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“The Congressional Research Service works exclusively for
the Congress, conducting research, analyzing legistztion, and
providing mfermation at the request of Committees, Mem-
bers and their staffs,

The Service mahes such research avatiable, without partis.n
bias, in many fomms including studies, 1eports, compifations,
digests, and buckground briefings. Upon requast, the CR3
assists Coramittees in analyzing legislative proposals and
fsatten, and i assessing the possible effects of these proposals
and ther alternatives, The Service’s senjor specialists wnd sub-
ject analysis are abo available for personal vonsultatiom an
their tespective fields of expertise.
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£BETRACT

1

is roport preccnts a geueral amelyeis of personsl staff furctions in &
congreosionsl office. EBoceuse there is little apacific informstion frem Congress
and othwer sources regarding stzff job descriptioms and bacsuee congressional
office orgenizsticn pstteras vary liguificcntly; this report fosuses on the

staff fenctions that are ceamop to 2ll oiiicesrregardiess of orgarizationsal
structure or job title: office monsgesent; wmail; projecte; casevork;
legisletion; scheduling end pereonal services; press and public relations; end

paliticel funsticns.



A FUNCTICONAL ANALYSIS OF COKGRECSICRAL MEMDER OFFICE OPERATICHS

’

IRTRODUCTION

Much of the growinpg body of literature on comgressionsl stefi focuses ¢n
comzittee rathsr than personal staff persomnnel. .The lxtératutc provides little
that 1s systemstic or specific about the role, purpose, and £u§ction bf these

pergonal staif mombera. ‘

Yet, in 1979, theve were over three (3.5) timos more peraoanal staff then
coumaittcee stalf (10,587% to 3,290); the ratic on the Heuse side was (3.3 to 1;
7,04/ perconsl staff atdes cczpered to 2,073 commitien mtaffers). The ratio
on the Scnete side vag clout 3 to 1. (3,612 persenel staff peruons to 1,217
cozuittee staffers). 1/

The few students of political snience and public administraticn who have
attcupted to study congregsional eteff orpanization have been hzmpered by ths
lack of specific information frow Congrecs and from other sources. 2/ The lack
of ; Job descriptions, the lack of job uniformity, and the variztiocn among offices
in the duties of the persons having the sawme job title contribute to the
difficulry in studving the personal staffs of Congress.

A review of certain common job titles within the House and Senate

{lluscrates this problem. Most Members have Administrative Assistonts who

1/ Melbin, Michael J. Unslected Representatives. New Vork, Basic Books,
1980. p. 252.

2/ Fox, Harrisen W., Jr. and Suzan Uebb lammond. Congressional Staffs:
the Iuvisible Force in Lawmaking. New Yerk, The Free Press, 1280. p. 5-6.
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ere usually the most important end influential staff persons. Their duties
nay include thosz of steff director, pelitical edvicsor, znd speech writer,
Some also plzy &n active role in prese relstions &nd project work. But they may
shefe all these duties with other staffers titled Executive Asgistant, Personal
Secretery, Legislative Aide, and Press Secretary; or they may aot. The absence
of centralized job descriptions and the autonowy cf esch Member in structuring,
titling, and sesigring duties to hic or her steff asazures this varistion inm the
Congress.
This véria:ion is more of an ob;:acle to the student of Congress then it
ie the oparation of each Sensté or House uffice where it ic consistent with
the geseral minimization of institutional guidelines, standavds, #znd rzgulstions.
One way to avoid the analytical problem reguiting from ticle veriation is
to focus on the functions each staff performs rather than the etructurze
{titling) utilinced. A4 difficulty with this approach is the overiap and

interrelaticuship cmong thess frartions. Although Congrecsional offic

6]

operstions do not neetly separate, this zeport hee divided these fuacticume into
the following eight categorics:

= office mansagement

-- mgil

-~ projects

— casework

- legislation

-~ scheduling and personal services

-~ press and public relstions

-- political functions
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CFFICE MARAGEMERT

Office manasgexent consiats of a nurber of smaller functiome which
contribute to the operation and administration of each Comgressional office,
Among the mejor items within the genmerasl category of officc mansgement to be
discussed in this peper asre staff recruitment, coordination with District and
State officee, the work flow, equipment and space, allowsnces, Qnd efficiegcy
and innovation.

As the Congress has incressed its étaffins resourceg, greater eephasis
hee had to be pleced on etaff organizetion snd munagement functioms., Personczl
staffs of Represzentatives, pald frem clerk-hire funds, ere limited to 10
permanent steff snd 23 wmeny as four part-time o teﬁporary erzloyees. On the
everage, personzl staff of Senators number bestween 20 &nd &0 paroons., There is
no limit on the number of staff a Senator may hire, but the amcunt of gtaffing
funds available to Senatcre varies with Stste pepulstion., 3/ Steffs are
organized differently according to the individual Member's legielative,

repregentative, and political goals, and his or her personal preferences,

3/ In the House of Representatives, Hombers are authorized s sum of money
(an annual clerk-hire allow allowance of $336,3234 with no month-to-month czrry
over) with which they are permitted to employ no more ther 12 permanent perscns
at any one time. They are additionally authorized $1,620 per year to employ an
LBJ interrn for a two-menth periol, in addition to the sbove nemed employces. 1In
the Senate, on the cther hand, a Mewber is authorized a staff allowance according
to the size of Lis State's populationm. Currently these allowances range fren
$592,608 to $1,190,724 per year. There are no restrictions on the number of staff
which a Senator may hire, and there are no restrictions on the carryover of unused
funds frem one month te the next. Senators also receive a legislative assistance
allowance of $183,201 per fiscal year. In the case of a committee chairman or
ranking minority wewber of a Committes the allowance is auvtemstically reduced by
$61,267 for each such lecdership position. Other Senators authorized to cppoint
committee staf{ reccive reduced legislative assistance funds as well,
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Staff Pecruitment

