitie s  w ou d h ave be e n re porte d h ad th e s e  
instructions  b e en in place . 
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CO NCLUSIO NS AND RECO M M ENDATIO NS


Exe cutive  O  rde r 12871 articul veate d Partne rs h ip and re q uire d th at age ncie s  invol 
e m ploye e s  and th e ir union re pre s e ntative s  as fullpartne rs w ith  m anage m e nt to 
ide ntify probl utions to be tte r fu fillth e age ncy’e m s  and craft sol s m is s ion and 
s e rve its custom e rs . Th e Exe cutive  O rde r al yso re q uire s  th at age ncie s  pe riodicall 
e valuate progre s s  and im prove m e nts in organizationalpe rform ance s  re s u ting from 
th e 
abor-m anage m e nt partne rs h ip. 

SSA’ uation of Partne rs h ip  w as th e  Age ncy’s Eval s first atte m pt at q uantifying th e 
s m is s ion and ope rations . W h ile ffe ct of Partne rs h ip on th e  Age ncy’ e th e 

e valuation m e e ts th e as s e s s m e nt obje ctive of th e Exe cutive  O rde r, som e of th e 
e . SSA’ uation focus e sdata on w h ich th e re port is pre dicate d are  q ue s tionabl s  eval 

on th e pe rce ive d e ffe ct of Partne rs h ip and h as l e  q uantifiablittl e data th at can 
de m onstrate h ow Partne rs h ip h as im prove d SSA’ ity to m e e t its m is s ion ands abil 

s custom e rs . Th e  Age ncy al is h e dim prove  s e rvice to SSA’ so h as not e s tabl 
sufficie nt accountability m e asure s  to track th e as sociate d costs and 
accom plis h m e nts re s u ting from Partne rs h ip activitie s . 

To im prove accountabil s abil uations ofity and SSA’ ity to pe rform future  e val 
Partne rs h ip, w e re com m e nd th at SSA: 

1. de ve lop a uniform de finition of Partne rs h ip th at is cons iste nt w ith oth e r 
Partne rs h ip-re late d guidance , s uch as th e ne w tim e -re porting guidance and 
e nsure th at th is  d efinition is com m unicate d Age ncyw ide ; 

2. de ve lop a form alsyste m  for ide ntifying and m aintaining Partne rs h ip 
accom pl t from Partne rs h ip activitie s;is h m e nts and cost savings th at re s ul 

3. de te rm ine w h e th e r e m pl ying w ith th e  Age ncy’oye e s  are com pl s tim e -re porting 
guidance and de te rm ine w h e th e r carification of th e guidance is ne ce s s ary;and 

op a consol4. de ve l idate d guide of tim e -re porting po icie s  and proce dure s  for 
re porting tim e de vote d to Partne rs h ip and oth e r union-re late d activitie s . 

SSA’s GENERALCO M M  ENTS 
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SSA be l s conclie ve s  th at m any of O IG’ us ions are bas e d upon a m is unde rstanding 
of th e nature of Partne rs h ip and pre m is e d on th e fals e  notion th at Partne rs h ip 
activitie s  can be  s e parate d or distinguis h e d from norm alAge ncy bus ine s s . SSA 
be l y re s pons iblie ve s  th at Partne rs h ip activitie s  h ave be e n dire ctl e for m any 

ity of e m plsucce s s e s  in e nh ancing custom e r s e rvice and im proving th e  q ual oye e s’ 
ife . SSA disagre e d w ith th e O IG’w ork l s pe rce ption th at its inve ntory of 

Partne rs h ip activitie s  w as  q ue s tionabl us ion th at avai able , and w ith th e concl e data 
did not support SSA’ abors conte ntion th at th e num be r of grie vance s  and unfair l 
practice s  de cre as e d due to Partne rs h ip. 

O IG’s RESPO NSE TO GENERALCO M M ENTS 

W e disagre e  w ith SSA’s pos ition th at Partne rs h ip activitie s  cannot be  s e parate d or 
distinguis h e d from norm alage ncy bus ine s s . In fact, SSA is s ue d guidance in 
D e ce m be r 19 9 7 w h ich de s cribe d and distinguis h e d be tw e e n w h ich activitie s  

d be cons ide re d partne rs h ip and w h ich s h ouls h oul d be cons ide re d norm alage ncy 
bus ine s s . W e continue to be l e .ie ve th at th e Partne rs h ip inve ntory is  q ue s tionabl 
W h  e n conducting our e val oye e s  h ad diffe re ntuation, w e found th at e m pl 
inte rpre tations of w h ich activitie s  constitute d Partne rs h ip activitie s , re s u ting in 
incons iste nt re porting. Conce rning SSA’ ie f th at Partne rs h ip h as re s u te d ins  bel 
re ducing th e num be r of unfair labor practice s  and grie vance s , w e  m aintain th at 
th e re is insufficie nt data to conduct a com parative anal aborys is of unfair l 
practice s  and grie vance s  past and pre s e nt. 

