
February 5, 1993

MEMORANDUM FOR MRS. CLINTON

TO: Ira "agazin~r

FR: Chris J~ings

RE: Congre~s!on$1$trategy for Health Reform

cc: HQward Pastor, Steve Ricchett!

Fgllowing ~pgn your :r~q~$st i~ an outliO$Qf a propos~d

~t:rat$~Y for ~arIl.i~hin~ ~uffici$nt ~u.pport in t:h$ Congre~s fO:r
the Clinton health reform initiative.
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GOAL: A WORKABLE PROPOSAL THAT CAN PASS BOTH HOUSES OF CONGRESS

PROCESS: INCORPORATE AND INVEST MEMBERS OF CONGRESS AND THEIR
CONSTITUENTS INTO THE DEVELOPMENT OF THE CLINTON HEALTH
INITIATIVE. This can be achieved by:

I. Iden~ifying "embers/~~affs.

In the recent pi~to+y of the U.S. Congress, it has been
virtually impossibl~ to pass any large and potentially
controversial :Lpitiative witbou't identifyi.n~, getting to
~now, ed¥qating, ~troking, and responding to an
;deologiPally d;verse and ego sensitive Congress that,
individually and colleptively, pas become more and more
independent. Tbis is a time consum:Lng, redundant process
that can seem to b~ (and frequently is) frustrating. But it
is ess;ential to increase the lik:elihooQ, of a positive
reception to the eventual Clinton healtb reform proposal.

'1'0 best unders~and and keep on ~op of th, C9ngress, it i~

essen~ial ~o keep an upda~ed and acces.sible J'lembers/s~aff

lis~~ha~ can be cross-referenced. A grea~ c:1ea;a. of the
neces~ary informa~ion has already been co;a.;a.ecteda.nd
aS$~led by ~he Transi~ion. These docWDen~s area~~achec:1

for ~he immedia~e use of ~he Firs~ Lady anc:1 you. A final
and comprehensive dOCWDen~ is in ~~e proceS$ 9f be;ng
prepared. I~ will include all of ~he fQllowiog inf().rJPa~ion:

*

*

*

*
*
*

Brief Members' Bios/BackgrouIlds: InC;Luding Party
Affiliation and Any Committee with Relevant Health
Jurisdiction

~ographical Location (r~ral vs. ur\>an·constituency,
Northwest, Northeast, Southwest, Southeast)

}oIealth c::are ..Re.form Ideology/})O!icY
i
POE;ition (single­

~ayer,. eIDploye:r;-based, mark~t-based, or no current
po~ition)

Major Healtb Bills/Amendments in Last (102nd) Congress

Member and/or Staff Expertise in Specific Areas

Interactiolls wi.th.Clinton Health Team. (Tl};s document
should be updated weekly with assistance of Chris; J.)
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II.

* Address (for meetings and follow-up notes)

* Phone and Fax Numbers of Members and Kev Staff (tots
document will tnc1~de Administr~tiveAssistants,
~egis1ative Directors, St~ff Directors Qf Gpmmittees,
and primary he~lth and ta~ contacts; it would also
inc1~de a home number of the prim~ry health st~ff

cQntact IF they authQrtze)

RESOURCES HEEDED TO ACHIEVE GOAL: ';['apping ip.to the staff,
resou~ces and d~ta capabt+~t~~s of the Department of H~a1th

and Human Services is advisable. J~rry K1epner, the HHS
Assistant Secretary for Legts1ation,h~stndicatedthat he
wou1q. 1i1(e to provide whatever assistance he can to:yQu in
this effort. All tnformation coJ..l,ected would bep1aped on a
disc th~t will be comp~tib1e with whatever computer system
our Congressional and Health War Room will be using.

IDENTIFY AND BE PREPARED TO EFFECTIVELY ADDRESS THE HIGHEST
PRIORITY PROBLEM ISSUES FOR MEMBERS OF CONGRESS.

