
 

 
 

 
 
 
 

 
September 22, 2018 

 
Ms. Nancy Berryhill 
Office of the Commissioner 
6401 Security Boulevard 
Baltimore, MD 21235 
 
Ms. Mary Horne 
Acting Deputy Commissioner for Operations 
6401 Security Boulevard 
Baltimore, MD 21235 
 
Dear Ms. Berryhill and Ms. Horne:  
 
On March 13, 2017, the President signed Executive Order (EO) 13781, 
Comprehensive Plan for Reorganizing the Executive Branch.  The EO 
directs agencies of the Executive Branch of the Federal Government to 
“improve the efficiency, effectiveness and accountability” of their 
respective agencies.  
 
During the National Council of Social Security Management 
Associations’ (NCSSMA) 48th Annual Meeting on August 22, 2017, 
Nancy Berryhill, Acting Commissioner of the Social Security 
Administration (ACOSS) thanked and expressed appreciation for 
NCSSMA sharing information and feedback with agency leadership.  At 
this meeting, the ACOSS shared that the Social Security Administration 
(SSA) does not have set management ratios.  She encouraged 
managers to do what makes sense and discuss any management or 
supervisor needs with their Area Directors and line management.  This 
contradicts feedback NCSSMA receives from many front-line managers 
that their requests to backfill supervisor and management positions are 
being denied based on the need for SSA to adhere to established ratios. 
 
NCSSMA is dedicated to improving management and program 
administration in SSA by ensuring that the knowledge and experience of 
front-line management are included in all phases of agency planning and 
decision-making.   
 
NCSSMA strongly advocates for sufficient management staff in all field 
offices to ensure the continued delivery of efficient and effective 
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community-based service.  We firmly believe a strict ratio-based system or stringent 
management caps do not take into account all the critical factors necessary when 
determining the number of management staff assigned to any individual field office.  
 
NCSSMA believes that consideration of the factors outlined below is essential to ensuring 
sufficient management in each field office to improve accountability as cited in Executive 
Order 13781, while also ensuring management is able to meet the core mission of the 
agency.  We believe any strict management ratio or stringent caps set on management, 
whether explicitly stated or indirectly referenced, fail to take into account many, if not all 
of these factors.  Consequently, ratios and caps hinder field office management 
personnel’s ability to deliver on key goals, objectives, and responsibilities, and ultimately 
degrade our ability to serve the public.  
 
The number of Level 1 and Level 2 District Manager (DM), Assistant District Manager 
(ADM) and Operations Supervisor (OS) positions within SSA has fluctuated.  As of June 
8, 2018, SSA had 1,711 DMs and ADMs and 1,566 OSs, compared to 1,811 and 1809, 
respectively, in September of 2012.  That represents a decrease of 120 management 
positions.  During the same period, the number of OS positions dropped from 1,809 to 
1,577.  That is a reduction of 232 first-line supervisors from our 2012 levels.  Altogether, 
field offices have lost over 350 management positions over the last five years equating to 
more than six positions per state.  While bargaining unit staffing has also decreased, the 
work completed by field offices has not.  A reduction in bargaining unit staff does not lead 
to a reduction in work for management staff.  In fact, most administrative management 
duties remain unchanged regardless of staffing levels.  With the agency currently at its 
lowest level of field office management since 2009, NCSSMA believes management 
staffing levels are at a critical juncture and consideration of the following factors is 
imperative: 
 
Accountability 
More employees per supervising manager reduces the amount of time management can 
devote to each employee.  This includes accurately assessing individual employee 
performance, training needs, engaging in meaningful discussions and providing 
feedback, and dealing with poor performers.  A higher employee to management ratio 
significantly degrades management’s ability to hold employees accountable and fulfill 
Executive Order 13781.  This analysis is consistent with the 2017 Federal Employee 
Viewpoint Survey (FEVS) results where only thirty percent of employees felt supervisors 
took necessary steps to deal with poor performers and forty-three percent of employees 
answered that supervisors do not take the necessary steps to hold poor performers 
accountable.  Without sufficient management and supervisory positions, field offices and 
teleservice centers find it increasingly difficult to hold individual employees accountable.  
The agency’s new Performance Quality Reviews (PQR) initiative was designed to 
improve agency quality.  While this is a positive initiative, it will require management to 
spend more time conducting reviews and providing feedback to employees; more so than 
they already do.  Those offices with understaffed management teams, high employee to 
management ratios, and Single Manager Offices (SMOs) are likely to experience the 
greatest impact.   
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Performance Management 
The agency utilizes the Performance Assessment and Communications System (PACS) 
to manage performance and hold employees accountable.  As management levels 
decrease, supervisors and managers are responsible for more employees.  This 
translates into an increase in performance discussions and reviews as well as a reduction 
in the amount of time managers can spend with each employee on developing and 
mentoring.  Regardless of the current or any future performance management system the 
agency implements, the need to spend time with employees discussing their 
performance, training, mentoring and developing for that next opportunity will always be 
crucial to building and maintaining a quality workforce.   
 
Administrative 
Management dedicates a significant amount of time to administrative duties such as 
facility issues, physical safety, health and safety issues, purchasing, investigations, and 
hiring. Insufficient management levels within the office severely hamper the ability to 
accomplish these required and crucial duties.   This is most evident in SMOs where one 
manager is responsible for all employee-related tasks as well as administrative duties.  
Many SMOs developed out of managers being denied requests to backfill supervisor 
positions.  Managers in SMOs act as a both a supervisor and a manager, many times 
extending their duties to act as the technical expert for the office as well.  Managers in 
SMOs often have so many responsibilities that they may be challenged to effectively lead 
the office, which is their primary responsibility.  NCSSMA firmly believes the agency must 
work to address the number of SMOs and ensure that regional support is provided in the 
backfilling of these key supervisor positions. 
 