A major office management functicn is recruitment of steff. This
assiézz%ﬁt usezlly fslls to the Adsministretive Aegistant, though others may
aleo play a vole,

Recruitesnt for professionel etaff positions, according to one obzerver,
is "bzeed primerily on infeormeal, non-routinized coatects aand 'who knous
vhom.'" 4/ lemediately following an election, the newly elected Hembers are
deluged with szpplications for employment., And throughoﬁt ona'es congresgional
cerear, there is bardly a week that will go by without at least one person
dropping off e recume, Bowever, few of (Gese persons sre hired.

Aspumivg his or her predecessor was of the sams party, an incoming Member
may hire {retain) much of the former'c staff., An inccmivg Mexmber mey 2lso
const .t vith othor Mambers fronm kis or her Stste ca staffirg, Incoming
Mewbars wie hove cerend in amother elective office (e.g., state legiclator)
cey wzll briez coum2 of thelir steff to Washiejtenm with them,

Soza Meubers mske 8n effort to hire staffers from their home Stote or
District; others do not. It coems generally egresd that the nsed and
opportunity for Stzte psople on & Member's staff decreases as seniority
increases., Hiring pecple froa the State may create at least thrce problens:

d
(1) it may prove difficult to fire somesone with ties to the constituency;
(2) it may not be advantegeous for a howe State person with ties to the
constituency to be privy to all that transpires in the Member's office; and
(3) occasionally staff persons from the home State have their own political

amzbitions vhich may st least partially influesnce their efforts in the

4/ Fox and Hewmond, p. 49,
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Congressional office. On the other hand, home State estaffers may be
especially attuned to the problems of the conmgressieneal constituency.
Sometimes stafferc are hired to fill specific roles, end im thcae cases

ficetions,

fa

Congressicnal offices seck out persons having the eppropriste qual
skills, and experience. 1In other instances, perscns are hired for their
genezal cepabilities; and duties may be aceigned a3 they ariee,

Duties may seem to be racdomly assigned, but many congressionsl staffers
now considered experts inm their fieid cen point out that their expertise
began just becauce scmeone was needed to cover a certain subject area.

Expartise grew pcst facto,

Cooczdipation with District end State Offices

inother office mscagemeat functicn is coordinction with the Congresemaa's
District office(s) or the Senmtor's Stste office{s). Represintatives are
authorized cnd charged fer rental space for District eoffices in poat offices
end Federzl buildirgs on a syuare footaze basis (or fﬁnds to pay for equivalient
private office epcce). Senators are anthorized rental space in post offices
and Federal buildings (or funds to pay for equivalent privete office space by
square footage, accovrding to state population, nst excesding the highest
rate per square foot chargcd Federal Agenciea by GSA). In additica, each Senater
or Representative is authorized to lease a mobile office.

Although Gtate or District offices may perform varying functions, all of
these functious must be coordinated with those done in Washington. A ~urrent
t;end seems to be the assignment of most casework (with the usueal exception of
military ceses) to these offices. Certain form letters {congratulatory, new

resident, and sometimes legislative) are also donme in State or District offices.,
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Theere cffices sre often involvaed in scheduling the Mecber's time when he or she
is back home, and, of course, Coagressionzl offices ere mormelly imvolved in

local politicsal affairs, aund in project work,

Hork Flow: Production, Filipsa, and Betrieving

Other office mansgement functions include the physical praducticn &end

filirg of the large quantity of work éraduced by office stefiere. Congresszional

£fice decdlines eve perheps wore iwportent than deedlinéa in any coaparable
office in ths private sactor. LetZe:B,Ap:ess releases, speeches, position
papere and other documents of:eﬁ ne2ed to be produced by a certcin tima.
Succesefully ceordinating theee evests iz no s=all achievesent., Eimilerly, the
ebility to retricvz maseriszls previously produced and filed is equelly important.
The prese veleases, speeches. eaud positicu papers of a fow yéare previous mey
prove very impertast to engure thet kecbers' positicna ore ccnsistent over time--
end if they gre not, to explain why a chaenge in positicn was unwceeesry &nd
proper. Aecerdingly, retrieval -of information is espucislly importsat; e

consistent and efficicant filing systes is a must.

Office Eouirment and S»ace

Lastly, an importent part of office mansgement deals with équipment and
space, A variety of office machirnes, with differing epplications and
capabilities, are available to Members. It is a function of office management
to be aware of the office's specific needs, and to make sure that the office

equirmant meete those needs.
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With regard to space, often~-but especially at the beginaing and
end of each Congress=-various officee suitsble for "annex epace" become
svailsble (this also occcurs &s the Senste end House Office Buildings increzse .
in nunker ond new cfficec are crezated); those charged with office wanagewment
;eed to be gware of these so as to pleace applicetions. Personel staff in
the House and Senate has increaced by were than 50 percent im the lost 10
years, 3/ cnd sdditicnal office apace has been neceded end acquired to house
these persons. A Congreceional office that does not acquire conveniently
located space as it acquires staff might well find itsglf severely crauped

and operating inefficiently.