In ~eettngs between Members of Congress, individually and in
groups, ~nd the First Lady, Ira, Judy, the White House
Legis1attve Affairs, and Chris, we must conttnua11y target
and update what appear the hottest concerns with our
potential swing Cona-resstona1 voterEJ. We l1l~st then share
tnese concerns. with tne Task Force and the Wor1(tng GrQUps on
a regular basis. At the time of this writing, for example,
tOere are a number of themeS that get raiseq. the most:

1. Rur~l COmmunities and thetr Incongruepce with Managed
Competition principles. In addition, ~ fear that there is
aP inadequate conCern ~bQut the Peed for special programs to
assUre access to rural areas.

2. Small B~s~ness and their Inability to Survive in a
Mandate<;t He~lth Care EnvtrQJ:Ul\~nt. ~long these lines, a
concern about the underesttmating of the economtc impact of
a mandate burden on small businesses.

3. States and tpeir Need for Admtnistrative, Fin~ncta1, and
Statutory FJ.elf;ipi.l,tty. A1though comforteq. by the fact tn~.t

the President t~ a great ~dvocate, a sen~e Qf nervouspeSs
~bout acty.a1 ~mp1ement~tton of suph provistops is apparent.

4. The desire fQr direction on how co~t contaiPl1lent savings
will be ~llocated to expandtng access or for other purposes.
And wnether private ~s well ~s public savings wt11 be used
for these intended purpose$.
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5. The desire for direction from th~ ~cimin~~tratiQIl on what
legisli;!t~ve allci l:>udgetary strategy (i.e., should health care
beincQrpQrated into the reconciliation p~ocess?) the
Congre~s should take.

III. ACTIVELY CONSULT ANbDE RESPONSIVE TO MEMBERS AND STAFF
(SHORT-TERM)

Members and staff .~hould pe tpo~~ht of and used as a great
resource. They know and pave thought through many Qf t~e

policy and POli~~cal ~+tfalls that many of us have no~ yet
even iJllagined. TOeir ~Ilfo:rmi;!t~ol) and experience, toe~efore,

9ari be al:>sol~tely ~l)valuqble. More importantly, howeyer, if
Cpngressand their staffs fee~ adequately con~~lted (easier
to say than to define "adequ.ate"), they are much mOfelikely
to be supportive frQm toe $tart (bill introduction) to the
finish (fil)al vote).

A number of important Conm:essional outreaph initiatives
have already been implemented, including:

*

*

*

*

*

The foundation laid by th~Tran~ition Team (see
attac::hed final report memo) is solid.

The ~re~idel)t's designatiQn of the §eIlate and House
Maj9rity anci M~nofity L~i;!ders (Mitcpell, Dole,
Gepoardt, alld Miche+s) as the formal health care reform
representi;!tives of toe Congress to the Administration's
reform work.

An. ~xtremely proci~c::tive relationshi~ na~ i;!lready l:>een
forged by Mfs. C+iIlton with the two Democ::~at~cMajority

Leaders. Th~s relationship is cont;inually st~engthened

l:>Y con~t.ant commullication between the·staff of toe
Administration anci the Majority Lei;!der~' Qf£iCes.

A February 4th meeting with 27 Democratic Me~be~~ of
the Senate and Mrs. Clinton wa~ a great syCC$SS. It is
l:>eing followed up w+to pefson~l notes froJll MrS. Cl~nton

and staff conversations w+toChris Jenning~.

This week's decision to incorpQrate Democratic Members'
staff with expertiSe on particuli;!r issues into the Work
G~ouP propeSs.
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!he Fol~~wi~g Initiatives Are Also Desirabl@ and
Recommended:

*

*

*

*

*

*

*

*

*

Immediatel¥ follow-up and hold a si~ilar

meet;i.ng/b:r;iefipg witn the House leadersnip tnat we neld
w~tn the Senate ],eadersnip ¥esterday. (Th~ staf~ of
the ijouse Majority Leader ;i.s t~kin.gpar~ Of tnis).