SSA’ s RECO M M ENDATIO NS AND O IG’s COMMENTS O N O IG’ s 
RESPO NSES 

Re com m e ndation #1: D eve lop a uniform de finition of Partne rs h ip th at is 
cons iste nt w ith oth e r Partne rs h ip-re late d guidance , such as th e ne w tim e -re porting 
guidance and e nsure th at th is  definition is com m unicate d Age ncyw ide . 

SSA Com m e nt 

SSA indicate d th at Partne rs h ip is an ongoing proce s s  in w h ich it s h are s  
inform ation, discus s e s  is s ue s , and crafts  solutions in a coope rative , constructive 
w ork ing re l is h SSA’ations h ip be tw e e n union and m anage m e nt in orde r to accom pl s 

s custom e rs . Th e  Age ncy be lm is s ion and to be tte r s e rve SSA’ ie ve s  th is  d efinition 
is cons iste nt w ith Exe cutive  O rde r 12871 and is in ine w ith th e National 
Partne rs h ip Partne rs h ip H andbook . 

O IG Re s pons e  
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In orde r for th e  Age ncy to e val is h m e nts ofuate th e re s u ts and accom pl 
Partne rs h ip, e m pl e ar unde rstanding of h ow Partne rs h ip w illoye e s  ne e d to h ave a cl 
w ork in th e  Age ncy and w h at activitie s  are cons ide re d to be Partne ring activitie s . 
Th is ne e d for a de finition w as al s ow n e valso e xpre s s e d in th e  Age ncy’ uation of 
Partne rs h ip. W h e n SSA is s ue d its re ce nt tim e -re porting guidance , th e de finition of 
Partne rs h ip be gan to e vol iste d asve as  spe cific type s  of activitie s  w e re l 
“Partne rs h ip Activitie s .” H ow e ve r, th is list of Partne rs h ip activitie s  did not inc ude 
inte re s t-bas e d bargaining w h ich  w as inc ude d in th e “Ge ne ralLabor M anage m e nt” 
activity cate gory th at is  s e parate and distinct from th e “Partne rs h ip Activitie s” 
cate gory. Th e incons iste ncie s  be tw e e n w h at Partne ring inc ude s  for th e purpos e s  
of e val ve d.uating re s u ts and for th e purpos e s  of re porting tim e ne e d to be re s ol 
Cons iste nt guidance on de fining Partne rs h ip and w h ich activitie s  are cons ide re d 
Partne rs h ip activitie s  is  e s s e ntialfor e valuation purpos e s . 

Re com m e ndation #2: D eve lop a form alsyste m  for ide ntifying and m aintaining 
Partne rs h ip accom pl t from Partne rs h ipis h m e nts and cost savings th at re s ul 
activitie s . 

SSA Com m e nts 

ie ve s  th at th e proce s s  doe s  not l f to a q uantitative analSSA be l e nd its el ys is and 
th at its Partne rs h ip Evaluation Re port satisfie s  th e re q uire m e nt of th e Exe cutive 
O rde r. 

O IG Re s pons e  

W e disagre e  w ith th e  Age ncy’ us ion th at th e proce s s  doe s  not l f tos concl e nd its el 
ys is . Eve n th e  Age ncy’ uation of Partne rs h ipa q uantitative anal s ow n e val 

ys is . In its  evalatte m pte d to pe rform a q uantitative anal uation, th e  Age ncy 
as s e m ble d a data bas e  of activitie s  and conducte d a non-statisticalsurve y of its 
e m pl is h m e nts and re s u ts of Partne rs h ip. Tooye e s  to re port on th e accom pl 

y m e asure re s u ts , th e  Age ncy ne e ds to e s tablappropriate l is h cons iste nt guide ine s  
for m e asuring re s u ts of e ach Partne rs h ip activity or w ork group in addition to 
m e asuring tim e de vote d to th e s e  activitie s  and w ork groups . 

Re com m e ndation #3: D e te rm ine w h e th e r e m pl ying w ith th eoye e s  are com pl 
s tim e -re porting guidance and de te rm ine w h  e th e r clAge ncy’ arification of th e 

guidance is ne ce s s ary. 

SSA Com m e nts 

SSA agre e  d w ith th is re com m  e ndation. 
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op a consolRe com m e ndation #4: D eve l idate d guide of tim e -re porting po icie s  and 
proce dure s  for re porting tim e de vote d to Partne rs h ip and oth e r union-re late d 
activitie s . 