Efficizney and Innovstion

Efficiency in office operstioms is always deeirzsble, but cften difficult
Lo acﬁicve. The queli?y level of each steff person's worhe-a2s5 wall ae that
of the office as & vhole——varies according to a nuuber of differcat {sectors.

Each of the ccnpoﬁeﬂts discussed above contributes to the werk level of
each employee. It is not alweys pssoible in the context of each Congressional
office to supply each staff with optimal workimg conditionc. Spece limitations
may force meny etaffers to work in an epvironment they conrider——and perhaps
rightly so--less than ssticfactory. This may well impinge upon productivity,

In an attempt to overcome the preblem of space limitatien, a swmall number of
offices have experimented with innovative space-efficient furniture. &
component of cffice management is to be awsre of such opportunities when they

arise, end also to be able to evaluate how well such options will fare in the

’

5/ Fox and Hammond, p. 24-25,
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particuler office, There may well be rasistance smong tredition-orieated
staffers to substantial innovation. And innovation in office operations
is not necesserily going to be beneficial in every cese.

A final note about marny of these office management operstions-—the
recponaible personnsl in each Congreesionzl office mvet kesp abresst cf the
ever-chienging allowances that pertain.tc stsff, =quipwent, stetiomery, travel,

etc. These ere coopiled im the Conrressionnl Bendbook (prepared sud reguserly

updsted by the Committee on House Adwinistrstion, in the House, and the Committee
on Rules and Aczministration in the Senrste), but the responsible staff persons

may seed to track changss in office gllcvances on a more immediate basis.
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MATL

An element of uffice mansgement is the functicn of receiving, routing, and
responding to congressionzl moil., Hembers ofton feel thaﬁ recponding to mail
promptly asd expeditiocusly is as iﬁportent a fuaction as &ny. 6/

The volume of mail varies from office to cffice and from week to week,
but responding to the flood of corréspondence can require large smounts of time
and effort. Even though "the huge volume of mail :odéy is impossible to hendle
in any wey other than mechznizstion,” 7/ the simple tasks of opening and
categorizing incoming correspendence can coazume significent staff time. Each
letter must be routed to the gppropriate staff pérs@n, end legislative neil on
new isgues must be rescarched and the Member's position must be established and
confirmed.

It is an exiom in Congress that the importance of each: constituent letter
should not be underrcted. A Member of the House once stated why he believed that
each letter must be written as if it were for publicat’on., '"One . ., . thiug I
think applies to every new member [is] to realize that you are now big‘ncwa ir
your home district; and don't ever write anything to a constituent that you

wouldn't be willing to see on Page One of the local newspaper. 1If you can

6/ Consider this advice given freshman Representative Estes Kefauver
(Tenn.) by Spesker Bankhead in 1939: "Give clese and prompt attention to vour
mail. Your votes and speeches may make you well known and give you a reputsation,
but it is the way you handle your mail that determines your reelection.' Quoted
in Kefauver, Estes, and Jack Levin. A Tventieth-t:ntury Congress. New York,
Duell, Sloan and Pearce, 1947. p. 171,

7/ Stuart, Peter C. Write a Congressman--and Get a Machine Reply.
Christian Science Monitor, June 2, 1975. p. 2. ’
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remenber that as rule number one, it will keep you out of an gwful lot of
trouble." 8/ Such a warning is p.obably doubly :rue for Senators, whose views
gppcar to receive more mediz attention in both their home States aund Waghington,
D.C., then those of most Representatives,

The incoming ncil represants much of the total office operztion in
wicrocosn., There are letters deslirg with legislation, casework, scheduling
of the Mewber's time, State, District, and nationcl politics, and visitors
coming to Washingion, In addition are the printed or sutomaticslly typed
("Dear Colleague") letters circulated by other Members soliciting cospomsorship
of legisistion, regarding the introduction 3f emendments, or concerning cther
House or 8Senste metters,

It egpea:sAvir:ualiy impossible to keep track of all incoming
correspondance., Although somé, though probsbly not most, Youse offices use
tracking systews by uvhich each ircoping letter is assigned a pucsber znd

. s

srougl the congressionegl office, euch syestems cen

yetematically procescad t

"

boeceme overloaded in "high meil™ offices. Move time end effort would he
eznended in trackinrg the lett .za can be afforded, In the Senate, sow
Aembers are using the correspondsnce menczement system in vwhich most inquiries

requiring & written response ere trecked acd categorized by subject.

8/ Tacheron, Donald €., and Morris K. Udall., The Job of the Congressman,
Bobbg-Merrill Cempeny, Inc., New York, 1970. p. 76.
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Each nffice, however, dozs have & system by vhich mail is distributed and
sgsigned o office persomncl for a response. The actual method of receiving and

roﬁting Lon=¢iruent correspoudence varies from office to office and Jdepends on
the amount cf mail received, the sizc of the staff, the structure and oriedtation
of the staff, and the inclinctions of the Member ss to how much detail he or she
prefers in his or her respcnsea.

Generally, incoming mail cen be categorized into three wain groupings:

legislative, rejuests, and special.

Legislative Mail

Legislative m2il deals with substaative issues.  Much of this mzil cen be
processed by autematic typawriters 1 .ich providz responess with an appearance of
having been perconally prepared. There cre a nuner ¢f types of autemzatic
typewriters, and the more cophisticated wodels ailow for the splicing of selected
issue compconents into one letter if, for example, a comsiituent couments oﬁ the
economy and the environment.