Immediately a~tE»UPt to schedule Mrs. Clinton to meet
with all tlle Min.ority Congressional Caucuses: Women's,
Blapk, and Hispanic. (Char],otte Hayes qf the Vice
President's office has already in;i.tiate~ discussions).

Establisll a time sensitive Mrs. Clinton thank you note
system fo],lowing important (does not have to be a],l)
meetings with Me~ers. These type of communications
from Mrs. Cl;i.ntoQ are e;Ktremely powerful andbelpful to
bUilding strong relatiOnships.

Fin~lill:ie<~ process to stre~line and coor~in~te a.ll
in,?,itatiqQs to.the First L~dy, Ira anCl. Judy for
cong+,esSion.~l Jlleetings. (We must desi~n .this wit.h
gu~d~nce of Me],anne./ Steve !l. and .others ).. . The
LegiSlatiVe l\ffai+,s staff, t:llrOughCh;ris Jennings, must
be app:r;ise~ of all such Jlleetings.

Implement a p:r;ocess to quicklyrespon~ ~n.w;riting,

where app;ropriat~ an.d advisabl~, to ],etters ~nd

requests ~rom Me~ers qf Cong;ress and their spouses.

'rhro~gh the pepa;rtment,provid~.wide:r; pi;rcu:J,.ation o~

the list Of scheduled health hea:r;iQgs thatisp.:r;oduced
by the Assistan1;: Sepretan Of Legislation's offiPe.

Cqn.side;r; enQ.o~ragingparti9ular Committees to hold
substantive hear:,tngs.f09using on th~ ne~at:,tve traits of
int~rest.~roups whO will be opposed to health reform.
Coordinate this effort with Publicl\ffairs.

DevelOp an updat:ed list of House and $en~1;:e He~rings on
Health Care Issues to be distributed to Public l\ffairs

F:,tnalill:ie howO~moprat:,tp Cong;r;essional Staff w~ll be
inco.rpor~ted in1;:O ~he wO+,king groups~nd wll~n. . Chris
Jennings then. needs tq immedi~tely fOllow~u~ wi1;:h the
Maj ori1;:y Leaqers' ~ta~f t9 .. enable them to coordinate
and assign appropriate staff.
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* Establish a p~oqeas~to a~~ist Wo~~ Group leaders and
members acce~stQ matea~.1.i3.l~ Q~ ~vean Congressional staff
for their informationi3.l n~ed~, but with clear direction
that all Hill qonti3.qts are cQorQ.1.ni3.ted and approved by
Chris. (We ci3.nnot have Congres~ional staff called by
28 qifferent working group ch~~fs!!)

* Initii3.te a proceass to monitpr realeavant Congre~sional

hea~~ngs, floor statements, and bill introductions and
incorporatea new information into data base described
preaviou~ly.

* Establish a ~ystem for exchange of information .with the
Office of Public Liaison, the Offic~ of
Int~rgovearnmeantalAffairs and thea Offic~ of Public
Affairs. For example, information receiv~d by
Congressioni3.l Relations from Membears of CpnQ'ress on
gro~ps i3.nd organizations that neeq to be br04ght into
discussions can be fed to the Office of Publ.ic Liaison
i3.nd informi3.tion ~eceiv~Q from groups on conversations
with members can be fed to Congressional Reli3.tions for
appropriate fOllow-up.

RESOURCES NEEDED .. '1'0 .A~IEVE G()AL: Chris needs to be
constantly acces~ibl~ i3.nd will hi3.vea to be mobile to and for
Mrs. Clinton, Mealanne, Stevea R.• , the HHS Department, Ira,
Judy, and the numerou~ Membe~s of Congress and their staffs
who will be calling. Th~se peop:te ci3.n't and won't wait for
Chris to wait outsiqethea door for a Pi3.ss.