Level One Facility Heads 
Level One District Managers are rarely involved in the direct supervision of bargaining 
unit employees.  Level One DMs are primarily responsible for providing high-level 
administrative oversight, as previously mentioned, but over multiple offices and often do 
not have the time to supervise bargaining unit employees without significant impact on 
district operations.  If the agency is using management to meet employee ratios or caps, 
NCSSMA strongly advocates that the Level One DM is removed from any calculation. 
 
Succession Management 
NCSSMA has advocated for many years regarding increased focus on succession 
management planning.  Developing employees who are qualified and talented 
management is critical to the future of SSA.  In turn, managers also want to develop their 
employees into future agency leaders.  Reducing the number of management positions 
as well as limiting the number of developmental opportunities results in fewer employees 
being afforded opportunities.  The increase in Claims Technical Expert (CTE) positions 
has only made matters worse.  CTE positions are equal in grade to OS positions, but they 
enjoy greater flexibility, much less stress, and premium pay for overtime.  These added 
benefits make it more difficult to recruit and retain employees in supervisor positions.  
Without adequate management staff, availability of positions and opportunities, the 
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agency will face filling management positions with individuals who are potentially 
underdeveloped, inexperienced and unprepared to lead. 
 
NCSSMA’s recent survey of supervisors and managers showed that thirty percent of 
those surveyed were either dissatisfied or highly dissatisfied with their job.  This 
dissatisfaction is attributed to the increased burdens on management and the reduction 
in management staff in offices.  Forty-seven percent of those surveyed stated they would 
have a higher level of job satisfaction if they had fewer employees to supervise, giving 
them more time to focus on individual employees and their administrative duties. 
Unfortunately, as management staff continue to be depleted in offices, the number of 
dissatisfied managers will grow as will low morale. 
 
Recommendations 
 

 Increased dialogue between NCSSMA and DCO regarding adequate 
management staffing to fulfill the mission of the agency and ensure consistent 
communication across all regions down to the manager level. 
 

 Backfill vacant management positions and implement a 1:1 replacement to loss 
ratio.  This will help ensure sufficient management staff and assist those managers 
in planning for succession. 
 

 Some Single Manager Offices (SMO) are not well-suited for the demands of just 
one manager.  Level One managers should review their SMOs and determine if 
there exists a legitimate business need for additional management.  If the need 
exists, a request should be considered by regional executives.  
 

 To fully support the business needs and administrative demands of an office, each 
office should have, at the very least, a District Manager.  Offices that currently have 
a GS-12 Operations Supervisor, acting as a facility head, should have a vacancy 
announcement open to fill a facility head position.     
 

 Due to differing needs, ratios or caps should not be used in determining the number 
of management in any given office.  In addition, we believe only Assistant District 
Manager, Operations Officer and Operation Supervisor positions should be 
considered in determining the appropriate number of management needed to 
adequality supervise in a given office.   
 

 Allow additional management development opportunities.  For example, allowing 
a manager to open a not-to-exceed supervisor position in cases where a 
bargaining unit employee is placed on a performance improvement plan. 
 

 Work toward establishing appropriate staffing levels in each field office and 
teleservice center in order to avoid having management cover production 
workloads, which take them away from their core duties. 
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 Evaluate the management needs of Level One offices and determine the 
appropriate management staffing.  Consideration should be given that the Level 
One District Manager should not be involved with performance management of 
bargaining unit employees. 
 

 To streamline the evaluation of each office’s business needs for replacement or 
additional management, NCSSMA recommends utilizing the attached 
“Management Request Form” template.  This template will help improve 
nationwide consistency and reduce subjectivity, while helping management 
effectively lay out all the appropriate considerations mentioned in this position. 

 
Conclusion 
It is clear from NCSSMA’s survey that there is inconsistent information being provided on 
management staffing levels with regard to ratios and caps.  Over fifty-three percent of 
those surveyed responded that they have been told by executives that there is in fact a 
ratio used by the agency when determining management staffing in a given office.  
Surveyed managers reported that they have been given ratios ranging from 1:6 to 1:10, 
with 1:8 being the most popular response.   
 
NCSSMA strongly believes that the depletion of management in field offices and 
teleservice centers directly impacts service to both members of the public and our 
bargaining unit employees.  Managers and supervisors must have a reasonable number 
of employees to supervise, while still making time to accomplish the varied administrative 
duties.  Without adequate management staffing, performance and conduct issues may 
go unnoticed and unchecked, leading to decreased morale among the other employees.  
Making time for employee training, mentoring and development is imperative and only 
suffers as the number of management falls.  Management morale suffers and recruiting 
and retaining become more difficult as they take on additional administrative tasks and 
the number of supervised employees increases.  The impact on the public is noticeable 
as managers are spread thin and unable to adequately oversee employees or conduct 
necessary interview audits. 
 
NCSSMA respectfully requests that the agency work with each Level One District 
Manager and Teleservice Center Director to review management staffing levels in each 
field office and teleservice center, respectively.  The review should focus on whether the 
office has adequate management staff, taking into account the number of bargaining unit 
employees, facility makeup, and service area demographics and needs.  NCSSMA 
appreciates your consideration of our proposal and we look forward to working with you 
to address these concerns. 
 
Sincerely, 
 

 
Christopher Detzler 
NCSSMA President 