Letters requiring & core detailed response, or dealing with a subject not
covered by a form response, need to be answered on an individual bacic. The
agsignment of such letters varies from office to office. In sowme offices, only
the most sensitive letters will reach the Administra&ive Assigtent or the Member
(see Special Mail, below). Other Members take a more active role with regard
to the mail. 1In all cases, Members are kept apprised of general trends in the

mail (for wore detail, sce section on Legislation).
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Reauest fail

Regquest meil vovers all correspondence in vhich @ constitutent is
requeesting a favor--which cer range from a public workes project in the Stete
to a military caze to 2 free copy 2{ & Departmert of Agriculture or Department
of Busan Resources pamphlet. Virtuoily evary office respondo to these letters
tersonally, although mechaniied typevtiters can be utilizad at certsin stages.

Different staffers handle difrecent aaé‘ite of this job; the exact
distribuzion of duties ~ill vgry from clficc to office, . The receptionist mey
handle siaple document requaetr thle casewﬁtkera hendle the routins probdloms
or "caszs™ with other stafferh"essis:eace, depending on the expertise needed

(coverczd im more detail on "Casework" mection).

Spaeginl Meil
2RECanL RS

Specicl meil includes those letters that rezch the desk of the Meaber,
perecnal secretary, or Administrative Assiatont directly. Although inm 8 typicel
of iice thece ere rel_rively few in number, they ere quite important.

Thoze items included in this category will vary from office to office.

Scue Meabers may want to sce most letters from other Hembers. Hoat Kembers also
want to ee2 politicslly sensitive cérrespondence, relating to the heme State
and natisual politics; others prefer that these matters be hardled by the

Administrative Asasistsnt or another politically expert staff person.
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In most offices, Members end etaffers would agree that due to the Hexber's
extensive time demands, the mail categorized as specigl cnd channelled to the
S¢aator or Ezpresentafive ehowild be kept ot an ashgolute ainiaﬁs. Bowzver, egually
coapelling, no correogsnéence thet needs to be brought to the Member's strvention

should be handled by staff imstead.

Review and Rzaponse

As importan: a8 receiving,‘rouiing, and ;eapanding to meil, is the final
funcﬁion of review and sendivg the mail out. Those lettegrs seut to the liszber
or thé Administrative Assistsat for review will vary, notvonly‘fraz effice
to office, but glso f#ca ctaffer to staffer within ecach office. Socus staffers
ray want a wore conprehencive review of their work, others msr not, Loy
sepsitive letter may ;equi:e the approvsl of the A.A. or & scmicr legislative
assietant batore boing mailed.

Although some offices attempt to keep within threé days of the incoaing
mail (that is, esch letter must be reepomded to within three days), other
offices find that a full week or two is often 3 more realistic time friome.
Correspondents expect a8 prompt response, and incoming letters that conzistently

go unanswered for several weeks can edversely affect constituent relaticns.
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FROJECTS

The project function of 8 Comgressional office is probably one of the

leest understocd end one of the ezsiest to overlook. Basically, it is the
- steering of Faderal funde to those persons, orgcnizstions, and communities
séeking_to perticipate in a fedevelly eponsovred program.

There cre an estimeted 1,600 _.'*_/' differeat types of grant availeble from
the varicus Federal departmente and agencies. In fiszcel year 1981 Federzl
granc~in-eid outloye totaled $95.3 billien 10/—funds thut will be
av.ileble to State and local govérnaente, An gdditicnal $34 PBillion ucs
made availeble fur reseasch end developuent, 11/ funds that vill includs thuese
rnade availzble mainly o university cnd private research groups.

In sddition, there ave those Federal funds, not dispeneced through grents
but nevertheless much sought after, that are used for defense procurement
and construction of Federal imstallstions, e.c., militery bases, Pedersl
office buildings and FPedercl projects (such as flood control and highway

construction).

9/ A Congressional Research Service budget analjst explaxne that it is
difficult to provide an exact numbcr, since there is wide disagreement about
the definition of “grant progrems"

10/ U.S. Executive Officec of the Presideat. Office of Haonagement and
Budget, Budget of the United States Covernment Fiscal Year 1982. Washington,
U.S. Govt. Print., Off., 1981. p. 23%.

1/ 1Ibid. p. 306,
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Bezause the Stete, local, or privete unit is frequently either unauvare
of sveilable maaeys or uncertsin of how to go about obtsining them, a
Congrecsional office cen be of aszistamce in theose enmdesvors,

Staff members ge2k to nonitor department and ggency sctivities
in the field of grent disburscments, &nd, when possible, notify the
appropriste persons in the State of what funds gre availsble. Staffers can
contzet ggency perscazsel to determine their interest im certaia projects, and
" relay their fiadings to the locsl eutﬁorities. Cace a grént applicerion is
filesd, office ateffe—and the Senster or Eepreaentétive, at times=-~csn keep
in touch with cgency paople nﬁé indicate :heié support for the projeét. Tais
ie especizlly effectiva if the Nezber ie of t&e seme party as the Aémiuistraticn
or es=rves on 8 comzittes with jurisdictioun over the specific depsartment,
Contect coa be nsintaiasd by lettcr; phene, or im person; the epproach will
moet likely vary eccording to the situatioa sud the pezrecas iavelved., 2ut
concorted action on the part of the steff ecan result in more Fodersl furda
being spent in the State or district, and provide greater services to the
constituency (for example, & Veterans' hospitsl, Socisl Security office, or a

better funded and more fully equipped medical school),
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CASEUQRR

Lesser projects are, of course, not meglacted. The importeance of the
comunication task czlled casework is reflected in & 1677 questionnaire survey,
by Robert Klonsff, whoce resulte are given in the table below.