To bea ~uoq~s~ful~n this ~eagarq, Gpris will therefore need a
sti3.ff pi3.SS fori3.round...th~-olQck i3.qqeas~ into the OEOB and th~

WhiteHoy.~ea,a parkingpa~sfor thea OEOB and t;h~ Congres~~ a
l;>eaeaper anQ perhaps i3. mob!.:teaphon~, a C-Span Cable compat.1.ble
TV to monitor Congressional developm~nts, and ~9cess to
~upport~taff.~ Because of the need to have more
opportun~.t!.easfQr timely interaction w~th HpwarQ.P~s1:Qr' s
shop, it may be advisable for Chri~Jennings to wprk off a
desk P~1: of LeQ'islative Affairs. (Stevea R. anQHOward are
di~c~~sing this now).
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IV. CONGRESSIONAL STRATEGV (Mid and Long-Term)

Congress, particularly the pemocrats, should be gene~ally

pleased with the arrangem~nt qf their participation on the
working groups. aowever, th~y Will quic~1y w~Qt to sit on
meetings th~t int~grate all workg~oup eff9~t$into the
common package. It' i$ impe~ative that theY a~e involved in
a signifiqant way iQ this proceS$. Best way to proceed:

*

*

*

*

Atappropri~te but early time, Ira and JudY$hou1d
initiate $taff di$cussions about the overall paqkage.
This $hou1d be coorqinated tQrough the HOU$e ~nd Senate
1eader$hip to dete;mine wQo is best suited for various
meetings. It is i~perative, however, that the HOu$e,
in pa~ticu1ar, have" an avenue for aeme of the non­
Committee Membe~ big-wig$ to contribute to proce$s.

Time cons~ing, but separate meetings with the
Repub1ican$ are also advisable, particularly with those
Members who we have any chance of getting on board,
e.g. Danforth, Kas$eba~.

E$t~b1i$h a group of su~rogate speakers f~om the ranks
of Congress and elsewhere to talk about the process and
the plan. We can sta~t with those who performed
similar functions during the campaigo and inco+po~ate

others who wisQ to be supportive.

Con1:inue to bUfld on cu~~eot and future re1~tions

through constant attention to Members and tQeir staffs
aod an ongoing ef~ort to addre$$ their conCerns.

V. CONCLUSION

Congress i$ a fluid place wQe~e pO$itions and attitudes
cQaoge rap~dly. Pespite ongoing effort$ fi~es wi11
inevitably arise that need to be put out. The cong~e$$ional

relations strategy Will need to be f1exi:Q1e and respon$ive
to this ever chang~ng enviro~ent while keeping the overa+1
strategy of enacting a workablehe~lth care reform measure~

One last, :Qut impo~tant point that comes unde~ the heading
4se the re$ourCe$ the Administrat~oo already haS to their
fullest. Both Steve Ricchetti (~nsurance and health care
providers in general) and qbris JenninQs (s~al1 business,
Plla+~~ceutical, state fle~~bility issues) have sub$tantive
health policy and political backgrounds that should be
tapPed at approp~iate ~nd he1pfu1 times within the poliQY
development process.

7

Documents obtained by Judicial Watch.



.1

Rationale

T1'>,eIJealt1'>, War Room (HWR) is being developed i;t,s a pUb:J,.icresponse
mechanisJ:l\ tQ address the demanq,s generated by thEa tr~1l\~ndous

inter~st in health care. :I:.tis an effort to centrali:z;e, in a
coordinateq, fashion, our respons~ to the issues. :I:t is a largely
process-driven effort that wi:J,.l address short-term, mediqm and
10ng-terJll needs of the healthrefoX'lll initiative. Some of those
needs inclpde alleyiat~ng ~ corresponqence bott~eneck and
packlQg, thereby allowing improved responsiveness to
90nstituents, Congress ~nd others and projecting a more positive
image for the Adm.in~stratiQn; pUblic ed\lcat~on; developing the
infrastructure to allow ~or smooth impleJ:l\en.tatiQn of health
strate9'ies; and bringin9' order and structqre tQt1'>,e proceSI:i>. It
w~ll work to support the other tWQ objectives of the outre~ch

strategYr 1)· to solidify oUrpa~e of support and tQ q,evelop
strategie~ for Qvercoming organized opposition; anq 2) to sponsor
a serieSQf hearings to bring focus tQ the Administation's
"People First Agenda."