SSA Com m e nts 

SSA im ple m e nte d its ne w tim e -re porting sy ste m  in Fe bruary 19 9 8. Prior to th at, 
O LM ER is s ue d guidance on h ow to im pl uding th ee m e nt th e ne w sy ste m , incl 
distinctions to be  m ade am ong officialtim e , Partne rs h ip tim e , and l ationsabor re l 
activitie s . Additionall is h e d ay, O LM ER initiate d training on th e  s y ste m , and e s tabl 
te le ph one inform ation conne ction for m anage rs th rough out th e organization about 
th e guidance . 

O IG Re s pons e  

During our e valuation, w e found th at tim e re porting guidance w as is s ue d in s eve ral 
diffe re nt m e m oranda ove r s eve ralye ars . H ow e ve r, w e found no s ingular 
consol e arl oye e s  s h ou d re port tim e de vote didate d guide th at cl y de fine d h ow e m pl 

uding Partne rs h ip activitie s . O ne ce ntralpublto union activitie s , incl ication w ou d 
provide a m uch ne e de d Age ncyw ide po icy on h ow e m ploye e s  s h ou d re port tim e 
spe nt on Partne rs h ip and union activitie s . 
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APPENDIX A


O IG Anal s Partne rs h ip Inventoryys is of SSA’ 

W e pe rform e d our ow n anal s Partne rs h ip activity inve ntory to be tte rys is of SSA’ 
unde rstand th e type s  of activitie s  th at w e re inc ude d in th e inve ntory. In doing so, 
w e cate gorize d th e activitie s  into 7 m ajor cate gorie s  and 13 sub-cate gorie s  bas e d 
on our re vie w of e ach activitie s’de s cription. Th e foll e  s h ow s th eow ing tabl 
distribution of th e activitie s  am ong th e  m ajor cate gorie s  and sub-cate gorie s  and 
provide s  a de s cription of th e type s  of activitie s  th at are in th e s e  cate gorie s . 
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TO RY

for ce rtain

h e aw ard

e e

e m e nt

f
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ve rtim e

ignm e nt
te m s .

IVITIES

O IG CATEGO RIZ ATIO N O F SSA’S PARTNERSH IPACTIVITY INVEN 

CA TEGO RY/ 
SUB-CA TEGO RY A CTIVITIES INCLUD ED IN SUB-CA TEGO RY 

A ) Em ploye e  Evaluation and Re cognition 

A pprais al 
Type s  of activitie s  inc lude d th e  e  valuation of as s e s s  m e nt crite ria and pe rform ance  s  tandards 
type s  of pos itions . 

A w ards 
Th e s e  activitie s  inc lude d th e de ve lopm e nt of aw ards program guide line s  or ins tructions and t 
pane lactivitie s  w h  e re  e  m ploye e s  form com m  itte e s  to s e  le ct e m ploye e s  for aw ards. 

D e  ve lopm e nt 
Th e s e  inc lude d activitie s  s  uch as as s e s s  m e nt prom otion pane ls and th e de ve lopm e nt of e m ploy 
de ve lopm e nt program s , s uch as care e  r ladde r and upw ard m obility program s . 

B) H e a lth & Safe ty A ctivitie s  addre s s e  d ph ys icals e  curity, h e a lth and s afe ty is s  ue s  in SSA buildings. 
C) O ffice Facilitie s  

Eq uipm e nt 
Th e s e  activitie s  addre s s e  d th e purch as e  and dis tribution of e q  uipm e nt, s uch as com pute rs and 
te le ph one s  . 

Furniture 
Th e s e  activitie s  involve d th e ins tallation of furniture in office s  , w h  ich inc lude d th e layout, plac 
and de s  ign of office  s  pace . m e activitie s  ove rlappe d w ith th e Re novations cate gory. 

Re novations 
Type s  of activitie s  inc lude d th e re novation and re m ode ling of office s  th at involve d th e  s e  le ction o 
carpe ts , purch as e  of furniture , w allplace m e nts , and floor plans . m e of th e s e  activitie s  ove 
w ith th e Furniture cate gory. 

D ) artne rs h ip M e e  tings and Training 

M e e  tings 
Th e s e  activitie s  re pre s e  nt Partne rs h ip Councilm e e  tings and oth e r m e e  tings  be  tw e e  n union and 
m anage m e nt. 

Partne rs h ip Training 
Th e s e  activitie s  involve d training initiative s  re late d to Partne rs h ip, i.e ., inte re s  t-bas e  d bargaining, 
facilitation, brains torm ing and cons e  ns us  de  cis ion-m ak ing. 

E) Re as s  ignm e nt and Re location 

Re as s  ignm e nt 
Th e s e  activitie s  inc lude d th e re as s  ignm e nt of e m ploye e s  to oth e r localitie s  . h ey  als o inc lude 
re s  tructuring of SSA organizations  s  uch as th e m e rging of tw o s e  parate office s  . 