Percentoge of Time Spent On Casework
(Percent of Responding Offices a/)

Percentzgze of time

spent on casewcrk By steff zesistents b/ Ly leombers
0-4 0.0 % 55.6 %
5-15 8.9 2 36.0 2
16-25 19.5 % 13,6 %
26-50 38.2 % 4,0 X
51-100 33.3 2 0.8 X
100.0 2 ' 100.0 2
123  responses 125 responces

a/ Figures dc not add up to 100 percent because of rounding.
b/ Includes distyict staff,
Klonoff's findings sho: that while most Members devote little of their own tima

to casework, 33,3 percent of tha offices responding to the 1977 questionnaire
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devote at least 50 percent of all staff hours to casework, and 71.5 percent of
the offices spend in excess of 25 percent of their time on cesework. 12/

» Cacewgtk is rarély self-initizted; it most o#ten stems from a constituent
letter. T?e definition of cesework varies, Some use the term to apply to the
whole ranze of constituent problems and inquiries, others restrict it to sreas
such &5 social cecurity end vatersas' besefits, houcing snd militery problems,
imzigration and unemployment, and the like. 13/ Onz Secctor czplained that he
vieved cesswork 23 "requestes for a wide variety of services requiring me to go
to bat for citizeus with tﬁe administrcci§e agencies of the Federal
‘Govermment " 14/ | ‘

Cagework ie handled fa:&;r routinely. Toe incoming coustituent letter is
judged for velidity (there are & few, usually easy-to-spot, cramk letters), and
then saaigﬁsé te & casevorker. Cascusrkers s:e‘ganetally ecseigned certain
subject arcas and reseive gll lettege withia their specific erzcse. In thias way,
they gainbenge:tise and develop contecis with zzeucy percoanel.

Upon receciving a new camse, the caseworker decides which Federzl department
or agency heso jurisdiction and males a determimation as to whether the case can
beet be handled by telephene or letter. In somz cases referral to State or
municipal governuent, or to the Member's Stste or District office is appropriste.

I1f the case lends iteself to being handled on the phone, the agency is

contscted, usually ‘via the Congressional Liaison Office.

12/ Klonoff, Robert. The Congressman as Mediator Between Citizens and
Government Ageucies: Problems and Prospects. Harvard Journal on Legislation,
v. 16, Sumuer 1979, p. 708.

13/ Butler, Warren H. Administering Congress: the Role of the Staff.
Public Administration Review, v. 26, March 1%66. p. 6.

14/ Clark, Joseph S. Congress: the Sapless Branch. Harper 4 Row,
Rew York, 1904, p. 63.
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If the case is to be handled by letter, the caseworker mskes a photocopy
of the constituent letter and forwards it to the appropriate agency, sometimes
with a personally written letter, but more often with an appropriate inguiring
JbuCk slip." A letter is sent to the constituent over the Member's signzture
assuring the correspondent that the Mexber is looking into the matter.

The executive branch departmant or agency can normally be counted on to
respond to the "case” within a véek or two, and & copy of that response is
forwvarded to the constituent with observationa,_sngg#stions, or gcentiments as

1fit'§h§ circumstances.

Few enpiticél data.exie: on the nuzber of times & constituent's complaint
and the accompanying congresgionsl ihqui;y actuslly effect g charge in case
status. lHore often than not, the agency in question will simply include in
its letter 2 recitation of the famets and the sppliceble regulations &6 2 means
of expleininz why the constituert's problem caanot be favorebly resolved.

One study, in vhich 198 Mecbers and staff participazed, ectimuated that
congressional cazsework resulted in favorable detemminstions by the agencies
in approximately 3? percent of the cases. 15/ It should be noted, however,
that seventeen years ago, some Members claimed a success rate of one-fifth to
one~third. 16/ Greater congressionsl attention to casework mey contribute to
a higher current success rate. But, one reason for the disparity may also
be the measurement of success. In some cases, the Federal agency, upon a
Member's request, will grant the complainant an additional interview and explzin

in greater detail why the particuler claim must be dissllowed. Although not a

léj Johannes, John R. Congressional Caseworkera: Attitudes, Orientatious,
and Operations. Prepared for delivery at the 1978 meeting of the Midwest
Pelitical Science Association, Chicego,-Iilinocis, April 20-27. p. 26.

,19/ Clapp, Charles L. The Congressman; His Work as He Sees It. Brookings
Institution, Washington, 1963, p. 7§, ’
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total success, it is « pluec for the Member and oftem the constitutent is
setisfied,

In certain instances, & Hember may do more for counstituents and may, on
reve cccsasions, iﬂtervene perconsally. Eovever, in generél, Memubers and taeir
stafie agre reluctant to becorn2 heavily involved especially in those cases in
which potential conflict of interest questions could arise.