overview

The HWR is to be composed of the following six (6) basic
compon~nts: Directorate, Triage, corresP9nd~nce, Speakers Bureau,
Cabinet Coordination, and Sc1'>,eduling. What follows for each
compQn~nt is its ni;t,me, function, and staffing configqration.

Component I... Directorate

Function

Provides overall coordination for the Health War Room. Direct
operationi;t,l re~pons~pility including, organiz~ti0J'l' staffing and
st.ru9tur~. Reports 1:;0 the Director of t1'>,e Health qare Task Forpe.
CQord~nates with and is in a relationship of close mutual support
with theWhite Hous~ O~fice of public Lic:dson. :I:nSures proper
qlssemination of informati,onto and corresPQndencewith concerned
pUblic anq private entities as it rel~tes to 1'>,ealth care,
particularly 9Qrrelat~s activities with the Health Care Reform
Task Forc~ and sUPPQrts its mission.

staffing Configuration
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DiJ7~ctor, Health War Ro01l'l with a Professional S~cJ7etary. Repgrts
to Director of the Health Care Task Force.

COJllPone;nt ;II - Triage

Function

P~rforms a cJ7itical function as in acute medical car~ delivery,
making decisions on prioriti~ation, prop~r tJ7eatment and
referral. Appropriately trai~~d staff under the immediate
supervision gf a Triage Manag~r possessing healt~ care and
political :;lcills and knOWledge will make dec~sions on wbether an
~ssue Or corJ7espondence is properly locilted in bealtb, at all;
wh~theJ7 it is cri~ical or routine; should be fast - tracked or
routin~ly dealt with; whether it requires bringing together other
expertiset<;> formulat~ a propeJ7 response; etc. This Manager ~eets

daily with tbe HWR CooJ7Q-inator to update each gther and ~x:change

views on how the War ROO1l\ can support the overall health reform
mission.

stand~rdi~ed but easily peJ7sonali~~d respoPcse letter:;wi~l be
constituted to ensure that eaCh. letter or inqu~ry rec~ive:; an
iltUt.\ediate re:;ponse within a predetermined peJ7iod of time. Tbis
unit obviously interact:;J7egplarly with correspgnQ-ence andJ when
pec~ssary, with policy coordination. Triil<;Je, in consultation with
the ffWR will he~p to .decide when to engilg~ th~ Speaker's ~ureau
in respgnse to an expressed or perceived n~ed and when issues
should be taken to the Health Care Task Force.

The T;riage unit will address the more nop ...routine li;;ituations and
will therefoJ7~ s~rve something of a troUble-shooti~g role. After
pJ7gcedur~s are in place, correspondence staff s~ould be pr~pared

to routin~ly address tbe bulk of the ijWR activity.

staffing Configuration

Triage ManageJ7, with Triage Staff (2), with access tg and support
from Correspond~nce unit. Has a duel reporting role: to the
Director of the Health Care Task Force.

cOJllPonen~ III - correspondence

Function

Isr~sponsibl~ for tb~ orderly and timely r~spo~se t9 all letters
a~Q- inquiries coming to ~he Whit~ .aguse relevant to health, after
that releva~cy has been deter1l\ined, by standard procedure OJ7
Triage,witbinput fJ70m the ffWR and the PPL, where apprgpriate.
Supports the functigns of Triilge. correspondenc~ secretary in
this component receives and logs in all mail ,coming to th~ Health
Care Intake Center/War Room, forwards it to Triage where it is
responded to, appropriately referred or returned to
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ccrxeapondence for :t;'outine dispositiot). Th~ Prof~ssiopal