Re location Th e s e  activitie s  involve d th e re location and m ove m e nt of SSA office s  . 
F) W ork ing Conditions Th e s e  activitie s  addre s s e  d is s  ue s  s  uch as tim e and atte ndance , le ave and ove rtim e po licie s  , o 

us age , and bre ak po licie s  . 
G) W ork load D is tribution and Proce s s  ing 

D is ability Re de s  ign A ctivitie s  inc lude d initiative s  re late d to th e re de s  ign of th e dis ability proce s s  . 
Training Th e s e  activitie s  involve d training re late d to w ork load proce s s  ing. 

W ork load 
Th e s e  activitie s  involve d w ork load re late d activitie s  s  uch as th e dis tribution of w ork loads , as s  
of w ork , te le ph one cove rage , piloting of w ork proce s s e s  , and e nh ance m e nt of autom ate d sys 

TO TA LA CT 

So

So

P

T
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APPENDIX B


Sam ple d Partne rs h ip Activitie s  
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id not coope rate w ith our

SAM PLED PARTNERSH IPACTIVITIES


A ctivity Title 
Com pone nt or 

Re gion Purpos e  O  f A ctivity 
Sh ifting W ork loads 

Ch icago 
Sh ifte d w ork load to oth e r e m ploye e s  and office s  due to th e larg 
re ce ipt of ch i ldh ood dis ability and drug addiction and alcoh olis 
c laim s . 

Fis calYe ar 19 9  6 Nas h ville 
D is trict A w ards Pane l A tlanta 

D e  te rm ine d th e  s  ize and com pos ition of th e  D  is trict A w ards 
Pane lto e ns ure a fair re pre s e  ntation of m anage m e nt and 
e m ploye e s  on th e pane l. 

H oliday Le ave Sch e dule 
Ch icago 

Re vie w e d proce dure s  for h oliday le ave us age to e ns ure a balanc 
be tw e e  n e m ploye e  l 
th e pub lic. 

Stre am lining th e  W  ork 
Proce s s  in th e  D  ock e t and 
File s  Branch 

O ffice of 
H e arings and 

A ppe als 

Re vie w e d th e  M e  m orandum of Unde rs tanding re garding 
s tre am lining th e w ork proce s s e s  in D ock e t and File s  Branch . 

Fle xiplace O ffice of 
H e arings and 

A ppe als 

Im ple m e nte d th e finalph as e  offle xiplace . 

Re ce ption Initiative s  to 
Im prove Se rvice to th e Pub lic Ne w York 

Evaluate d w ays of im proving long cus tom e r w aiting tim e s  in th 
re ce ption are a th at re s  u lte d from th e de parture of tw o 
e m ploye e s  . 

19 9  7 Aw ards Pane lTraining 
D e  ve lopm e nt W ork group 

O ffice of 
Sys te m s 

Evaluate d aw ards pane ltraining to de te rm ine h ow to adm inis te 
it to Sys te m s  A  w ards Pane ls . 

Re gionalPartne rs h ip Council 
Form alTraining A tlanta 

Provide d training to e m pl 
on Councilform ation and inte re s  t-bas e  d bargaining. 

D is ability C laim s  M  anage r Ne w York Pilote d th e ne w D is ability C laim s  M  anage r pos ition th at com bin 
th e c laim s re pre s e  ntative and dis ability e  xam ine r functions . 

e ave re q ue s ts and m e e ting th e de m ands of 

oye e s  s e rving on Partne rs h ip Councils 

*W e atte m pte d to obtain inform ation on th e s e  activitie s  from union participants . H ow eve r, th e s e  participants d 
evaluation. 
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APPENDIX C


Re porting Tim e  D evote d to Partne rs h ip

D ecis ion Proce s s 








APPENDIX D 


AGENCY CO M M  ENTS




APPENDIX E


UNIO N RESPO NSE CO M M  ENTS
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APPENDIX F


MAJO R CO NTRIBUTO RS TO TH IS REPO RT


O ffice of th e Inspe ctor Ge ne ral 

Scott Patte rson, D ire ctor, Evaluations and Te ch nicalSe rvice s  
CarlM ark ow itz, Te am Le ade r 
Jim Kle in, Auditor-In-Ch arge 
Ste ph anie Palm e r, Se nior Auditor 
Evan Buck ingh am , Program Analyst 

For additionalcopie s  of th is re port, pl se as e  contact th e  O ffice of th e Inspe ctor Ge ne ral’ 
Pub ic Affairs Spe cialist at (410)9 66-9 135. Re fe r to Com m on Ide ntification Num be r 
A-13-9 8-72023. 
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