Ore common, though not frequent, practice in casework dealing primerily with
izmigration cases is the introduction of & privete bill. ‘Although private bille
have dealt with claime egainst Govercment, patents, wilitary sffsire, and other
items, most have concerned one acpect or another of immigtatioﬁ. The ®ajor
categories withian the brogd heading of i&aigration are: 1) peimitting aliens
residing abroad to immigrate to the United -States although otherwige they may
not lzgally be &ble to do eo; 2) pormitting z2liens in the United States to remain
in the U.S. despite legal regquireme te to the centrary; and 3) graniirg
citizenchip to clienms who would uct otherwise be eligible. Private bills can be
enacted for thz besnefit of one pergon or for a nucber of perzons,

Mezbers ghould be aware of the difference in House and Senste congideraticn
of the second category given sbove. The Icmmigration and Haturalization Service
hss different agreements with the House gnd Senate Judiciery Cormittees inveolving
atays of deportation for persons not legally in the United States. In the House,
deportation proceedings ..ill '"not be .stayed upon the introducticn of a privete
bill . + . unless the House Committee on the Judicisry addresses some formal
comuunications to the service to stay proceedings."

In the Senate, however, deportatiocn will 'be stayed in the case of any

alien concerning whom a private immigration bill 1s pending in the Senate
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on which no unfavorable action has been taken by the Senate Committee on the
Judiciery by the end of the current session of Congress." 17/

Casework is urdoubtedly en important Congressionsl fuuctioa. In encouraging
conatitusnts to take advantsge of their szervice, many Members are ecting cn the
éupposition that a satisfied constitucnt is a vote gained in the next election;
the corcllary is that g dissstisfied counstituent msy well be 8 vote irretrievebly

lost,

17/ Congressionsl Quarterly’'s Guide to the Cougress of the United Statec.
Hashxng:on, Congresgionel Quarterly Servxces, 1971, p. 338,
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LEGISLATIOR

Perhaps the key word in a discussion of & Senator's or Representetive's
legislative function is "coordination." The legislative functicn encozmpaszes
various activitics in different zrencs: the House floor, the Senate floor,
the Bouse committees, the Senséé cezmitteen, and each Member's peresonal office
(where he or she formulates position papers amd often rénea:cbes issues on
which he/she will later introduce iegislétisn). All staff members, both in;
the personal office and on the variovs committee and subcénmi:tee gtaffs,
who gre responsible to the Mezber, aré béet served by pa:iszum possible
avareness cf tha Menber's position--ond other steff mesbe-'s setiviting—
on all related issues.

All actions, from answering the simolect constitucnt litter to casting
en important vote cn the floor, need to be coordinated.

The most time—-consuming legislative tagk for staff is responding té
constituent correspondence (gee p. 10 for additional informetiom on how &
staff responds to legislative mail), Constituent mail ic not necessarily
important as a determinant of how a Representative or Senator will vote, but
it can be used as a8 mesns for measuring constituents' views on.legislation

the Member must vote upon. 18/ Legislative mail is treated with reenect,

18/ Kingdon, John W, Congressmen's Voting Decisions. WNew York,
Herper and Row, 1973. p. 57.
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In addition, it is often in response to constituent letters that Members,
with the assistence of their staffs, first research various issues and draw
un poaition papets; which are then used as the basis for form letters.

In addition to responding to correspondence, the basic staff legislative
"function can be summed up in one word: preparation. A Hember of Congress
needs to be prepared for the numerous legislative forums in which he operates,
and it is tae staff role to ensure thst such preparction is adequate.

In the $6th Congress, for exzmple, there #ere 1,276 roll call votes in the
Boree and 1,055 roil call votes in the Senate; =1d Hembers needed to be prepzred
for each; It ie & stzff function to be femiliar with the content and committee
report of each bill, to be aware of mgzjor lobbying efforts for anﬁ agtinaf the
legialgtion, tovknow which colleagueé might be offering smedmeats and the merits
of these sumondsents, end to keep abreast of poessible parlismentary maneuvers by
other Mizberc {staff exmurtise iz pacliementary procedure can be very helpful).
A Member wey sleo wort to be apprised of the perty leadership, admimistration
positions, constituent opinion, end any press reaction--thus necesgitsting
roordinsticn with thoce who perform thz press, mail, and political functionse.

Senstors and Representatives generally develop a degree of expertise in
those subjecte with which they deal on a coantinuing basis as a result of
cormittes mexbership. Accordingly, Members need a more comprehensive preparation
for couzittee hearings and meetings., It ies a staff function to ensure that
Members have an in-depth familiarity with subjeccs to be covered in upcoming
committee and subcommiftee hearings. This will include not only the relative
pros and cons cp each issue, but each committee (or subcouaittee} colleague's
point of view, the position of related interest groups, and genefally the

specific impact a certzin pesition might hzve on the Hember's constituency.
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Staff must be sure that the Member has not enunciated a position on a
particular.issue in the past (or if he has, that the two positions are
consistent or can be justified), end that no cther person on the same staff is
working on the samz issue toward an opposite coanclusion. Azain, coordipation
is paramount,

Coordination with those «ho traék Stete interests must also be considered.
This staff work pight be done in either the Washington; District or St:
office; but, vherever it is perforaed; such input is cften ntéded,

7 In reaearching‘legiaiation; drafting bilis, Qri:ing tpeecbea,yﬁtc., the
s:aff role is considersble, alwzys keeping in mind the Mexber's pélitical
philosophy and personal inclinations (for ezzzple, some Members intreduce much
legislation, others little——cinere is no best way of opersting). Different
aspects of these tacks czn be fulfiiled by persecnal staff (in ¥Washingzton,
District or State), committee staff, other Houze or Senate staff (c.g.,
Legislative Counsel), other Goveranment staff (an executive department, the
Congressional Research Service), outside organizations (interest groups,
consulting firms), or ary other svailsble resource. Coordinstion between steff
working on similar subjects——coupled with effective office mcnagement-
contributes to efficient legislative operation.