Receptionist has the same r~sponsibility al? it relates to
t~l~phonic comm~n~catiops th~t theCor:t;'~spop~epceSecreta+y does
regarding writtepcommunications. All calls will pe logged ill apd
9hecked off a9cord~ng to type ~p~ ~9tion takep. All responl?~s are
to be handled with~p ~p:t;'edetermined amount of time wh~le apy
furthe:t;' action is peing ~ecidedon or taken. That respot)se will
indicate what action~l? be~ng t~ken, when ~ final d~t~rmination

should p~ exp~cted and wheth~r ~nd to whom the lett~r/ipquirywas
refe:t;':t;'~d. Whe:t;'e app:t;'opriate, the name and t~tl~ of the persot) to
whom communic:at~ot) .was rerout~~ an~ how she/h~ cap be contacted
for follow-up 'Will be ipc:luded it) a response~ A system of cross­
ch~9king wJll be implemepted to ~psur~ that all sl),9h
correspopdence has beep p:t;'operly logged in and otherwise
processed.

Som~ T:t;'iage and gor:t;'espondence staff may have oy~rlapping

fupctiops depending OP the volum~ apd type of load.

staffing Configuration

Professiopa.l Eeceptionist, Corl;"espon~~nc~ Secretaries, Cross­
Trained ip Triage (2), reporting to Director, HWR.

Compon~nt IV - spe~~ers Bure_u

Function

Facilitates the fulfillm~Pt of key elements of the heal.th care
reform impl~mentation s~rategy; ~pecifically, th~ solidification
of QP:t;' base of support while c:oqptrrpunchit)g the oppositiQp, and
brlpgin9' focus to the Aqptipist:t;'ation's "People Fir~t Ag~nda." In
consultatiop with th~ Director, ijJ'lR; OPL;~gencies; and .the
Health Care Task Forcedev~lops a pool of knowledg~able,

stimulating, thoqght-provoking and resP~Cted speak~+s ip the
health field locat~d in va:J:;'iQul? statioJ:)s, and coordinates their
sch~duling to mak~ appearapc:es and educate the public as to the
eff~c~c:Y of the P:J:;'esidept's refo:t;'~ p~c:kage. Spe~k~+s can be
utilized to make independent pres~ntat.ions andlo:J:;'. p~rticipat~ in
panels as pa:t;'t of the hea:t;'ings for the "people First Ag~nda."

Works closelY with the scheduler.

Staffing Configuration

Staff sp~cialist, p~rhaps with a pUbl~c relations packground ap~

a CQncentration in health issues. Reports to the D~rec:tor, HWR~

Component V .~ Cabinet eoord~nation

Serves as central liaison with the Cabinet Secretary, with
responsibility of keeping the War Room abre~st of Cabinet
activiti~s involving health care it)terest groups. Coordinates
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with the Speqke+'s Bureau to ensure that the Cabinet is optimally
utilized in its outreach and education efforts.

staffing Configuration

Cabinet Liaison. Works thr9ugh Cabinet Secretary in the White
House.

Comp9nen~ VI - Soheduler

Function

~aiptains broad overview of a~pointment need$ ~s related to the
health 9qreagenda ~pd ensures the timely re~ponse to requests
for pUblic informqtion and to the need:;; of the Administration to
have concerned pqrties exposed to its health care reform efforts.
Assists Spea~er's ~ureau in the coordipqtion ot speaker's time.

Staff Configuration

Scheduler whp reports tp Directo+, HWR

Cumulative staffing Profile

The Health War Room will be composed of Eleven (11) positions, 0+
FTEs (full Time Equivalents) configured as follows:

Director
Secretary
Triage 1'ianage:;­
Triage Staff (~)

Receptionist
Correspondenc:e Sec:+eta:t:'ies (2)
Speaker's Burea~ $taff Specialist
Ga&i1'lE!'E :Linot=rr
Scheduler
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