The staff legislative function is closely tied to all other functions.
The Member is first and foremost a legislator. Other staff activities need to

be carried out in that context.
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SCHEDULIKG AND PERSONAL SERVICES

Another item that also nzeds to be coorcinated with che comgonsnts of the
legislative function ic the scheduling function. A Congressmam or Scaator may
often be called upon to be in more than one pl#ce st the szm> time, The steff
persorael must perform a two-fold function with regarﬁ to the Ezzbef'n schedule:
one, the staff‘nust assist in’the evalustioﬁ of liaulﬁcneanA eveacé‘fo deternize
their in%ortznce and worth; amd two, the staeff must see to it thet the logistice
of the Hember's day are well enough planned to enable him to move eacily frem
one scheduled event to the next.

In the 95th Cecngress, & Member of the House usually belonzed to at lesct
two committees (standing, joint, and select) aad five or more subcoumittees,’

A Senator usually served on three or more cosmmiltees (stsnding, joint and
select) and eight subcommittees. When some of these meet simultaneously, it
is the Senator or Representative, with the advice of his staff, who must
weigh the pros and cons of each meeting. Staff cen evaluate the relative
importance of each hearing, but the Member also consideras other commitments,
such as those mede to interest group representatives or colleagues in the
House or Senate with regard to the attendance at comaittee meetings. Often
staff people keep abreast on a nearly minute-by-minute basis of activities
in those meetings not attended by the Member, so that should an especially
important vote or other matter arise, the Member's proxy can be voted or his

attendance effected.
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There ere other obligations to constituents end interest groups. Membera
can leave coumittee meetings or the flour of the Housg or the Senate at slow
moments to great cans:itue;ts. Kscbers alco schedule mestinzs throughout the
day with constituests and lobbyists, knowing that many will be deleyed and
otheres may never occur (generally etsff aides f£ill in &t these times). Those
cherged with scheduling duties (genzrelly o sppointments secratary, scmetimes
a perconal secretsary or an exccutive assistent) must judge the relative
iﬂportanée of constituents, 1obbyists,'.§d so forth.

Scheduling glso entalla initistive on the part of u:cffera 8o that good
relations are fostered with those intetesr groups active in the Member's
fields of interest. Imvitations to workshops and conferencea ;hat generete
national stteution ere higkly sought after; oftentizes organizations mﬁy weke
final decigions on %*vnﬁte enesliare nd such on a more or less scrbitrory basio—
and perzoncl cortacts canact be o"er-a*ed.

Rith regard to logistics, each Hember has & different ideg of what sort
of support services his ateff ought to supply. Members may use the staff for
total tramsportation hcving one or seversl staffers pick the Hosber up in the
morning, provide transport to any functioms that cccur during the day, and,
finally, ensure that the Member arrives at whatever everning activity is
scheduled., Trenaportation home is provided as well.

Although the foregoing situation doesc not occur in every office, staff
ir meny House and Scnate offices do perform transportation duties for their
Member. At the very least, in a typical office the staffers in charge must be
sure that trensportstion is available for the Hember throughout the day, and

occasionally on wegkends.
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In some offices, transportation and scheduling are glso provided the
Member's hueband or wife. The role of the congressional spouse veries--gome
play an sctive role in the office snd in the congressional District or State
office; others conceutrate on family and caree;s and do little relsted to the
political world. Whatever the situaticn, the office staff needs to be gble
to provide services nceded by the spouse as the Member desires.

A l23%, but certainly not least, personel aide ic the Msmber's Persomal
Secretary.b In many offices, this pogition entzils .ignificanf.ddties ind
reuponcibilities. The Personal Secretary hae ﬁerbapa the moet frequént personal
contact with the Member, Eer or his duties often include sll or most of the
following: scheduling, tranopof:a:ibn logietics, screening phone calle, personal
dictation, eapecially sensitive correcpondesnce, and vhetever else the Hember
decides ought to be deme in e hurry. The Personal Secretary often has
adminietretive responmsibilities over cther secretaries cad the finmal mailing

activities,
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PRESS AND PUBLIC RELATIONS

As a practical mctter, many Memdbers ecmploy 2 pereon for press
respousibilities, though that steff person msy handle other dutiesz as well. In
8 Senstor's office it is inportant‘fer her or hinvtb coznunicate effectively to
the newspapers and other wedia outleﬁs with circﬁlaiich in ;be bcaebzttte, or
nationally. kcften thie will include 2 few newapapers and f#éi; and teleyiaian
statiouns from adjoining States which iérvé "'madia natkgts" in thke Semator’s State..
The emphasis in a Repreeenﬁative's office is usuclly on ”locnlf press; it appesrs
that few Reprcsentatives hove found purcuit of netioneal madia coverspe fruitful.
It is very importent for & Mesher ro cormunicete effectively fo the daily ard
veckly neuspapers and other wadia outlets with circulaticn in his congressionzl
district. Often this will include at leagt a fev newspapers and radic and
television stations froa adjoining dicﬁricts. Thece are the sources from which
constituents get their news and formulate their vieve, Press aides often
cultivate personal relationchips with newspaper znd electronic medie personnel,
Some deliver pressbreleasea personglly if the newspaper has a Washington
correspondent >r bureau. Press aides are mindful of the desdlines for the various
media outlets and take care to see that access to material is easy and prempt.
The House and Senate maintain ntudios for thz production of radio and television
material, and press aides need to know what the electronic media can best use.

Media outlets in different areas have different capsbilities ond different
emphases. Accordingly, efforts to utilize these different media outlets will

vary, Some outlets may be prone to cover national newe; others focus more on
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local. On important matters, a Member may tailor his activities to coincide
with the azeeds of the media outlet in which he desires coversge.,

Attention to the national media is a different tssk. The national
electronic networke, the Mnational neuspspers" (e.g. the Bew York Times,
the Waehington Post, and the Wall Street Journzl among others, and the wire
services are important to those Mexlters of the House and Sevate wishing to build
a national reputation. Rot all Members have such desires. For those who do,
events can be orgscized in such & way a&s to maxinize media exposure, For
exenple, aftgrﬁdoa heéringo heve virtually‘no csance of being included
on the eatlj evéning news ihoes; important events are therefore scheduled
in the mornming. At all times, advance copies éf ﬁreﬁs relesses snd text of
speeches should be hendled in such a way &s té achieve maxiéua coveraze and
foster good workimg relarionships with the press.

Soms offices regerve an hour or two a week vhea any interested journslist
(almost u'ways from the "local" or home State prass) csn‘ccme‘aad talk with
the Member, either oa or off the record. Such sessions can produce an
increased rspport with the press and cen provide insights for the press into
the Member's accomplishments,

Other offices provide the press with many of the smell but helpful
perquisites that are psrt of a Congressionsal office ogeration. Each House
office is allocated eight indexed copies and twenty-five plain copies of the

Congresaional Directory. Senate offices are provided with fifty plain copies.,

Some can be distributed to press personnel.
Different executive branch departwents have information programs that can
be staged throughout the country in cooperation with a Member. These programws

are aimed at different groups. For exemple, the Department of Commerce wil.
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hold workshops for local Chambers of Commerce on how to compete for Federal
contracts; the Department of the Interior will present progrems for school
cﬁildren on pollution and outdoor safety; the Social Security Aduinistration
‘will produce brochures--with roca for asdding the Member's noze——for
distributior to recipients.

Almost all Members send oui newsletters. Many officea weintzin more
than one list, using 2 different newsletter for respective sectoras of the
constituency. Up to‘six times a year, Members of the House can glso utilize
. a postal patron system to ensufe that newsletters reach every household in
the Congtesiional Diatrict.‘ Senators do not heve this system available to
them; It ghouid be noted that all Hembers of Congrea; are forbidden from
sending mass meilings during the 28-day period before the day of eny election
in which the Hewber is a candidate for pudlic office (39 U.S5.C. 3210(a){(5)(D)).
In addition, the Rouse Cermission on Mailing Standzrds hes iscued s nuwmber of
guidelines regarding what is and is net permissible material in House
newalet;ers. 19/ Furthermore, regulations promulgsted by the Select Senate
Committee on Ethicy state thet newsletters may contain only five references to

the Senator, including use of the pronoumn "I", on any one page.

19/ These are listed in the Publication, "Regulations on the Use of the
Congressional Frank By Members of the House of Representatives and Rules of
Practice in Proceedings Before the House Commission on Congressional Mailing
Standards," prepared by the Commissinn on Congressional Mailing Stendards,
House of Representatives, Washington, U.S. Govt. Print. Off., 1979.
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POLITICAL

One area of public relations that no Member caan afford to neglect is
that dealing with his political party. Although most Members hgve only
limited dealings with their State and national party apparatus, almost
every Member is careful not to alieﬁate party petsnunel-;eipecially
those party officials who are responaiﬁle for the Member's na-inntion.of
renomination, and for marshaling party f&:ces to work fo;4his feelection.

Most Members pay & minimal amount of attention to the national party
committec. Aside from occasicnal spegking engegements, there is little
need for contact. The party's Congressional Campaign Committee, which
supplies funds‘to House candidates, snd the party's Senate Campaign
Committee, whick supplies funds to Senatorial candidstes, is not active
except at election time; there is little need for contsct with this body
at other times.

A major political consideration in the House and Senate is a Member's
relationship with his colleagues. Great pains are often taken, especially
in the Senate, to ensure that political differences do not affect long term
working relations.

A Member's political function, perhaps more than any other duty, is
truly a matter of style. Some Members are naturally extroverted in all
surroundingé from a neighborhood party to a White House dinner; others are
reserved and aloof. The staff must take into account the Member's etrengths,

desires and moods in scheduling political events,
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In essence, the political function is an amalgam of all other tunctions
in that each has a8 political aspect. Each Meober of Congress must operate
within his or her individuasl political philcsophy, his/her party, hi./her
State or Congressionel District, and within the confires of Congress &s

well. 1In the introducticn to Congressionzl Behavior, Nelgon Polsby wrote:

The puszles of the election are nothing compared to the
mysteries of the congressioncl community. Congressionsl behavior
is deternined wore by the contours of this comrunity, ard by
vhare congressmen &nd genators locate themeelves and are located
with respect to it, than by auy other single thing. V¥ho the
congressaan or senator is, where he comes from, what he stands for,
his party, his prior life experiences, his axbitions and hopes,
his alliances and enemies, all play e part in locsting him, and
of course, his location determines what and how much he can do. 20/

20/ Polgby, Nelson W., ed. . Congressionai Behavior. Kew York, Randon
Houge, 1871. p. =ii.

JC/eg



